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ABSTRACT

The growth and popularisation of best practice HR®ature has been a key
feature of recent international management researtiis study explores this
concept within the context of the small firm. larpcular, the work sought to
analyse the feasibility of conventional best p@etHRD, theoretically and

empirically, within a small hotel environment.

Conventional best practice theory advocates thab Hékes place within a
structured framework of formal plans and proceduttesxplicitly overlooks
and ignores informal and tacit means of trainingpjclv have proven to be
particularly crucial within small hospitality firmsYet, many small firmsre
successful and continue to grow and develop wisihlstworkforces. This
suggests that it is something more fundamentaldbiastitutes the true nature
of best practice rather than the adoption of a &yrstructured approach to
HRD activity.

Despite the burgeoning, prescriptive literaturethie field of best practice
HRD, the transition to this new organisational sgemis one that has not been
well researched within small organisations. Thesgncrasies of small firms,
in particular their preference for operating infalty, exert a unique influence
on the nature of HRD in these businesses. Itus the distinctiveness of the
small firm and the unique constraints it faces twavided the interpretive
context for considering small firm potential forhaeving best practice HRD

status.

Rather than demonstrating a lack of interest incamcern for, best practice
HRD, analysis of the fieldwork data revealed thagl firms may in fact be
uncomfortable with the formality and structure irégr@ in much conventional
theory. Hence, the researcher suggestdhigiay be the reason behind why
these businesses rarely exhibit behaviour charstiteof best practice HRD
in its conventional sense. The study thereforeckemies that formality and
structure are incidental to the concept of besttpma HRD. Rather than a set
of identifiable and visible activities, the truetma of best practice HRD may

be found deep within the culture of an organisatitmeffect, it isn’'t what an



organisation does, but why it does it that enalbldsisiness to achieve best
practice status. It is the beliefs that underpie wisible activities that

constitute true best practice HRD.

Xi



CHAPTER 1:
BACKGROUND TO THE STUDY

1.1  Introduction

This work explores human resource development (HRBnall enterprises in
the Irish hotel industry. The study questions btth suitability and the
feasibility of conventional best practice HREbr small businesses and seeks
specifically to develop an understanding of thecemt from the perspective of

the small hotel.

The hotel sector has been central to the unpretedisnccess of Irish tourism
throughout the last decade. It is one of Irelanafgest indigenous industries,
which makes a significant contribution annuallythe Exchequer and provides
employment and incomes in every city and town m ¢buntry (IHF, 2001a;
CERT, 2002a,b). The Irish hotel sector has enjaypdriod of intense growth
over the past decade. The IHF (200l1a, 2002) até&ilihis growth and
expansion to the favourable confluence of a nurobéey factors including a
greater availability of investment incentives, amcreasingly competitive
economy, expanding market demand, a low cost dpgrahvironment, good
availability of factor inputs and an improved protwffering. The industry
has continually demonstrated a willingness to ihiregts physical capital in an
effort to modernise the product to meet changinghsamer needs.
Unfortunately, however, as CERT (1999; 2000a; 20@D02b) have
continually remarked, this investment in properys mot been matched by an
equal investment in human resources. Indeed, otithe industry is said to
have overlooked important HR issues, such as trgiand development and
staff retention, as labour has traditionally beemlentiful supply. Moreover,
recent reports published by the IHF (2001a, 200@) GERT (2002b) reveal
that the industry is currently confronted with ciolesable challenges,
particularly in relation to the management of labo8ignificant difficulties in
attracting and retaining staff abound, with theuleghat employers are

confronted with acute skill shortages, a tighteniagour market and high

! The author does not wish too rigid an interpretatb be placed on the term ‘best practice’
and so the terms ‘excellent’ or ‘successful’ asoalsed throughout the work.



levels of staff turnover. Thus, in order for thedistry to maintain its
competitive success of the 1990s, both CERT (iamd) the IHF (ibid) contend
that a professional and sophisticated approadhetonanagement of operations
must be adopted, particularly in the area of HRIDdeed, in recent times,
academics and practitioners alike have begun togrése the necessity of
developing the mindsets, skills and abilities of tlhorkforce — the value of
human resource development (HRD) — as a meanshaf\véicg organisational
success (Salamon and Butler, 1990; Heraty and Mo2@00; Morgan, 1991).
The importance of HRD has also been recognisedatibral level with
considerable efforts to improve the country’s HRDeastment strategy evident
in recent years (Heraty and Morley, 1998; Gunneglal, 2002). National best
practice HRD initiatives such as the United Kingd®rmvestors in People
(IIP) programme and Ireland’s Excellence Througlge (ETP) programme
serve to illustrate the significance currently pldon training, education and
learning (IIP UK, 2002; FAS, 2002).

1.2 The Research Context

The predominance of small firms is one of the defincharacteristics of the
hotel industry, both domestically and worldwide FIH2002; Maher and
Stafford, 2000; Morrison and Thomas, 1999; Lanteale2000). Indeed, the
latest figures released by the European Observébor§MEs (2002) confirm
that small enterprises can be found at the hedrishf industry and commerce,
with companies employing less than 50 people camyi 98% of all
enterprises and 34% of all employment. Small essas have risen to the
fore in recent years and have become a criticaldaf business, political and
research interest (Curran and Blackburn, 2001;yBand Milner, 2002). A
host of academic studies have suggested that $inmad play a vital role in
assisting economic growth, creating new jobs, reducunemployment,
promoting flexibility and innovation and acting e seed-beds from which
new larger organisations can grow (Walsh and Armerd995; Smith et al,
2002; Boocock et al, 1999; Storey, 1994; Gudgimletl995; Forfas, 1999).
The particular contribution of small hospitalityrrfis is acknowledged by
Beaver et al (1998: 156), who remark that ‘the idicgmce of small firms in

delivering a substantial part of the total outplutomrism and hospitality goods



and services is a long established feature of thedestries’. Despite this,
however, a dissonance between this structural reaifithe industry and the
research interests of both mainstream and hodpitadademics is evident, this
being the case particularly in relation to HRD (ifas et al, 1999; Jones-
Evans, 1997; Dewhurst and Horobin, 1998; Morrisord &homas, 1999;
Jameson, 2000; Matlay, 2000). The tendency of gemant theory to
emphasise large firms gives a distorted picturehef industrial landscape,
masking the fundamental importance of small enisepras a source of

employment and as contributors to a dynamic econgfendry et al, 1995).

Given today’'s fierce global competition, the idé@n#tion and use of best
practice is regarded by many as being a criticahgmanent of managerial
excellence and as a means of producing the besip@gerformance (Rogers,
1997; Geringer et al, 2002; Jarrar and Zairi, 20R0cwell et al, 2002). The
achievement of world-class service through thetifleation and promotion of
best practice principles in human resource managerfiéRM) and HRD
forms a critical element of CERT’s Statement ofafigy 2000-2006 (CERT,
2000a). The plan was developed under the auspifethe National
Development Plan 2000-2006, which sets out the @wowent's priorities
regarding tourism and hospitality training and depment. Both the larger
domestic groups and the international hotel chaperating in Ireland have
begun to recognise the importance of benchmarkiagtiae implementation of
best practice (CERT, 1999). However, these firmgiiably possess the
critical infrastructure — the resources and thecigist expertise — to
implement best practice HRD initiatives. On thkesthand, evidence appears
to suggest that the smaller, unaffiliated propsertleat dominate the industry’s
landscape, lack the knowledge and management eeetdb conduct
benchmarking studies and subsequently implement pexctice (Ogden,
1998). Despite the assertion that national besttipe HRD initiatives such as
[IP and ETP are applicable to all organisationsaréigss of size or sector,
smaller businesses in general continue to resantiFAS, 2002; Hill and
Stewart, 1999). Smith et al (2002) report that riin@st significant barrier to
small firm participation in these initiatives isetfact that they are often viewed

as ‘a big company thing’. Ram (2000a: 71) states tthe view that “best



practices” are applicable to firms of all sizes agkrating in any sector is
highly contentious’. Support for this argumentpi®vided by Alberga et al

(1997), who acknowledge that it is questionable tivie“best practice” can be
defined and identified within such an all-embraciagit. In addition, Thomas

(1998) argues that sufficient grounds exist for Heparate study of small
tourism and hospitality firms in particular, obsexy that the economic sector
in which a firm is situated is crucial in influeng the phenomenon under

investigation.

1.3 The Research Problem

A cursory look at the benchmarking literature révethat evidence of best

practice almost uniformly derives from, and is otexl toward, large firms
(Cassell et al, 2001; Jarvis et al, 2000; Wyer &fabkon, 1999; McAdam,
2002; Marlow, 1998). Consequently, as Hendry e(18195: 14) observe,
‘training and human resource management advicemall sfirms has been
monotonous in its prescription of large-scale sohg’. To further compound
the issue, many of these studies assume that taggmisation praxis can be
scaled down and applied to small firms (McAdam akKdlly, 2002).
Contemporary academic opinion suggests that thisunagtion is
fundamentally flawed as it is now widely acceptedttsmall firms are not
simply scaled-down versions of larger organisati@tsrey, 1994; Wynarczyk
et al, 1993; Welsh and White, 1981) and thus, nai¢che content of these best
practice studies cannot readily be transferredntallsbusinesses (Wyer and
Mason, 1999). It is therefore fair to say thatd#te, little or no consideration
has been given to the implementation of best praddiRD in small firms, with
many researchers basing their theorisations on Isantgginally developed
with large firms in mind (Wyer and Mason, 1999; lderan et al, 2000;
Vickerstaff, 1992b). However, this does not in avgy imply that small firms
are any less concerned with best practice HRD thaim larger counterparts,
but rather that they may be uncomfortable with thiemal and structured
approaches that are invariably advocated as pdvestf practice programmes
and initiatives (Holliday, 1995; Wynarczyk et aQ9B). Indeed, it is therefore
conceivable that this may be the fundamental redsannd their apparent

poor-use of best practice HRD to date. Thus cotimeal best practice theory



may have potentially limited utility in the smalkrh context and one must
therefore question the philosophical and conceptaals of conventional best
practice HRD, its relevance and applicability toainfirms in general, and to
the hotel sector in particular.

The preceding discussion clearly highlights thednfee researchers to explore
and theorise on the concept of best practice HRiDinva small firm context,

as it would undoubtedly provide more appropriateadhenarking standards.
By way of illustration, Joyce et al (1995: 19/2@nument that ‘the theory of
training in small businesses must be guided by eogpiresearch’, while Lane
(1994: 21) observes:

Understanding how SMEs approach training and géngranodels of effective
practice from within SMEs themselves would be atlwohile endeavour.

Given the importance attached to both the competigss of small hotel firms
and the current emphasis placed on implementing frestice HRD in the
Irish hotel industry, this study clearly represesmsimportant piece of research.
In addition, it is anticipated that the work willag an important role in the
bridging of the knowledge gap concerning the pcactf HRD in small firms,
an area that has received comparatively little iclemation to date (Matlay,
2002b; Anderson and Boocock, 2002; Huang, 2001).

It is only in recent times that small firms havectve an area of academic
interest (Shaw, 1999), a failing which has beguribdoaddressed by, among
others, Storey (2000), Curran and Blackburn (2@01) Barrow (1998). The
Irish situation is highlighted by Jones-Evans (19@%ho contends that our
limited understanding of small organisations isvanily a result of the lack of
quality research into the sector. The void in $nmisiness research is
particularly prevalent with regard to the servisestor of the economy. Both
Hoque (2000) and Jameson (1998) observe that tbeirmgy economic

importance of services is at odds with the lackmpirical research undertaken

within the sector.



Athiyaman (1995) argues that gaps exist in almdisaras of hospitality
research. Similarly, Harrington and Lenehan (195B8observe that ‘relative
to other service industries it is fair to say thia® sector has received little
attention from mainstream management researchersThe preceding
discussion suggests that this gap in knowledgearicplarly prevalent with
regard to small tourism and hospitality firms. Bgy of illustration, Dewhurst
and Horobin (1998:19) state that ‘while there hasrba recent increase in the
amount of material appertaining to small tourisnal &wospitality firms, it has
failed to keep pace with the burgeoning growthhe generic body of work’.
Schmelzer and Olsen (1994) maintain that the fraede nature of the
industry and the number of individually owned pnds, particularly in
Ireland, make it difficult to conduct large scatadies which can contribute to
useful frameworks and enhance our understanditigeahdustry. This lack of
critical understanding of small firms is both dipamting and surprising, not
least because the hospitality industry is recoghige being of tremendous
importance on both a national and global scale (Rest & Horobin, 1998;
Thomas, 1995).

1.4 The Research Questions

Bearing in mind the exploratory nature of the stuthe research questions
were designed with the specific purpose of gensgatiew knowledge and
understanding. To this end, three principal qoestiwere developed. The
first question draws out an explanation of the aede problem, whilst the
second and third serve as a means to that endcertieal question guiding the

study was:

1. Are models of conventional best practice HRD ajablie in the context
of a small hotel?

This central question provided the basis for twditohal research questions:

2. What characterises HRD in small hotels and how arft do they
develop the HRD approaches they do?



3. What constitutes best practice HRD from the pertspeof a small
hotel and how and why do they achieve excellenedRD? How does

this compare to conventional best practice HRD?

The overriding purpose of the study was to restheefundamental issue as to
whether it is feasible for small hotels to implermn#re normative prescriptions
of conventional best practice HRD models. The wtaldo sought to gain an
understanding of the nature of a small hotel its&df approach to HRD and
how and why it adopts the approaches it does, &s will undoubtedly
influence what can realistically and sensibly brened ‘best practice HRD’ in
this context. This naturally leads to the thirdl éimal research question, which
deals with the matter of what characterises beattipe HRD from the
perspective of a small hotel and how this comp&wesonventional practice.
The study thereby evokes the critical issue of Ywiieempirical examples of
small firm HRD must conform to existing normativesb practice models, with
their emphasis on structure and formality, in oridebe considered valid and

true examples of best practice.

15 Research Aims & Objectives

The study aimed to question the appropriatenes®mfentional best practice
HRD for small enterprises and sought specificatlyekplore and develop an
understanding of what can be considered best peactia small hotel context.
The work therefore naturally draws in, and upom,whder issue of HRD in the
small firm in general as a resolution to the resegoroblem requires an
understanding of current HRD practice in small tsoées this will undoubtedly
influence what can realistically be considered besictice HRD in this

context. To this end, the research sought to aptisima number of specific

objectives:

* To determine the characteristics of conventionat lpractice HRD,
using secondary sources as the focal context;

« To explore and describe the HRD approaches fourtkdeirsmall hotels
studied;



* To investigate whether models of conventional Ipeattice HRD are
applicable to small hotels;

* To examine and establish how small firm HRD may actpupon the
implementation of conventional best practice HRD Buch
organisations;

* To develop an understanding of the concept of pesttice HRD from
the perspective of a small hotel and compare thihé¢ characteristics

of conventional best practice HRD.

1.6 Thesis Structure

An overview of the thesis structure and programme/ark may be found in

Appendix 1. This framework depicts the three malrases of the research
design: 1) conceptualisation of the project leadm@ research methodology;
2) fieldwork leading to an analysis of the datalexiked and the reporting of

results; and finally, 3) project conclusions.

To bring a timeframe to the figure and bring thegsamme of work into
context, the project was registered with the Dubiistitute of Technology
(DIT) in November 2000; fieldwork began with a seyvof 348 small Irish
hotels over the period October to December 2002na=dfollowed by a series
of interviews with small hoteliers in February 2003

1.7  Conclusion

This first chapter has served an important purgnysetroducing a number of
key issues and ideas that are further exploreddawveloped throughout the
work. Primarily, given the fact that small familyn firms represent the largest
concentration in the Irish hotel market, a paradearly exists with regard to
the paucity of research devoted to examining theDHRactices of these
businesses. This also appears to be case in tefnhbest practice, with
evidence of excellent HRD activities mainly oriding from studies
undertaken within larger organisations. The gr@wvoontention that small
firms are not microcosms of their larger countetganould, therefore, seem to
suggest that the recommendations of these studi@sot be readily applied



within a small firm setting. Thus, bearing in mitite preceding discussion,
the researcher proposes that small firms are nptless concerned with, or
interested in, best practice HRD than larger bisses, but rather that they may
be uncomfortable with the formality and structurehdrent in the

recommendations of best practice studies.

In Chapter Two, the reader is provided with an wewsv of the theoretical

context of, and background to, the study as presemnt the extant literature.
The chapter begins by accentuating the importafdéRD and the reasons
behind the central role it plays in contemporarggitality organisations. The
key concept of HRD itself is then explored in detéimn addition, the researcher
discusses the reality of HRM and HRD practice wittiie context of the hotel

industry.



CHAPTER 2:
LITERATURE REVIEW PART 1:
EXPLORING HUMAN RESOURCE DEVELOPMENT

2.1 Introduction

It is widely acknowledged that we are living in ieasingly turbulent and
complex times (Flood et al, 1996; Becker and Geérhk96). A rapidly
changing economic environment, characterised by ueenomena as the
fragmentation and deregulation of markets, incréadiberalisation of
international trade, shorter product life cycldsamging investor demands and
massive developments in technological infrastrectuave become the norm
for most organisations (O’Mahony and Sillitoe, 20@onovan et al, 2001;
McCracken and Wallace, 2000a).  Moreover, consumams Vvoicing
increasingly demanding calls for higher quality gwots and services,
delivered faster and at a lower price (Garavanl,e1$9b). Consequently,
today’s global economy demands innovation, spegalptability and low cost
(Becker et al, 1997).

Academics and practitioners alike proclaim thatcessful organisations
recognise that human resources are ultimately tie lmisiness resource with
the creativity and adaptive power to create, reae@ sustain organisational
success, despite changing market conditions (Heasy Morley, 2000;

Cheney and Jarrett, 1998; Donovan et al, 2001)is $tems from the belief
that new ideas represent a company’s very DNA &g tearning and the
development of people becomes crucial to surviiz@Qeus, 1997; Torraco
and Swanson, 1995). The European context is kigteld by Sparrow and
Hiltrop (1994: 423) who maintain that ‘the succe$€uropean organisations
will in large part be determined by their abilitg train and develop their
employees to meet the challenges of business attegrand change’. In the
Irish context, the Government's White Paper on HumR&esource

Development (1997) acknowledges that as the paaharfige accelerates, it
will be the adaptability of people and the abildf organisations to respond
quickly to exploit new and emerging opportunitiéstt will determine their

success. The advent of the knowledge society Hegefore clearly prompted
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an increasing awareness of the importance of humswource utilisation and
the development of intellectual and human capilaameans of raising
productivity, enhancing competitiveness, and insireg output and income
throughout the economy (O’Connell and Lyons, 19B&raty and Morley,
1994; Durkan et al, 1999; Heraty and Morley, 20G@yvernment of Ireland,
2000).

2.2 The Importance of People Management

Although this thesis is primarily concerned with BIRas Sambrook (1998)
notes, there is clearly a relationship between abtvities associated with
managing work through relations with people andvamis associated with
developing people. Thus, the preliminary phasthefliterature review briefly
focuses on the growing importance of effective labmanagement as a means
of improving organisational performance and ultietyatof ensuring the
survival of the business through the achievemensustainable competitive
advantage.

The last two decades have witnessed a profountdistitiinking about the role
that people play in organisational success, wigraaving view that effective
labour management is a critical organisational baipaand one which should
be highly integrated with the strategic aims ofbisiness (Gratton et al, 1999;
O’Brien, 1998; Pfeffer, 1994). Indeed, a growingmber of successful
organisations have come far along ‘the evolutionpagh from old style
command and control, to a truly people centred @ggr which puts
progressive people management at the core’ (ClBD1& 2). The growing
concern with people management had arisen primbelsause many of the
traditional sources of competitive advantage tlwahganies have been able to
rely on such as patents, economies of scale, useloiology, access to capital
and market regulation, are being eroded. Thesetsaso not differentiate
firms they way they once did (Becker et al, 1997ant¢y Jones, 1994;
Appleby and Mavin, 2000; Darling et al, 1999; Goatt 1999). Increasingly,
companies are relying on their human assets —nbe/ledge, competence and
capabilities of the workforce — as their primaryus®e of competitive

advantage. Thus, in today’s world, people and tioey are managed have
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become an integral source of sustainable competgiwccess (Pfeffer, 1998;
CIPD, 2001a, 2001b; Heraty and Morley, 1997; Oakland Oakland, 2001).

The impact of human resource management on ordemahperformance is
an important theme in recent international comnrgnéand research (Guest,
1997; Truss, 2001; Wright et al, 1999). There rewists a substantial and
rapidly growing body of empirical evidence that msi to the strong
connection between how firms manage their peoptetha financial results
achieved (see for example Huselid, 1995; Delaneal tnselid, 1996; Guest
and Baron, 2000; Baron and Collard, 1999; Arth@94, MacDuffie, 1995).

Early attempts to link progressive people managerpesctices to business
performance relied on the common sense beliefitmatoving the way people
were managed inevitably led to greater organisatigerformance, without
being able to justify the claim in empirical terrf®aron and Collard, 2000;
CIPD, 2001b). However, sufficient evidence nowsexifor a number of
commentators such as Ulrich (1998) and Truss (2@0%)ate with confidence
that how organisations manage their people has wwenba effect on

organisational performance, both in financial teand on the market value of

the firm.

The case for the effective management of humaruress is made even more
strongly when discussing hotel operations. By \i&y nature, the hotel
industry is a labour-intensive service industrypeleding ‘on the social and
technical skills of its personnel, their ingenuignd hard work, their
commitment and attitude’ for competitive successal@l, 1988: 7). This
contention is widely supported throughout the hiadipy literature (Nankervis
and Debrah, 1995; Tracey and Nathan, 2002). RfEI98) also stresses that
the HRM-performance linkage is stronger in servitens. The personal
nature of hotel services places considerable engluwas the importance of
direct interaction between employees and custor{Mrdlins, 1993, 1998;
Buick and Muthu, 1997). As Kadampully (1999:37)e®
In labour-intensive service industries, it may bguad that the human factor holds the

ultimate balance in the organisation’s success usscaf the important interaction
between employees and customers at the servicéaicee
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It is therefore imperative for the industry to deye progressive people
management practices and policies that will endbé&n to attract, retain,
develop and motivate competent employees, whoiwiilirn contribute to the
successful achievement of organisational objectf@®ng and Brown, 1998,
CIPD, 2001b).

2.3 HRD & HRM: Examining the Nexus

There appears to be diametrically opposing viewstlom nature of the

relationship between HRD and HRM within the exthw@rature. For many
commentators, HRD is best seen as part of the viieler of human resource
management (Luoma, 2000a; Thomson and Mabey, 1%%yis and
DeSimone, 1994; Pettigrew et al, 1988; Hargreaved Aaarvis, 1998).
Sambrook (1998) observes that HRD is often treated component of HRM
and refers to Guest’s (1987) normative theory, twhdescribes how training
and development fits in or is integrated with HRMhdeed, Keep (1989) and
Storey (1992) contend that HRD activities are c@ritr the reality of anything
that can meaningfully be described as HRM. Funtioee, they argue that an
organisation’s HRD effort is the main litmus teétloe reality of the adoption
of HRM. Despite this, however, many others striiasg it is not helpful to
think of HRD in this manner (McLagan, 1989; UnivgrsForum for HRD,
1995). They claim that HRD is a major area imitg right and proclaim that
viewing it as a sub-set of HRM will cause HRD t®doit power base and
become less important in the eyes of senior masa(@@arling et al, 1999).
Stewart and McGoldrick (1996) adopt a somewhatedsifit perspective. They
contend that neither HRM nor HRD is a sub-set &f ¢ther but rather that
each has its own ‘distinctive, albeit problematicgace in the analysis of the
human aspects of contemporary organisations’ (®)d: Thus, viewing HRM
and HRD as separate, yet complementary processag,be a worthwhile
undertaking (Nadler and Nadler, 1989; Thomson aathéy, 1994).

Sambrook and Stewart (1998) propose that the emeegs the term HRD has
parallels with the shift in the mid 1980s from axdtional and operational
orientation to a more strategically integrated apph to the management of

the workforce. In other words, ‘in the new generatof organisational
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theories, HRD has been born to accompany HRM’ (ibi2). Thus, it may be
fair to say that HRD is, in essence, a product®tra (Stead and Lee, 1996).
Both HRM and HRD have evolved, and are still evadyito fit different and
changing contexts, and as such are contingentrréth@ absolute concepts
(Legge, 1995). The growth and maturity of HRD frorarrowly defined
training and development terms to an area withraesjic significance in its
own right may be attributed to developments infiblels of organisational and
management theory. These include the resourcetbassv of the firm
(Barney, 1991), the concept of core competenciegh@ad and Hamel, 1990)
and the learning organisation (Pedlar et al, 1994plsh (1998) remarks that
these developments have combined to help put HREherstrategic agenda
and to ensure that it has become the focus oftattemm recent years.

2.4 Human Resource Development: A Definition of Terms

A review of the literature reveals a great manmatits by a pantheon of
authors to define HRD in terms of what they pereeias its key
conceptualisations. Attempts thus far have beemedaand many, neatly
reflecting the diverse academic and socio-politibalckgrounds of HRD
scholars. By way of illustration, Walton (1999)te® that the problem of
definition is particularly apparent in relation HRD, where each authority on
the subject appears to adopt a different stancemiladgly, Garavan et al
(1999a) highlight the definitional chaos that cloéeases the HRD literature,
while Megginson et al (1999:5) refer to the fog té@cand confusion

surrounding the HRD discourse that has developed:

Anyone new to the world of human resource develagmal quickly realise that one
of the most important requirements for a speedyralsdion is to learn the language.

Human resource development as a technical ternfisgasoined by American
writer Leonard Nadler in the late 1960s and wasddforiginally as ‘a series
of organised activities conducted within a spedifigme and designed to
produce behavioural change’ (Nadler, 1970, as aitafalton, 1999:57). For
Garavan (1991: 17):

HRD is best seen as the strategic management wiinga development and of

management/professional education interventionsgssto achieve the objectives of
the organisation while at the same time ensuriegfali utilisation of the knowledge
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in detail and skills of individual employees. s$téoncerned with the management of
employee learning for the long-term keeping in mthe explicit strategies of the
business.

Armstrong (2001: 515) also emphasises the stratdgiension of HRD,

stating that it is concerned with the ‘developmeistrategies for the provision
of learning, development and training opportunities order to improve
individual, team and organisational performancéh addition, Stewart and
McGoldrick (1996) recognise that HRD is both stgateand practical in
application, is inherent in organising and managiagd is concerned with
leadership, culture, organisational learning andeltpment and change.
Indeed, a number of commentators maintain that HRCfundamentally
concerned with the management of change (McHugh @Htgtien, 2001;

Leopold et al, 1999; Garavan et al, 1999a).

McGoldrick et al (2001: 344) note that the procekdefining and delineating
HRD ‘is frustrated by the apparent lack of boundaries and parameters’
associated with the concept. Thus, as Garavah(20@2) observe, the issue
of what constitutes HRD varies considerably depsmain whether the term is
defined from an academic or practitioner perspectiThey add that HRD is
often contingent upon cultural contexts, the inexhdaudience for
developmental activities and also the intended figages of the outcome of
the HRD process. Therefore, as Garavan et al @9980) maintain ‘HRD
can and does pursue a wide variety of agendast @ad serve a wide range of
purposes’.

There is widespread consensus that HRD is a vabtdarerse area of both
practice and knowledge, with many authors indicptime varying root
disciplines underpinning the field (Weinberger, 89Quoma, 1999; Marsick,
1990). Jacobs (1990) contends that the multidisery nature of HRD
contributes to its lack of distinctiveness, makipgecise definition of the
concept decidedly difficult (McGoldrick et al, 200&aravan et al, 1993).
Kuchinke (2000: 32) remarks that ‘the field of HRDs.relatively young and
concerned with gaining and expanding its academgitiinacy’ relative to

other well-established fields such as adult andational education, and ‘the
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array of management and organisational scienc&reover, other authors
(Garavan et al, 2000; Hatcher, 2000) remark that field has not yet
established a distinctive conceptual or theoreticantity. Despite this,
however, there appears to be considerable ‘oventapinterdependence with
the theoretical domains’ that are frequently regdrds the foundations upon
which HRD has developed (Weinberger, 1998: 81)e iflost commonly cited
theories that are said to have contributed sigmifiky to the conceptual base of
HRD include systems theory, economic theory, pshkdical theory,
performance improvement and learning theory (Swans®95: Torraco, 1997;
Garavan et al, 2000; Weinberger, 1998). Neversiselas Garavan et al
(1999a: 172) observe:

HRD is still in search of a conceptual base in oriedevelop the knowledge and
theory to be recognised as a legitimate field oflgt

2.4.1 Training and Development, HRD and Strategic HRD: @€h
Distinction
There is a lively debate within the literature ceming the extent to which
HRD, as an organisational activity, actually difédrom traditional training
and development. Walton (1999) notes that HRD dradning and
development are regarded as interchangeable notioyps numerous
commentators and remarks that many writers teredjt@te one with the other.
Walton (ibid: 66) also cites the statement madedhgy University Forum for
HRD (1995) on the issue:
...although HRD as a concept and as a practicalplisei owes many of its roots to

employer-driven learning activities, it is begingino encompass far more than
traditional training and development.

El-Sawad (1998) argues that equating HRD with inginmay be far too
narrow a conceptualisation. This contention isrethaby Megginson and
Pedlar (1992), who add that although HRD is notefyurabout training,
training activities are an integral component o ttoncept. Continuing, El-
Sawad (1998) remarks that developmental intervestmme in many forms
and are not the sole reserve of training courddse overriding concern with

training may therefore give a narrow and distoxtesv of the realities of HRD
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practice. In this regard, Walton (1999) maintaist a broader HRD

perspective would help to create greater insights.

Despite the preceding discussion, prominent rebesscAlreck and Settle
(1995) suggest avoiding the use of academic tedogyoor jargon in field
research on the basis that respondents may experiglifficulties in
understanding the researcher’'s perspective. Saphisgticated vocabulary,
they maintain, is undoubtedly peculiar to the acaideelite. Furthermore, in
their study of the decision-making processes of lisrhasiness owner-
managers, Grant et al (2001) deliberately exclutatiagement terminology
from their research instruments and focused instea@vhat the respondents
actually did in relation to various aspects of theusiness. Such stances,
therefore, have considerable implications for tlogv tihe concept of HRD is

operationalised in the study of small organisations

Hill (2002) deals extensively with the matter osearching HRD from the
perspective of small enterprises. Primarily, shtes that there appears to be
greater reference to training or to training andetigoment in a small firm
context, rather than HRD. In addition, she obsertteat ‘HRD in small
organisations is more likely to be talked about gqaceived in terms of
training and development’ (Hill, 2001: 8). In angliar vein, Rigg and Trehan
(2002) remark that most studies tend to frame HRD tmaining and
development and that training is often used ab#nemeter of HRD activity in
SMEs. Thus, it may be said that training and dgwalent activities ‘constitute
the dominant and...the most ‘visible’ component ofHRHiIll, 2001: 8). The
resultant implications are that small businessaieseers may be better served
by focusing their efforts and attention on trainaryd development rather than
endeavouring to explore the phenomenon of HRD, lwhpotentially, may be

non-existent.

A number of authors make further distinctions bemvetraining and
development and HRD and a related concept, statbgman resource
development (SHRD) (McCracken and Wallace, 2000ayrisbn, 1997;
Walton, 1999). Sambrook (1998) declares that tteeetwo key features
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distinguishing HRD from traditional training andvé¢opment: the adoption of
a strategic, business-oriented approach and thelvewment of many
stakeholders in the process. Similar views areedtby Rothwell and Kansas
(1991). Sambrook (1998) elaborates the discudsidher to include SHRD
and uses the illustration of a pyramid to preséet three concepts and to
explain how the three might be related (See Figute For Sambrook (1998:
290) the concepts ‘suggest a series of layerst bpifrom the bottom layer of
T&D, which is narrow, with the wider element of cpatent HRD, up to the
comprehensive concept of SHRD’. Walton (1999:t8Rgs the position that:
SHRD is an extension of HRD, with a distinctive dsmn the holistic orchestration of

learning in organisations. It is based on the ssjtjpn that learning must be treated
by organisational policy makers as a deliberategsse rather than an accident.

Figure 2.1: How T&D, HRD and SHRD might be related

N

HRD Tell Sell Ggl

T&D HRD
SHRD

Source: Sambrook (1998: 290)

A

McCracken and Wallace (2000b: 10) present a usaifodlel of the three
principal approaches to HRD within organisatiom& training approach’, the
‘HRD’ approach and the ‘SHRD’ approach. For thethe overriding
distinction between the three concepts is the radfitheir relationship to the
business strategy (See Figure 2.2)
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Figure 2.2: A Model of SHRD
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2.4.2 Constituents of HRD

It is generally accepted that HRD encompasses thecipal activities of

training, education and development, with learnpogitioned as the primary
focus of these interventions (Stewart and McGoldrit996; Gunnigle et al,
2002; El-Sawad, 1998; Armstrong, 2001). Garavd@®T) observes that the
debate abounds within the literature concerning disginction, if any, that

exists between these three activities. Darlinglgtl999) also acknowledge
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that there is not so much a lack of standard dedims of training, development
and education but rather a lack of consensus abeutscope and where the
dividing lines should be drawn between them andi¢e HRD itself. These
terms are indeed synonymous and interchangeablsotoe (Heraty and
Morley, 1994; Holden and Livian, 1992; Horwitz, B)9while to others they
are viewed as distinct in nature (Nadler and Nadl®89; McCracken and

Wallace, 2000b), each serving its own purpose.

Gunnigle et al (2002: 218) affirm that:

...while no standard definition of training exists is generally expressed in
behavioural terms and, in a narrow sense, refershéo planned acquisition of
knowledge, skills and abilities (KSAs) requiredperform effectively in a given role
or job.

Similar definitions of training are advanced by #&on (2000), El-Sawad
(1998) and Stewart (1999). While training tendsb& more short-term in
orientation and focused on the current job, the KSgained through
development interventions tend to occur on a maeelgal level, unfolding
over time. These learning experiences are alsd ®&aibe long lasting
(Harrison, 2000; Nadler and Nadler, 1989). Gara{E907: 41) notes that
within a HRD context, education ‘teaches generdlssand knowledge for the
sake of a field or discipline rather than havingpecific job focus’. In other
words, education may be better perceived as anverngon directed towards

the individual as opposed to any given organisatiooie.

While the concepts discussed above are presentidtasct in some way, it is
clear that they all share a common feature: thatais HRD activity is
underpinned by learning (Gunnigle et al, 2002: @ana 1997). The
contention that the overriding purpose of HRD igptomote learning among
organisational members is extensively supportedumh authors as Stewart
(1992), Leopold et al (1999) and Hall (1984). ledefor Horwitz (1999) and
McCracken and Wallace (2000a), the central roleH&D involves the
development or creation of a learning culture. &bwer, according to Walton
(1999), the ultimate success of HRD is conditiobgdts ability to create an

organisational environment conducive to learninthus, as Garavan (1997:
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42) recognises, it is clearly logical to look updraining, education,

development and learning as ‘complementary compsradithe same process,
I.e. the enhancement of human potential or talehtirthermore, from a HRD
perspective, the relationship between them may dgarded as largely
interactive, with each facilitating the other (Qaa et al, 1995; Truelove,
1992)

2.5 HRM & HRD in the Hotel Industry

In 1988 the International Hotel Association (IHApnomissioned a study

designed to gain an understanding of the industmyisdset concerning the
strategic importance of HRM and its priority on thanagement agenda. One
of the key findings of the study, which was conedctoy Horwath and
Horwath (1988), was the statement:

Throughout the course of our research it has becappmarent to us that human

resources are perceived to be the single most tamoissue facing the industry
during the next two decades and beyond (ibid, tasl éh Hulton, 1992: 231).

Horwath and Horwath’s (1988) prediction has undedlyt come to fruition as
the heightened recognition of the importance ofptedor competitive success
has propelled HRM to the forefront of hotel managatrconcerns (Enz, 2001;
Go and Pine, 1995; Maher and Stafford, 2000). hin Itish context, CERT
(2000a) state that issues pertaining to the reuant, development and

retention of the workforce have moved centre staigj@n the industry.

It is widely acknowledged that the quality of seesprovided to the hotel guest
is ultimately determined by the quality of the eoyde, whose performance
plays an integral role in shaping the customer'peeence of the service
(Lashley and Watson, 1999; Kelliher and Perrett0120Redman and
Matthews, 1998; Borucki and Burke, 1999). In tuthe quality of the
employee is undoubtedly determined by an orgaoisatiapproach to the
management and development of its workforce. By waé illustration,
O’Mahony and Sillitoe (2001) maintain that a praiesal competitive
industry endeavouring to deliver international dimds of service greatly

depends on the training and education of its perlon Randall and Senior
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(1996) also found a link between the effective ngamaent of training and
improved customer service. A number of studiesumgh authors as Davies et
al (2001), Boles et al (1995), Roehl and Swerdl@®90) and Conrade et al
(1994) have discovered a significant relationshgiwleen the provision of
HRD and positive HR outcomes. These include |osteif turnover, increased
commitment, greater job satisfaction and moralej afso organisational
outcomes such as increased service quality and neataproductivity.
Therefore, as Conrade et al (1994: 20) observe:
Failure on the part of hotel firms to develop theowledge, skills, abilities and

behaviours of these employees can have a dranfig@t en the viability of the entire
organisation.

2.5.1 The HRM/HRD Paradox

In light of the above discussion one would expéet ¢ffective management
and development of people to have been given higlity within the hotel
industry. The opposite, however, appears to bedke. A wealth of empirical
studies demonstrate that the management and devehdf human resources
in hotels is underdeveloped and lacking in soptasibn (Kelliher and
Johnson, 1987, 1997; Price, 1994; McGunnigle amdedan, 2000; Lucas,
2002). In this regard, Hoque (2000) highlights plagadox that exists between
the potentially vital role played by HRM and HRDdathe reality of actual
practice within the hotel industry, given the grogiimportance of service
excellence. Survey evidence has consistently tedethat there is a gap
between a general awareness on the part of hoted bf the need to train and
develop their workforce and an actual commitmentréning. By way of
illustration, Lucas (1995) emphasises the discrepdhat exists between an
organisation’s stated human resource policy inbestiand how these are
implemented at an operational level. She alsosntitat this is a recurring
theme within the hospitality literature. Hiems(i®90: 218) also states that it
is ‘ironic that the hospitality industry which ped itself on providing service
to its customers has been slow in applying the spnmiples to its own
employees’. Forrest (1990) notes that almost ewagpitality organisation
claims to be people-oriented and to believe in HRD.practice, however, a

much smaller number follow through on these claigsgpecially in terms of
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investing time and money in effective training astelvelopment. Given the
importance of, and organisational benefits atteduio HRD, both Conrade et
al (1994) and Roehl and Swerdlow (1999) also qaestrhy this paradox

exists.

The hotel industry is said to be exceptionally lasun its values and outlook
(Wood, 1995, 1997; Price, 1994). Insularity insteense embraces a range of
characteristics, including a resistance to chanuk a belief that the hotel
industry is different from other industries to tlketent that many of the
management practices and procedures of the ladesfdittle relevance or use
to the needs of hotels (Mullins, 1993; Medlik, 129 notable consequence
of this insularity is that the management of habdplerations tends to be
prescriptive rather than analytic, drawing heawly what has traditionally
been the response to situations (Wood, 1995; Garibgl). This is said to
result in a blinkered approach, isolating manadessn the applications of
more general management theories and practiceslii®lull998). Baum
(1989: 139) suggests that:

While the business environment in hotels does havg distinct features, there is a

danger that the emphasis which the industry placesniqueness should not be at the
expense of the application of more general priesigf good management.

Johanson (2000) also states that much evidenceaapfe suggest that hotel
managers either ignore relevant academic researaheocunaware of it when
making important decisions regarding which effextnuman resource systems

to implement.

lles (1994: %) comments that ‘the importance ofpbedo organisational
success is often acknowledged in rhetoric, as mpamy reports and media
statements, but not much manifested in practi¢eteed, in the latter half of
the twentieth century, a litany in many companias been “our employees are
our greatest asset”. Patterson et al (1999) andpBey (1998) contend that
this rhetoric has been so often repeated thatstbdewome a cliché. Boella
(1996) remarks that the extent to which human nesoyolicies are an

essential component of the overall organisationity may be a key indicator
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of how a hospitality organisation values its hunaasets. However, Mullins
(1998) and Maher and Stafford (2000) note that iostmcases, personnel
matters take a lower priority to other businessiass with the result that the
personnel function is rarely seen as equal in sdtuother business functions.
As illustrated by Tracey and Nathan (2002: 17):

While most executives acknowledge the importancelRffor implementing strategic

plans...we have seen few who formally incorporate ¢dRcerns when developing a
strategic direction.

A study conducted by Worsfold and Jameson (19%b falund that personnel
managers and personnel specialists were excludedrrajor decisions within
hospitality organisations. It must be observedydner, that the hotel industry
is not alone in this matter. Guest and Baron (20@@e that despite asserting
that people are their most valuable asset, moshésses still fail to prioritise
employee issues. In addition, Purcell (1995) naanst that, in general, human
resource strategies are third order strategies.préctice, employee-related
issues tend to be ranked far below other businéssitgs and considered
down stream from business decisions. Thus, it @oappear that an
overwhelming number of corporate executives arengalip service to the
notion of people as strategic assets (Davenpo9)19 Moreover, Pfeffer
(1998) asserts that company performance can siifigatements about the

fundamental importance of people are inconsistéitt practice.

Hoque (2000) remarks that while many studies ua#lert in the past have
revealed little concern for and interest in a ptivacapproach to HRM and
HRD, an increasing number of more recent studiesrgporting evidence to
suggest that the situation may be improving (Hgton and Akehurst, 1996;
Anastassova and Purcell, 1995; Buick and Muthu, 719%/atson and
D’Annunzio-Green, 1996; Gilbert and Guerrier, 199 Hoque (2000) himself
also presents a more favourable view of the stinatieporting that the hotel
industry has undergone change in recent years sndow beginning to
embrace the philosophy and practice of HRM, therabyrowing the gap
between theory and practice.
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2.5.2 HRD in the Irish Hotel Industry

Information concerning the current HRD practices loish hotels is
comparatively hard to come by. The annual sureéysnployment conditions
in the industry undertaken by CERT in recent ydaase failed to provide
significant details relating to the existence dadinmg plans and budgets,
responsibility for training and the perceived bésefssociated with the
development of staff (CERT, 2001, 2002b). Howewde 1999 survey
(CERT, 2000c) revealed that the primary respongbibr training lies with
the General Manager (48%), followed by the Humarsdreces/Personnel
Manager (42%). Only 10% of hotels employed a finle training manager.
Not surprisingly, within the latest employment sey(CERT, 2002b), on-the-
job training emerged as the most common type afitrg activity undertaken
within the industry. However, a significant numlzérhotels (42%) reported
that their staff had received formal training. Tpeminence of informal
training was attributed to the fact that many dgthiments employ only a
small number of people and thus have difficulty providing additional
employees to cover working shifts for those engagettaining. In addition,
as much of the employees’ work is performed inaio®ntact with customers,
training is conducted on-the-job so that the exe® of dealing with

customers can be gained.

The 1999 CERT survey found a lack of convictiothe industry regarding the
benefits of HRD. The majority of hotels felt thedining resulted in significant
improvements to service standards, skills and staffale. However, only
50% of respondents considered that training hadgrifisant impact upon
increasing productivity and almost 40% felt thatad little impact on reducing
staff turnover. Moreover, only about one-thirdtfeéhat training had a
significant impact on increasing the competitivenes their business. These
findings would appear to support Maher and Staf§o(@000) conclusion that
the link between HRD and organisational succes®tg/et widely established
in the Irish hotel psyche. A recent study into lamnresource management
practice in the Irish hotel industry conducted bgakng and McMahon (2000)
also found comparable results to that of CERT (2R00
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2.6 Conclusion

This chapter has reviewed published generic angitadisy-specific research
material in the field of human resource developmdntimarily, this literature
review has provided the theoretical underpinning laasis for future chapters.

In recent years, the concept of HRD has become itecatrissue for
management researchers and practitioners alikgar@mations are beginning
to recognise the integral role played by training development as they strive
to compete in an increasingly turbulent and compbexketplace. This poses a
significant challenge for the hospitality sector piarticular, as the achievement
of a sustainable competitive advantage dependsi@mhility to develop and
mobilise the intelligence, knowledge and creatigéeptial of staff at all levels
of the organisation. However, despite the widemsphracceptance of the
important role played by trained employees in thiecess of hospitality
businesses, HRM and HRD have traditionally beenkwé&ks within the
industry.

The problematic nature of outlining and defininge tfield of HRD has
undoubtedly been the cause of many difficultiesmf@nagement researchers.
These difficulties have been compounded by theonathat the term itself is
often perceived as academic jargon, rather thangbesflective of routine
organisational activity. The resultant implicatgofor the study of HRD
practices within small firms are, therefore, coesatble. In an effort to
overcome these difficulties, many researchers aceising their efforts on
training and development on account of its beimyegentative of the activities

thatare actually taking place within these businesses.

The next chapter takes the theoretical discussiothdr by introducing the
study’s two key variables: HRD in small firms anghegentional best practice
HRD. The chapter begins by outlining the importamé small firms to the
development of modern economies. It then movesoom discussion of
perhaps the most difficult task facing small bussmeesearchers: that of
arriving at a suitable definition of the term ‘sinéifm’. The author also

explores some of the unique organisational featwksmall firms and
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considers how these might be impacting upon thgpr@ach to HRD. An

extensive discussion of the extant literature coming the HRD practices of
small firms is then presented. In addition, théhauexplores the importance
of informality and tacit knowledge, regarded by mas being the key to
understanding and analysing HRD in small orgarosati Finally, the chapter
examines the concept of best practice as appliétRD. It concludes with a
presentation of a synthesised model of conventibast practice HRD, which

Is used as the basis from which to answer the Stwiytral research question.
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CHAPTER 3:
LITERATURE REVIEW PART 2:
HUMAN RESOURCE DEVELOPMENT IN SMALL FIRMS

3.1 Introduction

Recent decades have witnessed a growing recogrufidime crucial role and
contribution made by small businesses to the sacard competitiveness of
modern economies (Holliday, 1995; Storey, 1994; dMat2002b; Hill and
Wright, 2001). The latest statistics publishedtry Observatory for European
SMEs (2002) confirm the importance of small and mmedsized enterprises
(SMESs) to the development of European economiesESkbnstitute over 99
per cent of the 20.5 million enterprises within tii#J and employ
approximately 66 per cent of its workers. Furthemm over 19 million of
these enterprises employ less than 10 people.sifiadl business sector of the
Irish economy is widely regarded as having beenpthmary driver of the
country’s recent economic growth rates of well abthe European average
(O'Dwyer and Ryan, 2002; Government of Ireland, 999 Thus, as small
firms become an increasingly important part of globconomies, a growing
number of academics are concentrating their resegfforts on understanding
the dynamics of these enterprises, including tapproach to HRD (Hill and
McGowan, 1999; Curran and Blackburn, 2001; Mat2B00).

3.2 Defining the Small Firm

Discussions about small firms frequently begin wvifte matter of how the term
small firm should be defined. This is not surprising giveattthe most
fundamental problem of small business researdhaisdf arriving at a suitable
definition of the small firm (Choueke & ArmstrongQ00). Indeed, ever since
the publication of the notable Bolton Report in 19%he issue of what
constitutes a small business has posed considepatiidems for researchers
and policy makers alike. Even after almost threeades of research no
universally accepted solution has emerged (Stdr@94; Curran & Blackburn,
2001; Hill & Stewart, 2000; Thomas, 1998; Thomasletl999; Gudgin et al,
1995; Bohan, 1994; Smith & Whittaker, 1998). Canamntly, a review of the

small business literature reveals ‘a panoply oiridns which are justified by

28



their users on the basis of particular project$igias, 1998: 2). Ultimately,
this considerable confusion has led to research&fering or adjusting
definitions according to the focus of their resbargterest (Storey, 1994;
Walton, 1999). As Hynes (1992: 39) observes:

...the choice of a definition depends on the purposehich it is to be put so that

different aspects of smallness may therefore beerappropriate for some purposes
than for others.

The problem of small firm definition is equally pedent in studies of small
tourism and hospitality businesses where a sintiteeral use of the term is
used (Thomas, 1998; Thomas et al, 1999; Lee-RO88)1

There is no agreement in the literature about hsmall firms’ in the hospitality
industry should be defined (Morrison and Thoma$91948).

Broadly speaking, however, many hospitality studéssl to use a combination
of both quantitative and qualitative criteria whamriving at a suitable

definition of a small hospitality firm (See Tablel Despite this, it must be
recognized that whatever definition is adopted,niost significant observation
is that the most commonly found hospitality entesgoris small (Morrison &

Thomas, 1999).

In an effort to overcome the definitional chaos andorder to facilitate
comparisons between sectors and the member states, European
Commission adopted a communication setting ouhgleidefinition of small
and medium-sized enterprises (SMEs) in 1996. Utiderdefinition, the SME
sector itself is disaggregated into three differdategories (See Table 2.2).
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Table 3.1: Criteria used by researchers to charactese small hospitality
firms

Authors & Year Research Topic Definition

Beeton & Graetz (2001) Training Employing less tR@rstaff; scattered over a
wide range of urban and rural environments

Sundgaard et al (1998) Hotel Grading Fewer thahetfooms

Lee Ross & Ingold (1994) Productivity Having no mdhan 20 bedrooms, where the
operators are also the owners

Lanier et al (2000) Industry Structure  Rangingize grom 20 to 50 bedrooms, these
properties are typically independent.

Hales et al (1996) Training Fewer than 50 employees

Morrison (1996) Marketing Directly managed by adiwidual or group in a
personalised manner. Perceived to be small in
terms of capacity, facilities and number of
employees

Edgar & Watson (1996) Management/HRM Privately odvnéth fewer than 50 rooms

Bransgrove & King (1996) Marketing Small market ghaManaged by the owners in a
personalised manner. Not part of a group.

Table 3.2: European Commission's Definitions of SME

Number of employees Defined as

0-9 Very small (micro) firms
10-49 Small firms

50-249 Medium firms

250+ Large firms

Source: Commission of the European Communitiesmewendation of 3 April 1996

Generally speaking, definitions based on numbergl@red remain the best-
known and extensively used ways of classifying fisme (Barrow, 1993;
Julien, 1998; Curran & Blackburn, 2001), with then@nission’s definition
being the most widely adopted among the researamumity. All things
considered, however, some researchers maintainalacus on the problem

of definition is a misdirection of effort becaudeste are a great many other
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aspects of small businesses that require in-degstarch (Burrows & Curran,
1989; Curran & Blackburn, 2001; Boer et al, 1997).

33 Small Firms as a Distinct Analytical Cateqory

A traditional assumption among researchers has the¢rsmall businesses are
much like big businesses, with the exception thalscompanies have lower
sales, smaller assets and fewer employees (WetshVdite, 1981). Over the
years, however, this old mode of thinking has gafigibegun to give way to
the growing recognition that small firms have a emof key characteristics
that distinguish them from large organisations. fdot, many authors now
support the views of Welsh and White (1981) andsGagq1982) that a small
firm is not merely ascaled-dowrversion of a large firm or lttle big business
(Wynarczyk et al, 1993; Storey, 1994; Westhead Stmtey, 1996; Burns,
1996; Ghobadian and Gallear, 1996). Indeed, addak as 1959, Penrose
(1959: 19) observed that:
...the differences in the administrative structurett@ very small and the very large

firms are so great that in many ways it is hardee that the two species are of the
same genus...

Furthermore, Wynarczyk et al (1993) argue that sh®ll firm is a unique
problem type, stating that it is a fundamental mmaeption to assume that the
problems confronting the small enterprise and éisdvioural response to them
are the same as those facing larger concerns.hdncontext of the hotel
industry, Quinn et al (1992) point out that smaitdis are not simply smaller
versions of large corporations or organisationst mossess distinct
managerial/owner cultures of their own. Accordingthe fundamental
question as to how small firms actually differ fraheir larger counterparts
must now be addressed. A review of the literatmdicates that issues
surrounding uncertainty, management style, theuémite of the owner-
manager, evolution and change, innovation and &earare notable
differentiating factors. A detailed discussionatif of these factors is outside
the scope of the current project. Three distirfgagg features, however, are of
particular interest and relevance to the studyuestjon. A brief discussion of

these key features now follows.
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3.3.1 The Uncertainty Principle

Drawing largely upon the work of Casson (1982)dieg theorists such as
Storey (1994), Westhead and Storey (1996) and Vegghkret al (1993)
contend that the central characteristic distingaghsmall and large firms
(apart from size itself) is that of uncertainty. yNérczyk et al (1993) present
uncertainty as a multi-dimensional concept. Thest fidimension is the
uncertainty associated with the small firm’s ladkpower in the market place,
which results in these firms invariably being prte&ers that are more likely to
face significant competition (Burns, 1996; Welsll &dhite, 1981). Similarly,
another source of uncertainty for many small fiisgheir limited product and
customer base. A considerable number of studies slaown that small firms
tend to be dependent on a handful of key custonags, more often, on one
single customer for all, if not most, of their buesss (Burns, 1996; Westhead
and Storey, 1996; Storey, 1994; Wynarczyk et é831#¥olliday, 1995; Kinnie
et al, 1999). This situation potentially placeg $mall organisation at the
mercy of its customers, subjecting the businessario ongoing state of
vulnerability (Hill and Stewart, 2000; Burns, 1996Moreover, the effect on
the firm of losing the customer will also be digpodionately large as a result
(Burns, 1996).

The notion of uncertainty has also been extensigelysidered by Westhead
and Storey (1996), who proceed to identify andedéhtiate between what they
term internal and external uncertainty; the latiezd as a particular feature of
smaller enterprises. Westhead and Storey's (19@@)cept of external

uncertainty mirrors the two dimensions above asirmada by Wynarczyk et al

(1993). In addition, Westhead and Storey (1996)ark that in the face of this
external uncertainty, many small firms invariab&gpond by adopting a short-
term horizon, thereby favouring projects offeringuack return on investment
(see also Storey, 1994; Loan-Clarke et al, 1999nbreit (1986) and Mullins

(1998) also note that the hotel industry in patéictnas a reputation for short-

term cost consciousness.
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3.3.2 Management Process & Style

A number of authors (Jennings and Beaver, 1997;,R&0b, McCarthy and
Leavy, 2000) remark that the process of managenmeiihe small firm is
unique, bearing little or no resemblance to thaheflarge business. In larger
organisations, management and strategy formulatan be seen as a
predictive process concerned with the generatiolorog-term objectives, the
formulation of policies designed to meet such dibjes and the feedback of
information to ascertain whether or not these perdened goals have been
successfully achieved (Beaver et al, 1998). Tlassical perspective thus
views strategy making as a formal and rational slenimaking process
(O'Brien, 1998) aimed at securing a long-term adage (Whittington, 1993).
However, because strategic management as a dmipks developed and
evolved from the perspective of large businesses,must therefore question
the applicability and usefulness of tlukssicalor design schoobdpproach to
the smaller organisation (Lee, 1995; Hannon ancedm, 1998; O’Gorman,
2000, Marlow, 2000). Indeed, such procedural fditynas rarely found in
small businesses, with authors such as MacMahonManghy (1999), Lee
(1995) and Hannon and Atherton (1998) maintainimaf the approach is of
little relevance to them. In addition, a recentdst by Keogh and Stewart
(2001) found that the pressure to yield to the waglay operational demands

precluded the development of formalised, long-tptams.

In contrast to the rational planning model of labgsinesses stands the mainly
adaptive and emergent management process in thié fema Managers in
small firms are more likely to be concerned witk thanipulation of a limited
and/or restricted resource base in order to ganmbximum immediate and
short-term competitive advantage (Jennings and &edl97; O’'Gorman,
2000). Management strives to adapt as quicklyassiple to changes in the
external environment and to devise suitable tactios lessening the
consequences of any changes that occur (HannoAtiedton, 1998; Beaver
et al, 1998; Bacon et al, 1996). There is much ieca evidence (e.g.
Marlow, 2000; Leavy and McCarthy, 2000) to suppOurran’s (1996, cited
Ram, 2000b: 76) view that strategy in the smathfir
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...is much less of a conscious process based onlatktprescriptive models or
sophisticated techniques, and more of an instiactflexible approach to survival
consistent with the owner’s broad personal andrgssi goals.

Thus, thisemergenbr processual-basedpproach may be more appropriate for
understanding the strategic management task inentalsinesses (Lee, 1995;
Marlow, 2000; Ritchie, 1993).

3.3.3 The Influence of the Owner-Manager

A considerable number of studies have identifiesl itifluence of the owner-
manager as both a defining and distinctive chanatite of small businesses
(Matlay, 1999, Storey, 1994, Holliday, 1995; Hardan, 2000; Fournier and
Lightfoot, 1997). Quite often in small firms, owshkip and management are
typically concentrated in the hands of very few glep quite often a single
person (Glancey, 1998; Carson, 1985; WynarczyHl,e19%3). Thus, central
and absolute power in the firm rests with this omvidual. As a result, the
personality of the owner-manager (or indeed thetrsesior firm manager)
and his/her views and values ‘governs completetydhlture of the firm and
thus enhances or inhibits its operation’ (Hollida®95: 9). Glancey (1998)
and Culkin and Smith (2000) remark that this repnés a fundamental contrast
to the large organisation in which there is a s#jpam of ownership and
control, with layers of professional managers chdrwith the responsibility
for decision-making. Marlow (2000) also commeritattsmall firm owners
tend to see their businesses as a reflection aigblves and consequently they
are unlikely to empower staff and to delegate th@sion-making process (see
also Wyer and Mason, 1999; Hankinson, 2000; Holide©95; Culkin and
Smith, 2000; Anderson and Boocock, 2002).

The merging of ownership and management typicasméll firms tends to
produce distinctive patterns of managerial and misgdional behaviour
(Fournier and Lightfoot, 1997). By way of illustii@an, Goss and Jones (1992)
remark that the various managerial functions arékeiy to be clearly

differentiated from each other. In this way, dexis:
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...are likely to be intertwined and embedded in denis concerning the holistic
running of the enterprise in the context of doinggihess and the overall priorities of
the business (Grant et al, 2001: 66)

O’Connor (2000:7) notes that small enterprise owrgat very little time to
look at the horizon at where their business is gioomimarily because they are
‘personally devoted to the many operational taskd activities of their
business’.  This hands on, operational perspectiygfies small firm
management in the hotel industry (Guerrier and ladd, 1989a, b; Hoque,
2000) and is a defining characteristic of small ibesses in general
(O’Gorman, 2000). Thus, the task of internal momig is comparatively
straightforward, typically because of the closerddtie owner/manager to the
operating personnel and activities being undertaiEmnings and Beaver,
1997; Beaver et al, 1998; Hill and Stewart, 200@stiead and Storey, 1996;
Storey, 1994; Hankinson, 2000). The small firm ewis therefore ideally
placed to communicate information and decisioneatly to all personnel, to
receive immediate feedback and to closely monitoggess in real time (Hill
and Stewart, 2000). As Goss (1989: 100) notes:

There is a world of difference between a firm wh#ére owner-manager works at a

trade alongside a handful of employees and one evherfshe holds an executive
position at the head of a developed manageriahaiaby.

Finally, Beaver et al (1998) and Patton et al (3G01Que that the management
process in the small firm cannot be separated ftioenpersonality set and
experience of the owner manager. Similarly, Cullend Smith (2000)
recognise that because the small firm is oftenqmeigty driven, understanding
the context, attitudes and behaviour of the smadiress owner is equally as
important as understanding their business. Oveltalé issue is best
summarised by Ram et al (1997: 2) who observe that:
Any attempt to treat the small business as ifisédated from the owner’s wider social

context is unlikely to result in more than a suéf level of understanding of the
firm.
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34 Human Resource Development in Small Firms

Existing evidence appears to suggest that traimtegventions in small firms
are considerably less sophisticated than thosarget organisations (Sadler-
Smith et al, 1999). Rigg and Trehan (2002: 39@amk that ‘the prevailing
wisdom on HRD in small firms is that not much isndg while Vickerstaff and
Parker (1995: 60) report:

Case-study-based work has revealed a high degneeptdnned, reactive and informal

training activity in small firms, where there isptgally unlikely to be a dedicated
personnel manager or training officer.

There is much support to be found for such cormestithroughout the
literature, for example, Vickerstaff (1992a, 19928Bphnson and Gubbins
(1992), Lane (1994), Westhead and Storey (1994),ddd Stewart (2000),
Matlay (2002a, 2000b). Hence, it is often assuried small firm HRD is

inferior and unorganised, if not non-existent (Rigigd Trehan, 2002; Hill,
2002).

Joyce et al (1995) note that the belief that sriiatis are poor or reluctant
trainers has much face validity. From existingeegsh it would appear that
there are a number of critical issues which adbasiers to small businesses
engaging in HRD. Organisational constraints susladack of time and the
financial cost of training figure prominently. Aealth of commentators
(Vickerstaff and Parker, 1995; Wong et al, 1997¢cRérstaff, 1992a, 1992b;
Abbott, 1994; Marshall et al, 1995) point to thetfthat it is more difficult for
those in small businesses to find the time to tréitarlow (1998) explains that
on account of the small size of both the managerte=mh and labour force,
each individual contribution is therefore criti@ald thus it may not be feasible
to initiate training which takes individuatdf the job Westhead and Storey
(1996) state that as small firms are more finahci@nstrained, theeal price
of training tends to be higher than that for larfyjens: the opportunity cost of
absent staff is greater when fewer staff are abvigland the actual fixed costs
are spread over fewer employees (see also Westmeh&torey, 1997; Loan-
Clarke et al, 1999). Such organisational constsaom small firm training

provision are compounded by the fact that manamethese businesses are
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said to be sceptical of the benefits of traininggarding it as an operating
expense, rather than an investment (Marshall e1995; Hankinson, 1994).
Stanworth et al (1992) contend that despite a genwoncern for staff
development expressed by small firm owner-manageush of the espoused
importance attributed to HRD represents little mdhan a motherhood
statement. On the contrary, as Ritchie (1993:2f)jonts, ‘a picture of
unpredictable management practices and indifferémeards human resource

development commonly prevails’.

Abbott (1994) remarks that even if a small firm @vmanager is enthusiastic
about training, a further problem is that of chogsan appropriate course.
Westhead and Storey (1996) and Wong et al (1993¢esi that small firms
may be less well informed about the availability tcdining initiatives than
their larger counterparts. This is because thelesss financial incentive on the
part of training providers to contact small firn&drey and Westhead, 1997):

Tailoring training packages to the specific needsingividual small firms adds

substantially to unit costs. In addition, it is mdlifficult to provide a course where

;[/r:)e. trainees come from a variety of different srfiaths (Westhead and Storey, 1997:
Moreover, as Vickerstaff (1992b: 23) notes, ‘it carove very difficult to
match the training needs of small firms with therses on offer’. Therefore, a
frequent criticism is that external training is tgeneral and not specific
enough to meet the needs of small firm owner-masa@fgbbott, 1994). A
recent study of the training needs of small tourssrd hospitality businesses in
Australia conducted by Beeton and Graetz (2001p disund that the
inconvenient location of external training courseas a significant barrier

inhibiting training provision.

Another compelling factor dissuading many smalm8r from engaging in
training is the belief that it is more feasibleréaruit suitably trained staff from
the labour market (Marlow, 1998: Abbott, 1994). orf8y (1994) comments
upon the strategy of many small firms of poachirajned labour and then
moulding it to their requirements, while Atkinsomda Meager (1994: 85)

remark:
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Buying in ready-trained labour (and then acclimatjsit as necessary) is often the
only option available to them. As a result, tragiwas not often looked on by these
businesses as the principal vehicle for securinlissits role was constrained to a
supportive and facilitating one.

A corollary of this is that there is a widespreadrfamong small enterprises
that investing in the training and development lod workforce is a highly
risky endeavour (Hankinson, 1994). Consequenglyid and Stewart (2000:
109) observe, there tends to be an ‘emphasis ofugiécation not to train

rather than supporting a rationale for training’.

A central message emanating from the majority atliss is that the HRD
practices of small businesses are highly idiosyici@rand and Bax, 2002;
Bacon et al, 1998; Dundon et al, 1999). By wayilostration, Julien (1998:
332) concludes that these practices are ‘extrerdelgrse, and thus resist
generalisation’, while Hill (2001: 43) comments tthemall firm HRD is
‘individualistic’ and ‘shaped through a combinatiaf naturally occurring
‘interventions”. One of the most important finds that emerged from a 1994
study by Lane (1994: viii) was that ‘it is simplpmpracticable to treat the
small business sector as if it is homogenous'. til@amg he adds that ‘a key
theme’ of the work ‘was the diversity of practicedaa sense of ‘uniqueness”
(ibid: viii).

3.5 The Influence of Distinct Small Firm Characteristics on HRD in

Small Organisations

The key features of small firms, as discussed uti@e 3.4, have considerable
implications for the management of HRD and learnimguch organisations
(Anderson and Boocock, 2002). Important insiglas be gained from Kerr
and McDougall's (1999) study of the nature of HRDtiaty in small
businesses. They maintain that there are partiéeddures of small firms that
must be considered in any discussion about HRDhim gector: namely, the
influence of the owner-manager, the ad-hoc andtiveaoature of HRD and
the prevalence of a short-term perspective. Is sbiction the author builds on
the work of Kerr and McDougall (1999) and, impottgnalso incorporates a

hospitality perspective.
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3.5.1 The Influence of Key Decision Makers

The influence of key decision makers, usually thaer-manager or the most
senior managerial person within the organisatisrparhaps the most critical
issue impacting upon small firm HRD (Anderson amb&ck, 2002; Dale and
Bell, 1999). This pervasive influence is manifdsia a number of ways.

Primarily, authors such as Patton et al (2000),90faket al (1998) and Matlay
(1996) maintain that the characteristics of the emwmanager and their
perception of the importance of HRD are centrah®initial decision to train.

As Walton (1999: 338) remarks:

How the entrepreneur perceives HRD issues is aaeguiatform in the establishment
or otherwise of a supportive learning climate.

Smith and Whittaker (1998: 180) contend that ‘aitpees approach to training
in all forms is likely to be led by training champs in senior positions’.
These champions are likely to be those individval® have experienced
training first hand and felt the benefits. Desyitss, Smith et al (1999) argue
that smaller organisations are less likely to hsweh a champion naturally in
place and are also unlikely to have the capacitgnploy a dedicated human
resource or training professional to inculcateaariang culture:
At best, they will have a junior member of staffavidoes training’ among many other

things and will deal with statutory training reqriments such as health and safety
legislation (ibid: 559).

Indeed, much research indicates that in the vagbrityaof small firms, the
proprietor frequently takes sole responsibility KRM and HRD (MacMahon
and Murphy, 1999; Johnson and Gubbins, 1992; Herasiadl Kuratko, 1990;
Matlay, 1998, Matlay, 2002a). A corollary of thgsthat few small firms are
said to employ either a dedicated HR manager oainiig specialist (Smith
and Whittaker, 1998; Vickerstaff and Parker, 19®8@tlay, 2002b; Walton,
1999). However, recent evidence suggests that sona#l organisations are
endeavouring to encourage organisation wide owigershthe HRD function.
By way of illustration, in a study of strategic HRAdtivity in small businesses,
Marlow (2000) established that the responsibildy ihanaging the day-to-day
task of employee relations, including HRD, was saamongst the entire

management team. Despite these positive findingaever, another notable
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facet of HRD in small firms is that those respoflesifbor HRD are rarely
specifically trained for that role (Vickerstaff, 92b). This situation also
appears to be the case in the hotel industry, Gildsmith et al (1997) and
Worsfold and Jameson (1991) observing that hodpitahanagers with
responsibility for HRD often have no specialisedirting for that purpose.
Harvey-Jones (1994: 117) suggests that this magy rieflection of the relative
unimportance attached to training by industry mansig

Our attitude to training is all too often exemgdiin the selection of those we employ
as training managers.

Tushman and Nadler (1997) state that manageriahvi@r is a powerful

means of signalling what values, attitudes and iehes are both appropriate
and important to an organisation. Thus, whethenatrthey are conscious of
the signals they are sending, the behaviour of gemsais always being
observed and defines for others what is valued ienmgbrtant (Tracey and
Cardenas, 1996). Consequently, within the hotdusiry, as in any other
industry, it is vital for managers to behave in anmer that is supportive of the
training and development of staff. However, authsuch as Guerrier and
Lockwood (1989a,b) and Tracey and Hinkin (1994)orephat the prevailing

management style in the hotel industry is essépntaltocratic, involving a

tough and sometimes exploitative approach to magageople. Mullins

(1998) contends that managerial behaviour may beraterlying cause of

staffing problems, while Teare and Boer (1991) mdntlaat the retention of an
autocratic management style may exacerbate thdepnsbof recruitment and
staff turnover experienced by the industry. Analogyviews are found within
the small business literature. For example, aysbydVlacMahon and Murphy
(1999) found that labour market problems were seemexternally imposed;
there was no acknowledgement or acceptance thatitraent and retention

problems may be due in some part to managerialvibmita The authors

concluded that managerial behaviour may often berdbt cause for many of
the HR problems experienced by small enterprises.
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The notion of golicy gap the gap between an organisation’s stated HR ypolic
intentions and how these are implemented at aratipeal level, is a recurring
theme in the hospitality literature (Lucas, 1995):

...the hotel and catering industry has succeededllking about training and the need

for training whilst pursuing, at many levels, demhent and employment policies

designed to eliminate the need for motivated antbmplished employees (Wood,
1992: 161-162).

A comparable situation also appears to be the aasmng the small business
community. By way of illustration, Stanworth et @992) contend that a
genuine concern for staff development expressedrball firm owners and
managers represents little more than a motherhi@dehsent. A study by Lane
(1994) found evidence of discrepancies betweennipertance being placed
on HRM practices in small businesses and the extemthich they had been
implemented, while Loan-Clarke et al (1999) alsgoré instances of
inconsistency between policy and practice concernitraining and
development in small firms. Moreover, Marlow (2p0@ports a positive
appraisal of the value of HRD among small orgarosat that is frequently

accompanied by a reluctance to engage in sustaimegtment in the process.

Storey (1994) and Hill and Stewart (2000) stateé tid only does the attitude
and motivation of key decision makers exert a aersible influence on the
likelihood of small firm HRD, it also affects thature of the interventions that
take place. This view is echoed by Anderson andcBok (2002), who
maintain that the development of small firm manages controllers of labour
determines the environment for the training of ottr@ployees. Indeed, there
is much evidence to suggest that the nature of HiltRRhose employed in a
small business usually follows the same patterrthas experienced by its
managers (Smith and Whittaker, 1998; O’'Dwyer andrR\2000). By way of
illustration, Hendry et al (1995) and Lane (1994et that professionally
trained managers tend to value more formal anegesysic HRD and actively
encourage their employees to engage in furtherldewent. On the other
hand, those who have learnt through an apprentgeststem or the like,
regard this as the optimum approach. Evidence fitmenhospitality industry

also provides support for this contention. In #fiieoeference to the Irish hotel
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industry, CERT (1998a) state that the advent of ghafessionally trained

manager has contributed to the increase in formaahibg in the industry.

However, the majority of studies report that snhaipitality business owners
and managers in the main have a limited, or lackooial business education
(Hoque, 2000; Keating and McMahon, 2000; Boell®2)9 A recent study by
Beeton and Graetz (2001) found a preference ferniat, on-the-job training

among small hotel managers. This preference vwakuwed to the educational
background of the managers, many of whom had learthe job and were
sceptical of external training. Thus, as Gueraed Lockwood (1989a)
remark, the way in which hotel managers are tragred developed tends to
reinforce an informal, on-the-job and operationaispective. Consequently,
as noted by Leicester (1989) and Keep (1989),dhelevel of managerial

skills in small firms may in itself be a fundamdntause of the low levels of
training provided for other employees. This staisceeaffirmed by Marlow

(1998: 43):

For small firm owners who lack professional skilemselves, identifying the training
needs of others...is a difficult task.

3.5.2 The Ad-Hoc and Reactive Nature of HRD

Kerr and McDougall (1999) remark that HRD in snfalhs tends to occur in
an ad-hoc manner, often in the course of normaly dautines. Empirical
support for this contention has grown considerabitgughout the last decade.
By way of illustration, in their study of small amaedium-sized manufacturing
companies in the West Midlands in the UK, Rosd €1203: 145) comment:

We found, for example, some companies do not regasthe-job training as ‘proper’
training but instead regard it as part of everylifay

More recently, Kitching and Blackburn (2002) foumigat not only were
training and development activities an integralt pzr small firm everyday
working practices, they were also frequently indmishable from them.
Similarly, Hill (2001: 10) observes:

Thinking of HRD as an organic component embeddetinvan SMEs infrastructure

and normal routines may be a more useful concapaian rather than trying to
locate HRD within a formal (and visible) framewarktraditional HRD activities.
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Continuing, she adds that:

HRD in SMEs is, perhaps, just less transparenth vdevelopmental activities
obscured within the informality of a small organisas’ infrastructures, routines and
natural learning processes (ibid: 42).

A direct outcome of this particular feature is th#RD in small firms is not
actively planned and frequently occurs in respotmse specific skills gap
(Vickerstaff, 1992a). Hill and Stewart (2000) esdte this point and also
remark that the HRD activity of small organisatiossalmost exclusively
directed at the solution of immediate work-relafgdblems rather than the
long-term development of people. As Smith et D2 65-66) note:

The development of skills is often built around gemm-solving. Training may,

therefore, be reactive to pressing issues, sudhesdnstallation of new equipment,
rather than an ongoing commitment to development.

A similar picture emerges in relation to the hatelustry. For instance, Baum
et al (1997) remark that HRD is frequently addrdss® a reactive concern and
rarely in a proactive and planned manner. Buick &futhu (1997) also
comment that much of the industry views trainingaagngle event and not as
an ongoing process. Indeed, due to the high ridkilure common to small
firms, they have a tendency towards fire-fighting relation to their
management in general (Merkx, 1995), which alsemds to the management
of human resources (Bacon et al, 1998). A studtheftraining methods of
hospitality businesses conducted by Harris and @arfh995: 80) found that
‘all too often, training is done ‘by the seat oétpants’ fashion in the reactive

to a problem, a demand from superiors, or a trarie industry’.

3.5.3 Short-Term Perspective

Another characteristic of HRD in small firms is ttemdency for many of these
businesses to adopt a short-term perspective (Kedr McDougall, 1999;

Smith and Whittaker, 1998). Such a stance is gdélyaattributed to the greater
external uncertainty experienced by small firmsjolwhis characterised by a
lack of power and influence in the market, a liditeroduct range and a
reliance on a handful of key customers. This iy results in small firms

adopting a short-term horizon, thereby favouringjguts offering rapid

returns. As Ritchie (1993: 120) observes:
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As so often with smaller firms, bottom-line sundivar just making do, does not leave
very much scope for anything that does not giveesqaoick material payback.

Walton (1999) suggests that a reliance on a sraatbener base makes training
quite specific and geared towards meeting thesegcpkar customers’ needs.
Similarly, Down (1999) reports that small firm owsdend to train in areas
which are specifically related to their businesedseat the time. In addition,
Storey (1994) notes that on account of the higk ofsfailure, the small firm
employer is somewhat reluctant to make a long-ierastment in HRD. This
view is echoed by Marshall et al (1995), who hightithat the impact of HRD
is difficult to identify, with the benefits accrignonly in the long-term. Thus,
as concluded by Hill (2002: 143):
To be perceived as a credible and worthwhile emuigayHRD in an SME is best

located conceptually and practically in what isrently critical to the organisation.
Above all, it must achieve an immediate and highsyble payback to the business.

Within the hotel industry the focus also tends ¢odm short-term profitability
at the expense of long-term staff development (Msill1998; Teare and Boer,
1991; Peacock, 1995; Maher and Stafford, 2000). oxerriding concern for
and pre-occupation with financial indicators offpemance is widely regarded
to be characteristic of small firms in general. Hendry et al (1995: 154) note,
‘making money and “making ends meet” is often rdgdras the first priority

among small business owners.

3.5.4 Multiskilling

A distinctive feature of smaller enterprises istthi@ey require functionally
flexible staff amongst most occupations (Blackbammd Hankinson, 1989;
Abbott, 1994). This view has been substantiallppguted by a number of
authors. By way of illustration, May (1997) remothat employees typically
perform multiple roles with unclear boundaries relgeg their respective job
role responsibilities, while Storey (1994) commetitat small firms require
greater flexibility from their workforce as opposeu deeper specific skills.
Moreover, Atkinson and Meager (1994) state thatabse a wide variety of
tasks are often spread between relatively few iddals, the ability to

multitask is regarded as a highly prized charastieri Holliday (1995)
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contends that individuals undertaking managerigkdan small firms need to
be less specialised and more general and flexide their counterparts in
larger firms. The need for the owner-manager torhatiskilled has been

highlighted by Gaedeke and Tootelian (1980) andemecently, by Matlay

(2000). They maintain that the owner-manager sxinall firm needs to be his
own expert in many areas, because, unlike in & leognpany, he is usually not
in a position to employ experts. Culkin and Sn{000) take this one step
further by arguing that there is frequently no pléor specialists in the small
firm. Lee Ross and Ingold (1994) also notes tlaelhowner managers are
frequently multi-skilled and encourage and prowiggortunities for their staff

to be similarly qualified. Multiskilling is widelyjused within the Irish hotel

industry, with a high percentage of establishmeatd to be actively practising
the technique (Maher and Stafford, 2000).

It is possible to identify a further two key feaarof small firms that have
particular relevance for HRD within the hotel intlys namely, the influence

of the family-firm and the prevalence of atypicah@oyment. An in-depth

examination of these features lies outside the esaufpthe current project.
However, the issue of HRD in the family-firm hasbaliscussed extensively
by authors such as Morrow et al (2001) Reid andmgié2001), Loan-Clarke
et al (1999) and Matlay (2002a), while the influeraf atypical employment
has been considered by Atkinson (1984), Guerriet laockwood (1989b),

Hoque (2000), Price (1994), Hendry et al (1995) Rndet al (1999).

3.6 HRD in Small Firms: Exploring the Importance of Informality &

Tacit Knowledge

An important addition to any discussion on the ratof HRD within small
firms is an examination of how the concept itsedfs been operationalised
within the extant literature. There is a growingnsensus amongst the
academic community that much research to date éas barrow in focus and
has failed to capture the true nature of HRD in |kriwans (Kitching and
Blackburn, 2002; Curran et al, 1997). As Rigg @nehan (2002: 390) remark:

Whilst theorizing of HRD has recently taken greatides, published empirical
research into HRD in general, and specifically abBMEs, remains dominated by
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narrow definitions of HRD, limited theorizing andethods that have been confined to
measurement of the easily measurable.

In the vast majority of studies to date the ovémgdemphasis has rested solely
with formal HRD processes and activities, with therking definitions of
HRD adopted specifically excluding informal guidan@and learning by
experience (Johnson and Gubbins, 1992). Withirlitbeture, as Garavan et
al (1999a: 170) note, ‘the dominant perspectivenis of formalised, systems-
driven HRD provision rather than organic informd@RBl. Yet much research
has shown that small firms tend to rely heavilyioiormal types of training
and learning (Kitching and Blackburn, 2002; Hamis@000; Hendry et al,
1995; Abbott, 1994). Johnson and Gubbins (1992n2% that ‘by their very
nature, many SMEs operate in an informal, flexdohel unstructured way, and
it might be expected that training within SMEs wiit into this pattern’.
Informal HRD is notoriously difficult to quantifyral, as a consequence, is not
amenable to being picked up by statistics. Assaltemuch small firm HRD
often goes unnoticed with the ensuing outcome bamginder-estimation of
HRD activity (Smith et al, 1999; Smith et al, 2002)hus, a focus on formal,
measurable outcomes cannot hope to capture angorate the complexity of
small firm management and development processeg) (&id Trehan, 2002).
The implications of this narrow focus are highliggthtby Curran et al (1997:
91), who argue that ‘the concern with formal tragi..has led to the blanket
conclusion that small firms don't train’. Contimgj, they add that when wider,
more embracing definitions of HRD are adopted, #issessment of HRD
activity in small firms presents a very differenictpre, in that levels of
employee training are reported as much higher tingplied in the more
frequently quoted research. To this end, reseschiech as Abbott, (1994),
Lane (1994), Curran et al (1997), Johnson and Gub{i992) and Kitching
and Blackburn (2002) have adopted broader defmstio an effort to capture
all aspects of HRD. The underestimation of HRDvégtin small firms is
further compounded by the fact that many of the@aadents themselves in
these studies tend not to consider informal, inskotraining to beproper
training (Rowden, 1995; Dale and Bell, 1999; Vickaff, 1992b, Ross, 1993;
Kitching and Blackburn, 2002). Therefore, as Johnnand Gubbins (1992)
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remark, there is considerable doubt as to whetteedéfinitions and measures
of training adopted by some researchers providea end accurate portrayal

of the HRD activities of small firms.

The preceding discussion would appear to suggestaormal approach to
HRD, characterised by such features as writtenspldetailed budgets, the
ongoing objective evaluation of progress and exsleroff-the-job delivery
methods, is by no means the most appropriate cadirgetion for small firms.
Indeed, a formal, structured and planned proceske#sly out of keeping with
the relatively informal, flexible approach that kethora of researchers have
found to be the preferred way of operating in srhalinesses (Matlay, 1999b;
Jameson, 2000; Walton, 1999; Abbott, 1994; Lan841%torey, 1994; Storey
and Westhead, 1997; Gibb, 1997; Hill, 2002). Aergcstudy by Ram (2000a)
concluded that the implementation of a structurpdr@ach to training and
development in the dynamic and sometimes frenzetting of a small firm
workplace can hinder responses to day-to-day nsattext are often seen as
more urgent. However, Hill (2001) offers an inttneg perspective in this
regard by suggesting that perhaps informality dedilfility are not really
chosen values of the SME. She proposes that dimaé may in fact be
obliged to operate in this manner as enforced respto an uncertain external

business environment.

Despite the prevalence of informality in small mesises, there appears to be
one particular aspect of small firm HRD in whicle thse of formal, external
means is prevalent; and that is in the case of gmsa A number of
researchers report that the upgrading of managskidls is best achieved
through external courses and study (Beeton andt£rae01; Marlow, 2000;
Abbott, 1994). Atkinson and Meager (1994) rem&dt tsmall firm managers
are key disseminators of knowledge, skills anditasl to other employees
through organic HRD, i.e. through informal, on-jbbe-methods. In a recent
study, Marlow (2000) also found that subsequenth receipt of formal
training, managers returned and shared their nestjuired knowledge with
the rest of the workforce. Similarly, Rigg andefian (2002) found that a

significant source of HRD in small firms is the eggment of one or two
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influential individuals in formal learning that getfed back into the
organisation via more informal means. Consequetity/processes of learning
and development extend well beyond the individuabwompleted a course,
affecting other staff both individually and colle&ly in their working
practices. In this way, small firm managers maytesidered as the catalysts

for learning in their respective organisations.

Dalley and Hamilton (2000: 51) introduce the idé#he ‘context’ of the small
business, which they define as:
‘...an intrinsic characteristic that incorporatesstpaxperiences and constitutes the
mental model against which interpretation and otife take place. The context thus

defines the system through which all informatiorpiscessed, interpreted and given
meaning, i.e. becomes knowledge’.

The context of the business is therefore criticalvhat will and will not be
learnt. Continuing, Dalley and Hamilton (2000)tstéhat if there is conflict
between new information and the existing contelxis information will be
discarded and fail to become knowledge. Henagoitld not be unreasonable
to suggest that this may be the fundamental rebsbimd the relative absence
of formal HRD interventions in small businessesll® and Hamilton (2000)
also contend that for knowledge transfer to octwerd needs to be a high
degree of compatibility between the information pder and the small
business recipient. New knowledge will then beorporated into the context
and will subsequently be modified. It is at thmm that learning is said to
have occurred. Therefore, returning to the notbrsmall firm managers as
catalysts for learning: they are in the optimumifp@s to make their externally
acquired knowledge more relevant and specific &rthespective firms and
hence more informal HRD interventions may be cogrgd to be congruent
with the small business context and are thus moeatent. In line with this
mode of thinking, authors such as Matlay (2002gleDand Bell (1999) and
Anderson and Boocock (2002) report that althoughm& HRD is used
infrequently within small firms, where it is implemted, it is used typically in
conjunction with other informal means to meet operal priorities. In other
words, informal HRD complements, supports and pgpsued by formal HRD
(See Figure 3.1).
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3.6.1 Small Firms: The Prevalence of Tacit Knowlexlg Skills
Hendry et al (1995:158) observe that ‘learning frothers on the job is the
hallmark of the small firm’. Thus, formal systenappear limited and
employees tend to learn from their relationshipthwb-workers, team-mates
and superiors. Westhead and Storey (1997) rentetk HRD provision in
small firms is characterised by an informal impagtior conveying of work
skills or knowledge from one colleague to anoth€his tends to take place in
the normal course of daily events without a highgrde of design or structure
(Marsick and Watkins, 1990). As a result, the kegcepts ofacit knowledge
and tacit skills terms first coined by Polanyi (1966), are saidbéovital to
understanding and analysing HRD in small firms I(Biild Stewart, 2000; Hill,
2002; Abbott, 1994; Anderson and Boocock, 2002acifTknowledge entails
information that may be difficult to verbally exgse write down and hence
formalise (Nonaka, 1991). It is unconsciously aesiifrom the experiences
one has while immersed in a particular environmé&nbit, 2001). Walton
(1999) states that tacit skills pertain to the pcat knowledge and insights
developed through daily experience. Harrison (2@2B) remarks that these
skills are largely instinctive and typified by tmeanner in which someone
develops their own uniquenackof tackling a job successfully:

The worker may not be able to explain quite whatytlkey is to this consistent

success, but as others watch, copy and listermiahiher as he or she works, they too
can begin to achieve similar outcomes.

Thus, by their very nature, tacit skills can only Beveloped and diffused
through informal, on-the-job interventions thatahxe direct interaction, face-
to-face contact and hands-on experience (Andersah Boocock, 2002;
Haldin-Herrgard, 2000; Augier and Vendolg, 1999; itm2001). By
implication, this also suggests that traditionahfal means of training may be
inherently unsuitable.

The importance of tacit knowledge for small sengeetor firms is emphasised
by Abbott (1994). He maintains that the particighills needed for dealing
with difficult customers, for example, can only HBearnt through the

development of tacit knowledge:
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...tacit skills encompass the ability to deal witheypected or unusual situations for
which there is no prior frame of reference (ibid).7

Figure 3.1. Formal and Informal Learning

FORMAL INFORMAL
Teaching & Training Demonstration
Education h g Practice
Instructing Shadowing & Coaching
BELIEFS, VALUES
BEHAVIOURS AND SKILLS
OF KEY STAKEHOLDERS
Questioning Asking & Listening
Reflection Action
Discussion Feedback
Mentoring Appraisal
Generation of Idea
C.ontintinis Imnroveme

Source: Dale and Bell (1999: 31)

3.6.2 On-The-Job Training in the Small Firm

Curran et al (1997) argue that the importance fafrmal in-house training for
small firms is difficult to over-state, primarilyebause for many, it is their only
form of training. Johnson and Gubbins (1992) stastlearning by doings
seen as an appropriate means of introducing nemiteto the job, while van
der Klink and Streumer (2002) highlight the inceatiof a favourable
relationship between training costs and benef@sirran et al (1997: 97) also

highlight a number of other advantages:
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1. Informal training can be more easily integrateaittte firm’'s everyday
activities, involving the minimum loss of output drsruption of work
teams.

2. It can be undertaken in modules over short timaodsrand can be
synchronised closely with the firm’s production leyc

3. It can be more easily focused closely on the wdskgpecific individual

and work role needs.

Despite the aforementioned benefits, it must algo agcknowledged that
informal in-house training does have its disadvgesaand may not always be
the best course of action to take. Fundamentétigre is the danger that
without supervision, improper work habits may besgeml on from existing
employees to new recruits (Maher and Stafford, 20(@ale and Bell (1999)
also remark that it may be too narrowly based abéimployee only learns part
of a task or superficial skills which may not bansferable. In addition, the
choice of trainer is a key determinant in the sascef the training effort.
Trainers must be competent and interested in therk (Maher & Stafford,
2000; Forrest, 1990). As observed in Section 3t6d often within the hotel
industry, those responsible for training are natcHcally trained for their

roles as trainers.

Much of the literature is characterised by what éil§1994: 71) refers to as
‘pejorative overtones’ in relation to informal, d¢ime-job training activity in
small firms. This infers that this type of traigirs inferior to the more formal,
structured, off-the-job approach adopted by larfiens. Walton (1999)
comments that the terminology used in much of tRRDHiterature reinforces
negative perceptions of informal approaches (se@xXample Jones & Goss,
1991). However, Westhead and Storey (1997) atgatethere is no conclusive
evidence to suggests that the quality of trainingvigled by large firms is
inherently better or worse than that provided byken firms. Harrison (2000:
234) remarks that the ‘failure to document eitheeds or plans can give the
impression either that no training is being don¢hat any that is taking place
must be unplanned and therefore invalid....such cmmhs can be easily

mistaken’. Importantly, Kitching and Blackburn (0 41) also stress that the
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indicators of a formal training strategy, such adraning budget or the
presence of a dedicated training manager, doesauaissarily correspond with
a strategic approach:
...the mere fact of a named person having respoitgilidr training does not mean
that employers attach a high value to traininghat they engage in particular training

practices...Moreover, having a training plan or budgeed not mean that it either
guides practice or offers an accurate indicatioexpfenditure.

Thus, as O’'Gorman (2000) maintains, a lack of fdtjnahould not imply an
absence of strategic thinking. This sentimentcisoed by Hill and Stewart
(2000: 110), who argue that it is ‘an oversimpéfion to suggest that for HRD
to be strategic it must always be subject to a &rframework and set of
practices’.  Hill (2001: 27) also states that ‘imfality need not be
synonymous with organisational laxness or ineflestess’ and that ‘simplicity
of HRD delivery need not equate to inadequacy’ [(FAD02: 143). On the
contrary, she maintains that ‘short, uncomplicatederventions that
compliment and work with an SME’s pace, fluidity dardirection seem
acceptable and effective’ (ibid: 2002: 143). Inrexent study, the use of
informal OJT in small firms was found by Marlow (XI) to be attributed to
the nature of the job itself and the skills reqdiesnd not a negative attitude to
training as an activity or investment. Similaryannell (1996) purports that
informal OJT is particularly typical of work thas unskilled or semi-skilled,
while Harrison (2000) asserts that much traininthimithe hospitality sector is
informal for this very reason. Moreover, both Abb@d994) and Johnson and
Gubbins (1992) stress that if such methods meetndexls of a particular
sector, i.e. hospitality, the criticism of theirfarmal nature is clearly not

justified.

3.7 Best Practice Human Resource Development

The main aims of this section of the chapter arefdld: to explain how the
term ‘best practice HRD’ was operationalised in $iedy, and to conduct a
synthesis of the extant literature in order to p an overall
model/framework of conventional best practice HRfattcan be used as a
basis from which to answer the study’s main resgegrestion. The proposed

model essentially takes the form of two principaadations: idealistic and
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prescriptive, as outlined by Stewart (1999). Ttwealistic form relates to the
notion that a model can be used to specify somd kinideal state to be
attained, in this case, best practice HRD. In ta@ldi many academic models
can and do prescribe what reality should be andhare prescriptive. They
specify what components should be in place and they should connect and

relate to each other.

3.7.1 The Concept of Best Practice
Despite the fact that perspectives on the meaningeoterm ‘best practice’
abound (see for example Dubé et al, 1999; Geriegeal, 2002; Jarrar and
Zairi; 2000), perhaps the most definitive view bé tconcept is that proffered
by Fitz-enz (1993; 1997a; 1997b). For Fitz-en29{#, best practice is not a
visible program, process or policy but rather sdmmgt more basic, found deep
inside the fabric of an organisation. To this éedstates that ‘we as business
people have been snorkelling in our search fopteals of best practice when
we should have been scuba diving’ (ibid: 98). Thiesmaintains that the term
is best described as:

An enduring commitment to a set of basic beliefaitd, and operating stratagems.

These are the constant context of the organisattiendriving forces that distinguish it
from all others (ibid: 98).

Importantly, Fitz-enz (1997a: 97) highlights thedespread belief held by
many that a publicised process or policy is an gtanof a best practice,
stressing that in actuality, it is merely the ‘big result of something much
more fundamental within the organisation, which itself the true best
practice’. In 1990, the Saratoga Institute, of abhFitz-enz is the founder
president, launched an ongoing study of effecti®VHpractices within US
companies. Early in the study, the researchersodesed a fundamental
paradox: they found that companies frequently agghted similar business
problems with diametrically opposing solutions, aydt were equally
successful (Fitz-enz, 1997b). This led them toftilewing conclusion:
If Company A drives a car and Company B rides @ ikt both leave from the same

point X and arrive at destination Y in the same ama®f time, the vehicle cannot be
the determining factor (Fitz-enz, 1997a: 99).
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Therefore, the critical lesson outlined by Fitz-etwput it simply, is: it's not

what you do but why you do it that makes sometlaithgst practice driver.

3.7.2 The Strategic HRD Model

The application of strategic concepts to HRD isgamtheme in much of the
recent HRD literature (Luoma, 1999; Garavan et1899a). Indeed, the
strategic HRD model (SHRD) is often positioned lzes @ltimate best practice
HRD framework; what Garavan et al (1995) refer $otlae utopian view of

how HRD should operate. The SHRD model presenjeGéravan (1991),

which is further developed and enhanced by McCracked Wallace (2000a,
2000b), provides an effective format through whiohanalyse best practice
HRD. This model emphasises nine key charactesistic

1. Integration with organisational missions and goals

Garavan (1991) remarks that the integration ohingi and development into
the wider planning process is critical for the agleiment of SHRD. He adds
that HRD must contribute to the achievement of mess goals and have an
awareness and understanding of the organisatiorssdion. Luoma (1999,
2000b) maintains that HRD plays a central role athbthe formulation and
implementation of strategy, with the vision for theganisation being pursued
through the execution of HRD. Building on the wofkBurgoyne (1988), Lee
(1996a) also contends that in strategically matuganisations, SHRD resides
in a proactive role and that training and learnarg the processes through
which strategy is formulated. Hence, this charsstie stresses the imperative
for there to be a direct link between business ggaaild HRD activities
(Armstrong, 2001), for HRD to fit with the strateghrust of the organisation
(Garavan, 1997) and for HRD professionals to beolied in the strategic
planning process (Swanson, 2000; Lee, 1996a).

2. Top management support

Numerous authors accentuate the importance of tmpagement support for
the development of the workforce as central to SHRDBIcCracken and
Wallace (2000a) contend that senior management takstan active, rather

than a simply passive, role in the process, whiltrison (2000) suggests that
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HRD should be led by those in senior positions. rttfarmore, Walton
(1999:99) asserts that ‘the presence of publisteg@raents at corporate level
about the importance of learning and developmedthaow they contribute to
the overall corporate vision and mission’ is a Kaeglicator of a strategic
approach to HRD. In addition, numerous researchect as Pettigrew et al
(1988), Kerr and McDougall (1999) and Smith and ttékier (1998) refer to
HRD champions, whose commitment to HRD is expressemligh a positive
culture for learning, development and training.efidfore, the active leadership
of the HRD function by these ‘key actors’ (Garaeaml, 1998) is vital.

3. Environmental scanning

Garavan (1991) insists that continuous knowledgehef external business
environment, in terms of the threats and opporemiit presents for the
business and for HRD in particular, is an integralt of SHRD. McCracken
and Wallace (2000a) suggest that the undertakingcSWOT or PESTE
analyses, specifically in HRD terms, is criticaltsy serve to further integrate

HRD into the corporate planning process.

4. HRD plans and policies

A formal and systematic approach to planning is elyidadvocated for
achieving SHRD (Walton, 1999; Rothwell and KansE839). Indeed, the
training cycle itself is frequently presented aga#ional, linear procedure
within prescriptive textbooks (Willis, 1994; Gunteget al, 2002). Garavan
(1991) states that for HRD to be strategic in fodusiust formulate plans and
policies that flow from, and are aligned with, oslérbusiness plans and
policies. In addition, as McCracken and WallaceOb) note, HRD policies
and plans must be supplemented by HRD strategies.

5. Line manager commitment and involvement

Much of the HRD literature exhorts that line managehould assume
responsibility for HRD, citing their involvement asitical to the practice of
SHRD (Horwitz, 1999; Heraty and Morley, 1995; Gamay 1991). Many
authors also advocate the creation of strategitn@eships between HRD

specialists and line managers, whereby both arelvad in the process

55



(McCracken and Wallace, 2000b). In addition, Hamni (2000) stresses the
importance of shared ownership of HRD, which Wogn(@®98) refers to as
strategic HRD aligning, whereby the interests oy KRD stakeholders are
integrated.

6. Existence of complimentary HRM activities

Luoma (2000a) stresses that the realisation oetargnd objectives for HRD
requires clarification of common guidelines for &R activities. In this
regard, HRD should be coupled or fit with all othdR practices in the
organisation, and competencies developed through kRiRst be sustained and
reinforced with the help of other domains of HRMThus, as Garavan
(1997:47) notes, ‘a strategic HRD model is char&xd...by consistency in
employment decisions’. The development of an dveifa strategy, therefore,
provides the overall guidelines for how these pecast can function together.
The HR strategy should co-ordinate and direct thierdnt HR efforts to
ensure that they are contributing to a common gaama, 2000b). Horwitz
(1999) states that there should be congruence ardaiity between all HR
activities, and that the HR strategy in turn shcagdaligned with the corporate
strategy. Pettigrew et al (1988) also maintairt treining and development
must be embedded in a wide-ranging and inclusiveragezh to managing

people.

7. Expanded trainer role

Garavan (1991) remarks that the adoption of aegmatapproach to HRD
requires a considerable departure from the cum@etof the HRD specialist
from a simple provider of training. Primarily, HRfDaff must take a proactive
stance and perceive themselves as being centilagr rilnan peripheral, to the
achievement of organisational goals. Nadler andlé&ta1989) contend that
the human resource developer must embrace threeokes, that of learning
specialist, manager of HRD and consultant (Seer€i§2). Thus, there is the
need for HRD staff to be a combination of trainipgpviders, innovators,
consultants and managers of the process, as wdthci#ators of change
(Garavan, 1991; McCracken and Wallace, 2000a; stamri2000). According
to Burgoyne (1999) part of the role of the changerd is to reconcile the
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conflicting interests of key organisational group&lping them to interact
more constructively. Horwitz (1999: 183) refersthcs as ‘business and work
process integration’, whereby people learn to wodllaboratively across
traditional functional disciplines and in multi-fciional teams.

Figure 3.2. Roles of the Human Resource Developer

Learning Specialist Manager of HRD Consultant
Facilitator of learning Supervisor of HRD programs Expert
Designer of learning programs Developer of HRD pengl Advocate
Developer of instructional Arranger of facilities and Stimulator
strategies finance

Maintainer of relations Change Agent

Source: Nadler and Nadler (1989: 6)

8. Recognition of culture

Garavan (1991) asserts that the HRD function mestdnsitive as to the given
culture of the organisation and must endeavounsum® a match between the
culture and the strategic options pursued. Culigaid to exert a powerful
influence on all aspects of the strategic managérpescess (Johnson and
Scholes, 1997; Johnson, 2000) and is widely heldetdhe major barrier to
creating and leveraging intellectual assets (Lomg) Bahey, 2000). Thus, as
McCracken and Wallace (2000a) observe, cultureiesved as a significant
variable in deciding how HRD interventions shoukldesigned, delivered and

evaluated.

Horwitz (1999) remarks that one of the key featwkethe SHRD model is the
creation of an organisational culture of continudesrning and transfer of
learning between functional units. The learningamisation model (Pedler et
al, 1991; Senge, 1990; Garvin, 1993), like SHRxIs® frequently postulated
as the desired or ideal state for training and ldgweent in organisations
(Garavan et al, 1995; Lahteenmaki et al, 2001; 9alt999). The creation of
a supportive context and an environment where iddal, team and

organisational learning can flourish is a key facbthe learning organisation
model (Armstrong, 2001; McCracken and Wallace, A)0Baravan et al,

1999a; Burgoyne, 1999).
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9. Emphasis on evaluation

Garavan (1991) insists that in order for HRD to éhavstrategic focus, it is
imperative for it to monitor and evaluate its aittes. He advocates a
structured and rigorous approach to evaluationgestgd by Johnson and
Scholes (1997), of applying three principal craeto HRD interventions:

criteria of suitability, feasibility and acceptatyl Horwitz (1999) maintains

that this task should be undertaken in a systenma#ioner, using objective
measures for evaluating the transfer of learniogfthe classroom to the job.
The work of Lee (1996b) also addresses the issuevafuation and he

proposes that two such methods are available toi@nisation: a pay-back
approach and a pay-forward approach. The pay-besk maintains that a

return on training investment is measurable inrfmal or analogous terms. It
offers tangible, quantifiable results within a ghiitme frame (Harrison, 2000;
Garavan et al, 1998). The pay-forward view, ondtieer hand, is founded on
the belief that the benefits of HRD cannot be esped directly in financial

terms and that these benefits will tend to accruéhe longer term. It also
stresses that the investment in training is notamnadproduce an end in itself
bur rather the benefits from HRD are demonstrateitie company’s improved

capacity to learn and change.

3.7.3 National Best Practice HRD: Investors in Pdep& Excellence
Through People

Investors in People(llP) is the UK’s national standard for linking an
organisation’s training and development activittes its business strategy
(Alberga et al, 1997; Ram, 2000a). IIP providedramework for the

introduction and dissemination of best practicéhie area of HRD (Bell et al,
2002). According to IIP UK, the standard providesational framework for
improving business performance and competitivendsugh a planned
approach to setting and communicating businesscivgs and developing
people to meet these objectives, with the resalt people are motivated to do
what is required of them by the organisation (IR, 2003a). The latest
available statistics reveal that by April 2003, aén 34,000 companies had
been recognised by IIP UK, and a further 21,440eveemmitted to achieving

the standard. This means that IIP reaches appab&iyn nine million
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employees, representing around 40 per cent ofotlaéworking population. A
significant number of hospitality establishment® also covered by the
standard, with sector penetration of almost 38 gt reported (IIP UK,
2003b).

The Investors in People Standard is based on fypkinciples: Commitment,
Planning, Action and Evaluation, comprising a sere twelve indicators
against which an organisation is assessed (Seenéipp2). Hill and Stewart
(1999) remark that the framework can be locatechiwithe conventional
training and development cycle of needs identiigtprogramme design and
development, programme delivery and programme atialu Continuing,
they add that by integrating the cycle of HRD witie business planning
process, the IIP standard ‘has the potential serthie functionality and profile
of HRD from the tactical to the strategic levebifl: 288). In this regard, IIP
itself may be construed as a strategic HRD modeleana potential mechanism
through which the realisation of a learning orgatis can be achieved (Bell
et al, 2002). More recently, the British governtleave invested £30 million
in an effort to enable more small organisationdéorecognised with the [P
standard (IIP UK, 2002). In addition, IIP UK haka introduced a new
version of the standard, specifically taking thesipon of the small business
into account. This new model is less prescriptplacing more emphasis on
the outcomes and impact of IIP, rather than onpleEesses in moving to
recognition. Hence, there is now a reduced weutgted on formality (Smith
et al, 2002).

In 1995, FAS introduced th&xcellence Through Peopl(ETP) standard,
which is lIreland’s national framework for best pgree human resource
development (Gunnigle et al, 2002). The standas @eveloped to encourage
organisations to develop the full potential of thenployees so as to maximise
their contribution to the specific needs of the amigation. An additional
objective of the programme is to give public reatign to those organisations
that are committed to achieving excellence throtiggir workforce (FAS,
2002). To date, ETP has been awarded to over &pihisations throughout
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the country (FAS, 2003). Applications from commanfor ETP are assessed

against the criteria in Figure 3.3:

Figure 3.3. The Excellence Through People Standard

Section On¢ Review of Organisation Plans and Objective® (Bbints)
Section Twa Preparation of Organisation Training Plan (280nts)
Section Three Review of Training (120 Points)

Section Four. Implementation of Training (240 Points)

Section Five Training and Development Records (40 Points)
Section Six Employee Communications and Involvement (20di8p

Source: FAS (2003)

In order to achieve ETP certification, organisasionust score 80 per cent in
each section and 80 per cent overall. Certificaisogiven for a period of one
year during which time organisations are entitleduse the ETP logo for

marketing or recruitment purposes (FAS, 2003).

3.7.4 The Quality Employer Programme

The Quality Employer Programm@EP) was devised by the IHF in the latter
half of 1997 following requests from its members docode of practice in the
area of HRM. The QEP is a programme designeddistdsotels to adopt and
maintain excellent standards in the employmenhefworkforce. It outlines a
code of practice with standards covering all agpettemployment including
recruitment and selection, conditions of employmentaining and
development, performance reviews and exit intersi¢iaher and Stafford,
2000). The programme was revised and updated @1 20 reflect recent
changes in the area of employment legislation (I2®)1b). To date, over 70
per cent of the IHF's total membership have apphedthe QEP and are
actively working towards accreditation. Of this pér cent, just over two
thirds have been approved and are registered asityQ&mployers (IHF,
2001b).
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3.7.5 The British Hospitality Association & Excelhee Through People

A programme somewhat similar to the IHF's QEP waxgetbped and launched
by the British Hospitality Association (BHA) in 189 The scheme, entitled
Excellence Through Peofle recognises those tourism and hospitality
businesses who have adopted employment practiegsetkto match the best
in industry (BHA, 2002). At the heart of Excellen@hrough People is the
employer’s implementation of a ten-point code ofo@d&mployment Practice
(See Appendix 3). In addition, establishments lmarmwarded a Certificate of
Best Employment Practice, which is given to thosgleyers who not only
meet the requirements of the aforementioned tentpoide, but who have also
demonstrated a clear commitment to: forging linkishwa local school or
college through education- business partnershipdeming access for
employment opportunities; providing opportunities ¢ain qualifications;
taking on a modern apprentice; and making a forroaimitment to achieve
the Investor in People (1IP) standard (BHA, 200The BHA also sponsors an
annual Excellence Through People awards ceremonyhich small, medium
and large hospitality establishments are recogneadl rewarded for their
outstanding and innovative approaches to the mamageand development of
their staff (Hospitality Matters, 2001).

3.8 Best Practice HRD & the Small Firm
It was acknowledged in Chapter One that despitevibw that best practice

can be applied in all organisations, regardlesssiae or sector, small
businesses in general appear to have resistadptementation. Furthermore,
in an examination of the role of benchmarking amel dissemination of best
practice within the hospitality sector, Ogden (1998nd Kozak and
Rimmington (1998) also highlight the limited applion among small
hospitality businesses. The chapter also offergthasible explanation as to
why this has been the case, i.e. that small firmay fme uncomfortable with
formality and structure inherent in many best pcactprogrammes and

initiatives. The above discussion about the natfrédRD in small firms,

2 Not to be confused with the FAS programme of thmes name
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particularly the importance of informality and takhowledge in Section 3.7,

would appear to lend support to this contention.

Goss et al (1994) remarks that any attempt to ingtbhe HRD practices of
small enterprises must deal realistically and s#ynsvith their specific needs
and, in this respect, will need to be broader arsfindt from approaches
developed with large firms in mind. Importantlys &esthead and Storey
(1996: 18) state:

...theories relating to SMEs must consider the mdabws, constraints and

uncertainties facing small firms and recognise thase differ from those facing larger
organisations.

In a similar vein, Ghobadian and Gallear (1996: &@jue that:

Differences exist in the structure, policy-makingdautilisation of resources to the
extent that the application of large business cptscto small businesses may border
on the ridiculous.

In their study of IIP in small organisations, Hilhd Stewart (1999) argue that
the very nature of HRD in SMEs places them at glojitnical odds with the
concept; however, the same may be said of bestiggaddRD in general. Ram
(2000a) maintains that the operationalisation @f phinciples of IIP through
plans, targets, external reviews and qualificatiand the privileging of formal
training may be considerably problematic in a srhalliness context. As Bell
et al (2001: 162) note:
...such an approach is problematic because it obsctiie softer aspects of

organisational learning in order to satisfy theuisgment to provide evidence, and this
encourages managers to prioritise these more yeadidsurable activities.

This conflict is also highlighted by Smith et ab(2) and Kerr and McDougall
(1999), while Vickerstaff (1992b) contends that Key features of small firm
HRD tend to mitigate against the application oftbewk approaches to the
activity. In addition, Atkinson and Meager (199r)fer to the work of
Pettigrew et al (1990), which illustrated how theqedures adopted by larger
businesses to plan and evaluate HRD cannot belyeaplplied to a small
business. The key question raised by these autthws relates to the

applicability of these normative models to the waof the small firm. Earlier
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arguments advanced in the chapter would suggestkadf suitability on two
principal fronts: first of all, small firms are nbttle big businesseand their
distinct features exert unique pressures on HRDrr{gtan, 2000); and
secondly, formality may be inherently inappropriatgven the crucial

importance of tacit knowledge and skills withinnaadl business.

3.9 A Synthesised Model of Best Practice HRD
The purpose of this final section is to bring toggtthe various strands of

literature as discussed above and thus to pressphthesised model of best
practice HRD. The model is built on a variety efamptions, which together
provide the basis for a more integrative and riclygproach to the study of
conventional best practice HRD in organisatione(Sgure 3.4).

Many of the features of the synthesised model h@wve, resource and
structural implications that are more relevant applicable to the large
organisation (Wyer et al, 2000). Indeed, as ackedged throughout the
chapter, very few small organisations are said igplay the key features
regarded by many as the optimum conditions forgeerdnce (Penn et al,
1998).
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Figure 3.4. A Synthesised Model of Best Practice HR

PRINCIPLE

REQUIRED HRD EVIDENCE

COMMITMENT

Commitment to and support for HRD is led by top mamagnt and
communicated to all employees

HRD champions at senior level

Written statements about the importance of HRD wideat

PLANNING &
ORGANISATION

Shared ownership of and responsibility for the HRBction through the
creation of strategic partnerships between sen&ragement, line
management, HRD staff and employees

Awareness of the implications of external influené@ HRD through
continuous environmental scanning

Formal and structured approach to HRD planning (@mjtand HRD
strategy

Integration of HRD with other domains of HRM by meahsn overall HR
strategy, which in turn, is closely integrated wititporate strategy

ACTION &
IMPLEMENTATION

Managers have suitable knowledge and expertisarty out training and
development

New employees and those new to a job receive cdrapsive and effective
induction training

Training and development is linked to relevant maéqualifications where
appropriate

Cultural fit

Creation of a learning culture

Roles of HRD staff: change agent, innovator, constjltaanager, facilitato
and team builder

EVALUATION

Structured and rigorous approach to evaluationgusbjective criteria

Senior management understands the broad costsaeéite of HRD

Impact of the contribution of HRD in meeting busiagoals is assessed

Improvements to HRD activities are identified anghiemented

Performance improvements are evident
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3.10 Summary & Conclusion

In this second part of the literature review theeggcher has presented an in-
depth and detailed discussion about the study’'skeyovariables — the HRD
practices of small firms and the concept of bestcfice HRD. From this
review it is clear there are a number of key fesguwsf small firms, other than
that of size itself, that distinguish them fromgarorganisations; in particular,
the concept of uncertainty, the emergent style ahagement and the influence
of key decision makers. These key features, i, texert a significant impact
upon the management of training and developmesimall organisations. To
this end, it is not unreasonable to state thatk@eacteristics of HRD in small
firms reflect the characteristics of small firmsemhselves (see also Hill and
Stewart, 2000).

Acknowledging both the prevalence and importancentdrmal, on-the-job
training is critical to understanding a small besisi overall approach to HRD
A particular consequence of informality has bésnneglect in academic
discussions. One of the key messages advancdtelauthor is that there is a
need for small business researchers to adopt wlefanitions of HRD than is
afforded by those focusing purely on its formalnedé@its. When a broader,
more embracing definition is used, it is clear th@gnificant HRD does take
place in small firms. Moreover, there is no eviderio suggest that this
informal training is inferior to that provided bwgrber organisations, despite
this implication in much of the extant literatur@hese informal interventions
are also not sufficiently acknowledged in normatmedels derived from the

study of large organisations.

Finally, and perhaps most importantly in the chgptee comprehensive
analysis of normative models of HRD practice uralah by the author has
provided an enhanced understanding of the reallbresftf practice HRD. This
analysis, in turn, has contributed to the develapmef a synthesised
conventional best practice HRD model, the suitgbdf which to test from the

perspective of small firms in the Irish hotel inttys
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CHAPTER 4:
RESEARCH DESIGN & METHODOLOGY

4.1 Introduction
This chapter provides a detailed account of theysturesearch design and
methodology. A research design is a detailed flahguides and focuses the
research (Hussey and Hussey, 1997) and essenteggdhgsents the overall
configuration of the work (Easterby-Smith et al919 Perhaps the most apt
definition is that offered by Yin (1994: 19), whestribes it as:
...an action planfor getting from here to theyavherehere may be defined as the
initial set of questions to be answered, #meteis some set of conclusions (answers)

about those questions. Between “here” and “theray be found a number of major
steps, including the collection and analysis ofvaht data.

The chapter also builds upon the study’'s reseaedigd by outlining and
explaining the methodological strategy adoptedtiier work. It describes the
operations of the fieldwork data collection and lgsia and evaluates the
perceived strengths and weakness of the researttiodaodogy.

42 The Research Problem, Research Questions & Research

Objectives: Examining the Relationship

Prior to a discussion on the issues pertainin@pe¢ostudy’s research design and
methodology, it is pertinent to examine the natfréhe relationship between
the research problem, the research questions aedwibrk’'s principal
objectives. Chapter One of the thesis explaineth ibe nature of, and
background to, the study’s research problem. T€hapter also observed that
the fundamental aim of the work was to conduct gpiagatory study on the
nature of HRD in small hotels in an effort to detare the feasibility of a
conventional best practice approach in this contex¥loreover, it was
anticipated that this would enable the researahéetelop guidelines to assist
small hotels, thereby helping them to understand tmbe successful at best
practice HRD by rendering it more accessible. Tésearcher acknowledges
that the heterogeneity of the small firm sector esak difficult to identify a
single, prescriptive approach that small firms migbllow. However, as

Marlow (2000) observes, it is possible to identfjtical areas of managerial
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activity which underpin success and through emgliristudy offer good

practice examples.

The purpose of research questions is to providaildeabout the general
direction that is being taken in a study (Hussey &tussey, 1997). Flick
(1998: 46) remarks that the interpretivist researdh confronted with the issue
of formulating research questions throughout thiéreemesearch process, not
only at the beginning but also: ‘in conceptualisithgg research design, in
entering the field, in selecting cases and in ctihg data’. Thus, in such
studies, the research questions frequently evolrengl the research process
itself and sometimes need to be refined and/or fiwoldas the study progresses
(Creswell, 1994; Hussey and Hussey, 1997). Neegkss, Miles and
Huberman (1994) maintain that it is important tarstwith some general
questions, even if the researcher is followingrgdly inductive mode, as is the

case with the current piece of work.

A pure inductivist approach is based on the prertiaeresearch should begin
‘as close as possible to the ideal of no theoryeurmbnsideration and no
hypotheses to test’ (Eisenhardt, 1989: 536). H@mean increasing number of
commentators have acknowledged that this puristroggh is usually
unattainable (O’Donnell and Cummins, 1999; Bryma@88a; Taylor and
Edgar, 1996; Hartley, 1994; Morse, 1994). Branfi®92: 8) states that:
...even if researchers lack a clear set of hypothatst® start of their researches their

ideas cannot help but be influenced by their pkimowledge of the literature and by
...previous research and common sense experience.

Perry (1998:788), however, contends that, in peacit is highly ‘unlikely that
any researcher could genuinely separate the twoepses of induction and
deduction’. Miles and Huberman (1994) acknowlediat induction and
deduction are linked research approaches, a viatvighalso shared by Patton
(1991:134):

As evaluation fieldwork begins, the evaluator maydpen to whatever emerges from

the data, a discovery or inductive approach. Thsrthe enquiry reveals patterns and

major dimensions of interest, the evaluator willgipeto focus on verifying and

elucidating what appears to be emerging, a morea®e approach to data collection
and analysis.
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Therefore, although an interpretive approach goestthea priori formulation
of hypotheses, ‘it by no means implies that resessc should abandon their
attempts to define and formulate their researchstipes’ (Flick, 1998:46).
Indeed, as Wolcott (1982: 157) notes:

...it is impossible to embark upon research withauhe idea of what one is looking
for and foolish not to make that question explicit.

Continuing, Flick (1998) stresses the importanceeaifeloping a clear idea of
the research questions, yet remaining open to neiv perhaps surprising
results. As a result, it was essential for theaesher to enter the field with an
open approach that would permit the generation @i rknowledge and

insights. Bryman (1992b) states that an open relsedesign enhances the
possibility of encountering unanticipated issuesictvhmay not have been
evident had the study’s domain been constraine@ yructured, and hence
potentially rigid, strategy.

The project’s three principal research questiong ledready been explained in
Chapter One (pages 7-8). Table 4.1, below, shoms these research
questions were operationalised and how they retatthe objectives of the
work. As noted earlier, these questions were agesl and evolved as part of

the ongoing process of data collection and analysis

4.3 Development of the Research Design

The development of an apposite research desigrthiorstudy involved a

number of key considerations. Primarily, the reseer had to consider the
particular phenomenon under investigation, the exihjinder scrutiny, which
in this case was small firms in the Irish hotelustty and the HRD practices in
which they engage. Thus, there was essentiallyalisiic aspect to the
phenomenon. Consequently, it was important forethe be a high degree of
compatibility or congruence between these aspehts,way in which the

researcher approached the study and the reseasign dself.
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Table 4.1 The Relationship between the Research Gdgtives & Research

Questions

Research Objectives

Operational Research Questions

To dete_rmlne the charac_tenstlcs of 1. What are the key characteristics of bpest
conventional best practice HRD, . : . )
. practice HRD as outlined in normatiye
using secondary sources as the fqcal . )
models in the extant literature?
context.
To explore and describe the HRD 2. \é\é?;tsoare the HRD practices of small
appr_oaches found in the small hotels 3. What are the principal influences on HRD
studied. L
practice in small hotels?
4. Is size a significant variable in explaining
RESEARCH QUESTION 2 company behaviour towards HRD?
5. Is there any evidence of conventional best
. ] practice HRD in the hotels studied?
To investigate whether models pf g \what are the small hotels’ perceptions|of
conventional best practice HRD are conventional best practice HRD?
applicable to small hotels. 7. s size a significant variable in explaining
company behaviour towards conventional
8. How do the HRD models and perspectives
found in the hotels studied compare |to
Inter-related conventional best practice HRD?
objectives
< 5 9. How might the nature of HRD in small
firms be affecting their participation in
To examine and establish how small conventional best practice HRD?
firm HRD may impact upon their 10. What might be preventing them from
participation in conventional best currently participating in conventional best
practice HRD. practice HRD?
11. What might be enabling them to participate
in conventional best practice HRD?
To develop an understanding of the 12. What sort of best practice HRD framework
concept of best practice HRD from would be practically relevant and effective
the perspective of a small hotel apd for a small hotel?
compare this to the characteristics|of 13. How can best practice HRD be made more
conventional best practice HRD. accessible for small hotels?
14. How does this compare to conventional

RESEARCH QUESTION 3

best practice HRD?

The considerable gap in knowledge regarding the HRR&ctices of small

organisations has been widely acknowledged throautgtice academic world
(Rowden, 1995, Johnson and Gubbins, 1992; Pettigteat, 1990, Kerr and
McDougall, 1999, Reid and Adams, 2001). By waylaétration, Heneman et
al (2000: 25/26) refer to the fact that ‘scholare Ementing the dearth of
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information’ in this regard. The particular sitigat of the hotel industry in this
respect has also been highlighted by recent waakné3on, 2000; Barrows,
2000; Conrade et al, 1994). As Guerrier and DEE998: 154) note:

...whilst there is academic interest in small hodipytdbusinesses, there is relatively

little work from an organisational behaviour or hramresource perspective in this
sector.

Therefore, when the two aspects of small firms &RID are taken into
account, we are presented with an area of managewssarch that remains,

as yet, comparatively unexplored.

The second issue meriting consideration concerniee philosophical
underpinnings of the research design. There has &éong-standing debate in
the social sciences regarding the philosophicaresice position that should
guide the research process and hence the produdiomanagement
knowledge. Indeed, commentators have identified paocipal traditions or
perspectives that appear to be diametrically oppos&hese philosophical
orientations have been labelled in many differeaysy including positivism
and constructivism (Guba and Lincoln, 1994, 199@psitivism and
interpretivism (Szmigin and Foxall, 2000); expertadism and naturalism
(Ali and Birley, 1999) or scientific and humanisiussey and Hussey, 1997).
The importance of making one’s philosophical positclear has also been
acknowledged by a number of authors (Easterby-Setitl, 2001; Partington,
2000; Chia, 2002). According to Guba and Lincal®98) these positions
have important consequences for the practical adrmfunquiry, as well as for
the interpretation of findings. Consequently, ustinding the philosophical
positioning of research is particularly useful ielging researchers clarify
alternative research designs and in identifying arehting an appropriate
design for their work (Amaratunga and Baldry, 200Thus, after thoughtful
consideration, it was decided to position the stwdthin an interpretive
paradigm. This perspective is widely advocatetdeasg the most suitable for
an emerging field of inquiry (Churchill and Lew986; Bygrave, 1989; Miles
and Huberman, 1994).
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The dominant paradigm to date in many fields otiing including HRD, has
been positivism (Marsick, 1990). Indeed, Leonardl aicAdam (2001)
acknowledge that the field of management reseaashbleen predominated by
positivistic approaches. Furthermore, the same iaysaid of studies
conducted both in small businesses (Curran andkBlano, 2001) and the
hospitality industry (Taylor and Edgar, 1996). Piés the predominance of
the positivist paradigm, many scholars now argw this approach fails to
capture rich data and provide deep insights reggrdnanagement practice
within organisations (Marsick, 1990). By way dtudtration, Perry and Coote
(1994: 3) remark that:
In many areas of the social sciences, existing cedy theory testing methods do not

adequately capture the complexity and dynamismhef d¢ontext of organisational
settings.

Healy and Perry (2000) declare that a positivisiew is inappropriate when
researching social science phenomena, which hdlgiinaolves humans and
their real-life experiences. This view is shargdWiller and Willer (1973)
who argue that the complexity of human behaviondees it very difficult to
establish causal relationships. Furthermore, & dfudy of small firms
invariably involves the study of human action arehdviour, Shaw (1999)
maintains that such research is essentially coedemwith the nature of reality
in the social world. In contrast to the naturalridpthe human subjects of the
social world ‘possess the ability to think for thegtves comprehend their own
behaviour and have an opinion about the socialdwairwhich they are a part’
(ibid: 60). A number of other commentators hav@atchoed this sentiment
(Gill and Johnson, 1997, Bryman, 1988b, Miles andbétman, 1994). Thus,
as Guba and Lincoln (1994:106) note:

Human behaviour, unlike that of physical objectanrmot be understood without
reference to the meanings and purposes attachledrbgn actors to their activities.

Hence, a review of recent small firm literaturegal¢ an emerging preference
for interpretive/constructivist approaches to smhlisiness studies that
frequently employ qualitative methods of collectiagd analysing empirical
data (see for example Stokes, 2000; Hill et al,919Grant et al, 2001;
Holliday, 1995).
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The third and final issue that warranted considematoncerned the data
collection strategy that would be adopted for therkwv The preceding
arguments in the chapter have clearly outlined hiogvresearch design was
primarily influenced by the object under study. eTdegree to which maturity
in the given field is evident thus has implicatiofte the philosophical
perspective from which the research is approachéterefore, the data
collection methods and how they are used are dutthly the nature of the
phenomenon under investigation and the given relBeguestions, as well as
by the philosophical underpinnings of the intermedtonstructivist paradigm.
Bearing this in mind, the researcher adopted aitiyimethodology enabling
the use of both quantitative and qualitative metho@he theoretical merits of
this approach shall now be discussed. Sectionari31.10 then describe how
the practical undertaking of the research was émibed by the preceding

theoretical debate.

4.4 The Methodological Strateqy

The methodological strategy was comprised of twiggpal elements: a postal
questionnaire and a series of interviews. The @olopf a mixed method
approach has emerged as a common research stvatbgythe field of small
business research (Curran and Blackburn, 2001).adufition, Holton and
Burnett (1997) remark that HRD researchers havisedi both quantitative and
qualitative methods, stating that ‘both methods \atiable and often quite
powerful when used together’ (ibid: 66). Moreov@ppermann (2000) notes
that tourism and hospitality researchers have alsbraced the concept of
triangulation. A number of prominent researchershsas Burgess (1984) and
Denzin (1989) suggest that the best way in whictotaduct a research project
on human subjects is to use a combination of qisi@ and quantitative
techniques. As Bryman (1988b: 126-127) argued:

...when quantitative and qualitative research anetlypipursued, much more complex

accounts of social reality can ensue...the ratlaetigan either/or tenor of the debate

about quantitative and qualitative research mayeappsomewhat bizarre to an

outsider, for whom the obvious way forward is likegb be a fusion of the two
approaches so that their respective strengths rbgghtaped.
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Denzin (1978) has identified four basic types ofartgulation: data
triangulation, which involves the use of a number of sourcedabé in a single
study; investigator triangulation involving a number of researchers or
evaluatorstheory triangulation involving the use of multiple perspectives in
order to interpret the same data set; and finatigthodological triangulation
which involves the use of multiple methods withisiagle study. Both theory
and methodological triangulation were applied irs tstudy. Themes arising
from the questionnaire, combined with questions issues that weren’t
particularly suitable to being asked on a questhnen were explored in a
series of interviews (Lane, 1994). Analysis of twevey also enabled more
general theoretical questions to be raised abeuattitudes and experiences of
small firms towards the practice of HRD for furthewestigation through
interviews (Gibb, 1994). In terms of theory triaigion, a broad range of
literature and theoretical perspectives were brotmtbear in the analysis and

interpretation of the findings.

The use of a questionnaire in combination with gasa&te interview
programme is by far the most common strategy usedospitality research
(Lucas, 1999). The overriding aim of this triareged approach was to gain
further clarification, understanding and explamatiof particular areas of
interest emanating from the questionnaire and twige answers to some of
the ‘why?’ and ‘how?’ questions about the issue aundnvestigation
(O'Donnell and Cummins, 1999; McCracken and Wallagé00b). The
follow-up interviews also aimed to provide suppfot the responses in the
questionnaire and to provide further corroboration the initial inferences
made (Hoque, 2000).

4.5 Evaluation of the Hybrid Methodology

As with any research project, the researcher aclatdges that coupled with
the benefits of the chosen methods, also come tespective limitations.
Thus, the espoused merits and constraints asstaiate the adoption of a
hybrid methodology shall now be considered.
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4.5.1 Use of Postal Questionnaires

The use of a postal questionnaire serves two irapbfurposes. Primarily, it

enables the researcher to gain an initial undedsigrof the HRD practices of

small hotels and the extent to which the implem@mntaof conventional best

practice models might be feasible — ‘prehensiondlX 1984). Secondly,

Curran and Blackburn (2001) maintain that one efrttost challenging aspects
of small business research is gaining access &etbhesinesses. Thus, by
introducing both the research and the researcheéheohotels in the target
population, the questionnaire also helps to sma@oith secure access to the
research sites, thereby facilitating the selectioh hotels for further

investigation through interviews (Bryman, 1992a).

The questionnaire has undoubted strengths in ilisyalo describe the features
of the HRD approaches adopted by a large numbsmafl hotels. It is also a
relatively economical technique, which if comprised mainly closed
questions that, is quick to complete and analysest@by-Smith et al, 2001;
Hussey and Hussey, 1997). However, given thatitlia received depend on
self-reporting, it is important for the researcherexercise some caution in
their interpretation (Bacon et al, 1998). In andhi the use of a cross-sectional
survey affords only a ‘snap-shot’ view of the reshasituation (Hussey and
Hussey, 1997). Heraty (1992) also remarks thau#®eof closed questioning
offers the respondent little or no opportunity totime and explain his/her
opinion on the subject matter of the questionnaifdus, data is frequently
limited to responses to the given questions aneasiy to the categories
provided. Continuing, Heraty (1992) adds that etbgjuestioning may also
introduce distortion, whereby the respondent, figdino answer option
accurately reflecting his/her opinion, chooses angwer at random, and then
moves on. Oppermann (2000: 143) observes the tténas in this regard
and maintains that ‘other, possibly more importaategories not included will
not be detected and, therefore, the results will biesed towards the

preconceived categories’.

In situations where there are only a small numligrogsible respondents to a

survey, as was the case with the current studly ciearly feasible to distribute
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the material to each potential respondent withowt eecourse to sampling
(Kotey and Meredith, 1997). Variation due to samgpldesign is therefore
removed, although some uncertainty inevitably resan account of non-
response (Vickerstaff and Parker, 1995). It ma&p dle necessary to restrict
the final sample in a number of ways. By way ddistration, introducing
delimitations such as firm size, industry and lewatare necessary to control
the impact of environmental variables and entegpresources on HRD. The
population may also be restricted to one industryavoid the impact of a
varying outer context of HRD (Sparrow and Pettigrei®88) that includes
such factors as external labour markets, techncdbgavestment, institutional
practices and changes in the regulatory contexg. (erivatisation,
deregulation). Luoma (1999) notes that these faatway vary considerably
across industries and lead to some in-built diffees in the way firms in
different industries manage HRD. In addition, adations by location ensure
that firms included in the study faced similar stgoovernment regulations,
policies and programs, infrastructural support, dgraphics such as
population size, and other economic conditions twhian impact upon the
practice of HRD (Kotey and Meredith, 1997).

4.5.2 Use of Interviews

As indicated earlier, the employment of a sepaiaterview programme
enables the researcher to overcome the limitatsssciated with the use of a
guestionnaire. Paget (1983) views the in-deptirirtw as a scientific means
of developing systematic knowledge about subjeaX@erience. She regards
it as a medium through which the interviewer aralititerviewee co-create this
knowledge, with the former being fully implicated ithe process of gaining
knowledge about the interviewee’s subjective exgre. This stance is
reaffirmed by Whipp (1998) who adds that the inawenables individuals to
reveal the personal framework of their beliefs #mel rationales guiding and
informing their actions. Therefore, as one of tms of the study was to
portray how small hotels view their world and topae their individual
perceptions to and experiences of HRD (Patton, PGB8 researcher deemed

the interview to be a valuable research instrument.
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The selection of hotels to be included in the wieaw programme was guided
by the logic of purposeful sampling (Patton, 200Burposeful, rather than
random sampling, was deemed to be a more effeatayeof selecting hotels
rich in data pertinent to the substantive resegmtblem and capable of
answering the study’'s research questions (Mors®4)19 The basis for
selection was also governed by theoretically infdmudgement. Hartley
(1994) explains that cases are selected to prdkiEléest possible situations to
research the phenomenon in question, whether theytypical or atypical
situations. To this end, purposeful sampling waged to developing a
comprehensive understanding of the HRD practicessmofll hotels and
subsequently to ascertain the feasibility of comtesal best practice HRD in
this context (Shaw, 1999).

Patton (2002) advocates the adoption of a semitsired approach to the
interview. To this end, the tactic involves adogti elements of a
conversational (informal) interview approach andraarview guide approach,
as described by Patton (2002). The strength ofctdmyersational interview
lies in its ability to offer maximum flexibility tgoursue a line of enquiry in
whatever direction appears to be appropriate,estarg and theoretically rich.
The interview guide then serves as a basic cheédklignsure that all of the
relevant topics and the same basic lines of ingamy covered with each
respondent. Within the context of the presentstil interview structure
itself was also somewhat predetermined by the stref the questionnaire
and the completed questionnaire was used asi@d@meémoireduring the
interview process (McCracken and Wallace, 2000, édiiell and Cummins,
1999). The advantage of the interview guide apgra@&sts on its ability to
make interviewing a number of different people magstematic and
comprehensive by delimiting in advance the mainasgo be explored. Thus,
this combined approach afforded the researchelbflégyx in probing and
determining when it was ‘appropriate to exploretaer subjects in greater
depth, or even pose questions about new areasqoirynthat were not
originally anticipated in the interview instrumentdevelopment’ (Patton:
2002: 347).
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Patton (2002) remarks that the immediate periothaé after an interview has
taken place is crucial for guaranteeing the qualftthe data gathered in terms
of its usefulness, reliability and authenticity. hug, immediately after the
interview has taken place, the researcher shoudtkcthe tape in order to
verify that it has functioned properly and that thetire session had been
captured. In addition, it is imperative to revigve notes of the key points to
ensure that they make sense and to uncover anyg afeambiguity or
uncertainty. At this point, any ideas or interpt&ins made by the researcher
should also be recorded and clearly marked as emerield-based insights to

be further reviewed at a later time.

The use of interviews enables the researcher tb thes findings of the
questionnaire and also to explore their meaningr@n, 1992b; O’Donnell
and Cummins, 1999). They also enable the reseatchavestigate whether
there has been a degree of over-claiming (Bacah &098), thereby assisting
in overcoming the problems of a self-administeragesgionnaire. The
questionnaire is essentially only a brief glimps® ithe research situation — the
tip of the iceberg, whereas the interviews endfdereésearcher to delve below
the respondents’ surface reactions and to discov@e fundamental reasons
underlying their attitudes, beliefs, behaviour afeklings towards HRD
(Kinnear and Taylor, 1996). Finally, the highlyagptiable semi-structured
interview format also allows issues to be followgy clarified and developed
during the discussion itself (McCracken and Wal]&@90Db).

Despite the aforementioned benefits, a numbernoitdiions associated with
the interview instrument should be noted. Pringarthis is a very time-

consuming process as the researcher frequentlyonaavel long distances to
complete the task. The verbatim transcriptionhaf interview itself is also a
lengthy process, each one taking approximatelyossgeven hours. In addition,
there is the danger of the interviewee giving wthety considered to be a
correct or acceptable response (Hussey and Hu%88y). There is also no
anonymity in this situation and thus, responderday feel compelled to say the
‘right’ thing (Johns and Lee-Ross, 1998). EasteBhyith et al (1991) also

highlight the issue of interview bias, whereby mtewers impose their own
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frame of reference on their interviewees, both wtien questions are being
asked and during the interpretation of the answeétais, in order to overcome
and possibly avoid this form of bias, the researeheencouraged to leave

many of the interview questions open.

An additional, yet related, limitation of the stuthat should be acknowledged
was the lack of employee input and consultationthe research process.
Nickson et al (2000) report that many surveys argssquent literature in the
HR area place a heavy reliance omanagement perspectivwe response to
current practices in hotel establishments. Thgeaech followed the same
process. The target for both the questionnaired te interviews was
primarily the managers or owner-managers of smatiéle. The overriding
problem here is that the views of these respondeats not necessarily have
corresponded with those of employees (Choueke angt#ong, 2000). Thus,
by relying on only one key informant in each hotélere was a risk that a
personal viewpoint was being obtained, which watsrefbective of the reality
for the organisation as a whole (McCracken and &¢cell 2000b).
Nevertheless, it was deemed that this limitatios wanimised by the fact that
respondents, as the most senior HRD represeniativeir hotel, were clearly
key informants about HRD issues and activities.wkler, gaining access to
employees during site visits would undoubtedly hagen of great benefit in
terms of verification, or otherwise, of the datahgaed (Amaratunga and
Baldry, 2001; Holliday, 1995; Davies et al, 2001).

All in all, the use of methodological triangulatidrelps overcome both the
weaknesses inherent in individual data collectie@thods (Yin, 1994) and the
problems of bias as outlined above. Flick (19981)2states that the
combination of methodological practices is bestansthod ‘as a strategy that
adds rigour, breadth, complexity, richness andidépan inquiry’, a view that

is echoed by Fielding and Fielding (1986). Tridatjan is widely regarded as
being able to ‘capture a more complete, holistid aontextual portrayal’ of

the phenomenon under investigation by examiningpdréicular phenomenon
from a variety of perspectives (Jick, 1983: 138While some research

phenomena lend themselves to clear dissection aalgsis, others require to
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be researched within their totality. Thus, in tstieedy of small firms an
approach is needed that will allow the researcheyain a holistic perspective
of the firm in order to understand any area of nganial activity. Researchers
hoping to gain an insight into how small firms aggeh HRD therefore need to
adopt methods that will take account of the haljstontextual dimensions of
the environment in which these managers operatan{Gat al, 2001; Hill and
McGowan, 1999). More recently it also has beemedghat human behaviour
and organisational systems are often better studidekir totality, allowing all
factors to be considered and for a complete uraieigig to be gained (Strauss
and Whitfield, 1998). Ultimately, as Patton (20@23) observes:
...there are no perfect research designs. Therealavays trade-offs. Limited

resources, limited time, and limits on the humailitglio grasp the complex nature of
social reality necessitate trade-offs.

4.6 Operationalisation of the Key Constructs: Definingthe Small Hotel
& HRD

As the project’s central unit of analysis was thwal hotel firm, the

establishment of a suitable definition was clearlgrerequisite to determining
the target population for the study. The issuealefining the small firm has
been discussed extensively within Chapter 3, whesas observed that many
studies tend to use a combination of both qualigadind quantitative criteria to
achieve this aim. The definition adopted for tpaticular study capitalises
upon this advantage and also draws upon the gaudiqe principles of small
firm definition as outlined by Curran and Blackby2001). Subsequent to a
thorough review of the pertinent extant literatuhes following definition was
developed:

A small hotel is a privately run, independent bass in that it is not part of a group,
with a maximum capacity of 50 bedrooms.

In its discussion of the concept of HRD, ChaptermTalluded to the fact that
those working within small firms may be more condbie with the term
training and development as opposed to HRD. Assalt, the application of
these terms in thesis is reflective of this posttigdhat is, training and
development and HRD are used synonymously ancchaegeably throughout
the work. As Hill and Stewart (2000: 108) note,sths done ‘for

79



simplification, not necessarily to position HRD aindining and development
as one and the same’. Thus, in this study, HRIDseid descriptively and
practically rather than as an abstract concepthah it may be perceived as a
series of job-related activities, directed at tla@ning and development of both
individuals and teams, with the aim of developihg work organisation itself.
As recommended by Hill (2001), this is a more pragjc and appropriate
application of the term in the context of researghsmall organisations.
Nevertheless, it is important to note that the waidverall involvement with
HRD was much deeper and wider than merely an imgagin of what patterns
of training and development were evident. Thernésvs in particular enabled
the researcher to focus on the outcomes of HRDgrepassing both learning

and organisational development.

4.7 Implementation of the Methodological Strategy

The remainder of the chapter describes in detayl the study’s data collection
strategy was implemented in the field. It alsovptes the reader with an

overview of how this data was subsequently analysed

4.7.1 Determining the Target Population

It was decided to use the membership databasesdfiiih Hotels Federation
(IHF) as the principal source from which to seldw target population. This
database was deemed to be a suitable source aagheajority of hotels in
Ireland are represented by the IHF. Additionalyere was no pertinent list or
database of small businesses, let alone smallshatehilable for consultation.
Considerable effort went into identifying those éisteligible for participation
in the study. The final population consisted 09 temises. The selection of
hotels to be included in the interview programmes waided by the logic of
purposeful sampling as described earlier.

4.7.2 The Pilot Study

A pilot study is essentially a small-scale replicithe main survey itself

(Moser and Kalton, 1992). The principal purposette pilot study in this

project was to refine the questionnaire to ensha¢ tespondents would have

no difficulties in answering the questions and atswerify that there would be
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no subsequent problems in recording and analybmglata received (Saunders
et al, 2000). Oppenheim (2001) notes that, ingypie, respondents in a pilot
study should be as similar as possible to thosehen final population.
However, he also acknowledges that in cases whertotal population is very
small and highly specific, ‘so that we cannot afftw ‘use up’ any part of it for
pilot samples’, it is imperative for the researcherseek alternative samples
that are comparable in terms of their knowledgeaay of thinking (ibid: 62).
As a result, the questionnaire was administerechéonbers of the steering
committee involved with thelotel Managemen$killnetsproject in the Dublin
Institute of Technology, Cathal Brugha StreeBkillnetsis an industry-led
training networks programme funded by the DepartnoérEnterprise, Trade
and Employment. The Hotel Management Skillneteassh project aims to
identify the skills, knowledge and behaviours regdiat middle management
level in the Irish hotel industry (Brophy and Kigl2002). The Steering
Committee included representatives from the Irisbtet$ and Catering
Institute (IHCI), IHF, CERT, individual, group andternational hotel chains
and was thus deemed to be a suitable and relevanp gvith whom to pilot

the survey.

The pilot study was conducted during the first tweeks of October 2002.
The committee members were asked a number of questioncerning the

following issues:

* How long the questionnaire took to complete;

* The clarity of the instructions given;

* The cover letter;

* Which, if any, of the questions were ambiguous;

« Which, if any, questions they felt uneasy aboutansg;

* Whether, in their opinion, there were any majol¢apnissions;
* Whether the layout and structure was clear andctive;

e Any other comments.

81



Following the pilot survey, the researcher madeumlver of alterations and
amendments to the questionnaire in accordance ththissues raised by the

Skillnetscommittee members.

4.7.3 Data Collection Phase 1: Questionnaire

A comprehensive postal questionnaire was deemée t@n effective medium
through which to gather a large amount of data aboe 349 eligible hotels
(See Appendix 5). A preliminary exploration andiesv of the subject area
established a useful basis for the design andtsteliof the survey instrument.
The four-page document was comprised of 29 fixed amultiple-choice
questions. It was divided into three sections sodght mainly quantitative
data. Great care was taken in designing, strujuand administering the
questionnaire in order to produce clear and unanthig questions. All but

one of the questions were close-ended in ordeditithte data analysis.

It was essential to produce a questionnaire thatidvoot only be relevant to
the respondents, but would also not pose significhfficulties for those
answering the questions. Therefore, good praaticgiestionnaire design was
followed, as recommended by such authors as SadladtDillman (1994),
Alreck and Settle (1995) and Oppenheim (2001).

The response rate was well above average for bethdtel industry and small
businesses, as reported in other studies empldyggame technique (see for
example Hiemstra, 1990; Loan-Clarke et al, 1999yrde et al, 2001). In
addition, a non-response analysis (Zikmund, 19®lealed no significant
differences between initial and subsequent respuadn all items apart from
the age of the property. In this regard, a chiasguest revealed that older
hotels, defined as those in operation for 10 yeanmsiore, were more likely to
respond within three weeks than their younger cenpairts (X = 5.436, df = 1,

p = 0.034).

The timeframe for both phases of the data collacpoocess is depicted in
Table 4.2. It should be noted that due to them®dsy of the hotel industry, a

number of hotels were closed as of Novemb&@a02, thereby eliminating
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them from any further contact in terms of encourggihem to participate in
the study. It is also worth noting that while tegel of response to individual
guestions varied, there did appear to be a genniagest in the subject matter
of the questionnaire. Indeed, of the 118 hotetd thsponded, 91 (77.12%)
offered themselves for a further follow-up on thgbject. However, the
researcher acknowledged that there was the pdtémtisias among small firm
managers and owner-managers who were prepared itddpeiewed with an
ignorance factor regarding non-respondents (Patd@®2; Marlow, 2000;
Hussey and Hussey, 1997).

Table 4.2 Timeframe of the Study

Date Action
349 hotels contacted and name of person
June 2002 — September 2002 responsible for HRD obtained
1% October 2002 — 150ctober 2002 Pilot study conducted
22" October 2002 Questionnaire packs posted
November 18 2002 77 responses received (22.06%)
November 14 2002 349 hotels cpntacted: thanked those who had
responded; encouraged those who had npt
7" December 2002 118 responses received (33.8%)
st Email sent to hotels that had expressed
31" January 2003 interest in participating further in the study
10" February 2003 Access grante.d to 12 properties f_or purpose of
conducting follow-up interviews
10 February 2003 Email sent fto 12 prqpertles t(_) answer quer|es
and confirm details regarding interview
28" February 2003 All interviews successfully compdete

4.7.4 Data Collection Phase 2: Interviews

The interviews were carried out with selected mamagvho had provided
particularly valuable information on the questioinea A total of 12 follow-up
interviews were undertaken (See Appendix 6). Thenterviewees were all
respondents to the questionnaire and as the pensioprincipal responsibility
for HRD in their organisations were considered &Key informants about
HRD issues. Good practice in interviewing wasdetd, as recommended by
Miles and Huberman (1994) and Patton (2002).
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4.8 Data Analysis
The analysis of the fieldwork data took two forniEhe quantitative data were

analysed using SPSS. The researcher mainly entplwgeuse of descriptive
statistics to analyse the responses to the questi@n In addition, as most of
the data gathered was either ordinal or nominalrenstatistically powerful
tests could not be conducted. Therefore, the relseamade extensive use of
non-parametric tests, in particular cross tabutatiand chi-square tests. Non-
parametric tests were also deemed to be more cwedtw the inductive,
theory-building approach taken, largely on accaeintheir being ‘inferential
tests that make very few assumptions about the datain particular its
distribution’ (Brace et al, 2000: 11).

Analysis of the qualitative data yielded by thegreonme of interviews was a
more complex process. At this stage it is impdrtanstress that due to the
largely inductive approach being taken, the calbecand analysis of data was
an ongoing, simultaneous process. Despite thetfedt the collection and
analysis of data was a concurrent activity, a gegbmore concentrated and
in-depth analysis took place when the researcliethe field (O’Donnell and
Cummins, 1999). Interview data were analysed oootisly by the writing up
and coding of fieldwork notes, and then by re-regdif the data transcripts so
as to tease out themes, patterns and categoriks. cdding system adopted
drew on the work of Miles and Huberman (1994). €ompletion of acontact
summary fornfor each interview site offered a swift, practieadd effective
format for a first-run at data analysis (See Apper). Miles and Huberman
(1994: 52) note that this form ‘captures thoughifapressions and reflections.
It pulls together the data in the...field-worker’'s mdi..and makes them
available for further analysis’. Although this beique principally involved
the development of a purely descriptive summargaafh fieldwork contact, it
was central to the generation of insight becaussn#bled the researcher to
cope early in the analysis process with large velsiof data. Therefore, the
re-reading of interview transcripts combined wikie tcontact summary form
allowed the researcher to become ‘intimately faanilvith each case as a
stand-alone entity’ (Eisenhardt, 1989: 540). #oaénabled the researcher to
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begin the process of structuring and organisingdédite into meaningful units
(Shaw, 1999).

Throughout various stages in the analysis procgss displays using tools
such as tables and theory-building models were atdised. Many of the

figures and tables in the thesis are the resudt @dntinuous refinement of data
displays constructed over time. Data display heenlan important feature of
this study, not only for analytical purposes bgbahs a visual aid to discussion

in the thesis.

4.9 Summary & Conclusion

This chapter has given the reader a detailed ihsigh the research design
employed by the researcher and the methodolodicekgy developed for the
work. The researcher’s decision to position thedgtwithin an interpretive
paradigm proved to be the most appropriate givem#ture of the phenomena
under investigation. In particular, this approammabled the researcher to
develop practical and theoretical understandinghef HRD processes in a
small hotel environment, which, in turn, led to tjeneration of an alternative
theory of best practice HRD as applied to the srimatl. The chapter also
explained the reasons for the choice of partictdaearch techniques, together
with the constraints and limitations faced. Tladé& off between the strengths
and weaknesses of both quantitative and qualitajygoaches was considered
carefully and a conscious decision was taken to lemmethodological
triangulation. The postal questionnaire providezbmprehensive overview of
the research situation (HRD practices in small Ishtevhilst the interviews
helped to enrich, interpret and understand theesuiimdings in order to afford
a more detailed insight. In the following chapttre researcher’s findings
from the questionnaire survey and the follow-uiviews are presented and

discussed.
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CHAPTER 5:
RESEARCH FINDINGS

5.1 Introduction

This chapter presents the study’s main researadtinfys. As outlined in
Chapter 4, the methodological strategy was comgrisé two principal
elements: a postal questionnaire and a seriedeviaws. This chapter brings
these findings together by presenting them undeisétime generic structure in
order to facilitate interpretation and to aid fthdiscussion and analydis
The main content of the interview schedule was lamib that of the postal
guestionnaire but it also enabled the intervieweesponses to be probed in
greater detail. One major difference, howeverthiat the interviews also
addressed the issue of best practice HRD. Fronoulset, it is interesting to
note that whilst there was a general consensus #setimportance of HRD
amongst the hotels studied, there was considexediation in the manner in

which firms approached the management of HRD isandsactivities.

52 Planning & Organisation of Training & Development®

Respondents were asked a number of questions negaite structure and
organisation of their training and development eféond also about the nature

of the planning process underlying their approach.

5.2.1 Training & Development Policy & Plans

The respondents were asked to indicate which efgtatements best described
their hotel's overall approach to training and depment (See Appendix 4,
Table 1). Only a small minority of hotels repori@dwritten training policy”
(12%). However, a further 32% revealed that thégpéed a “positive and
systematic”, though “unwritten”, approach. ThisulMbappear to indicate that
many hotels exhibit a commitment to a more proagtorganised approach to
training and development. It should also be ndbed the largest group of
hotels (51%) reported undertaking training “as andn necessary” without

% It should be noted that percentages will be rodridethe nearest percentile throughout the
chapter in order to avoid the use of decimals.

“ All tables are labelled consecutively and maydentl in Appendix 4.
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having a particular policy on the matter. A coesable number of hotels
(29%) reported that they had a formal training atevelopment plan in
operation. The interviews revealed that the presef formal, and in many
cases, written HRD plans and records, was linked tmmber of objectives.
Primarily, this system was cited as the most effealvay of communicating to
staff the nature of their jobs and the duties nexgldf them. Similarly, it was
considered to be an important means of ensuringthiearequired knowledge
associated with the given job was imparted to eyg#e. In addition, this
format was deemed to be a valuable way in whicretssure staff that they
had received the appropriate training on accountitobeing formally
documented. It transpired that routine checklestsl documented Standard
Operating Procedures (SOPs) were used as the foastesigning training
plans. These SOPs acted as a structured framef@orguiding the HRD
effort. Overall, formality and structure in the magement of HRD were used
as a means of maintaining consistency in servi@dsirds across all
departments within the hotel; or at least, this Whasstated objective of having
a formal approach. However, some of the hoteledtthat there was a degree
of inconsistency in the nature of the approachrakeHRD throughout their
hotel. Those managers wishing to implement a mathodical and structured
approach stated that they were coming up agaimse soternal resistance in
this regard.

Of those who reported to having a HRD plan, 58%oreal that this plan

played either a “central” or “significant” role itme overall planning process
for the hotel (Table 2). A General Manager desttilthe nature of this
relationship, stating that HRD formed the “cornengt of business planning”
within the hotel, a view that was echoed by somehef other managers
interviewed. It was clear that these hotels resmghthe importance of the
link between training and development and the a@agoplanning process for
the future success and survival of the hotel. these establishments, HRD
was undoubtedly a key source of competitive adymnta This theme is

explored further in Section 5.4 in the context bk tperceived benefits

associated with HRD.
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The interviews revealed that there were pocketsddll hotels that adopted a
more formal and structured approach to not only HBI@ also to the way in
which they conducted their business in generalr example, when asked to
describe the nature of the hotel’s overall apprdadbusiness management and
planning, a General Manager remarked:
Oh, it would be a formal thing. It's an advantaganake sure that the directors know
then that it is very important, because if it wafimal, they would say, well, they can

leave it for another few months. But if it's forméhey know, right, it's a necessity;
we have to go ahead with it.

Indeed, and very importantly, the nature of the eh®t approach to
management in general frequently shaped the nafuilee approach taken to
HRD. The management style within the hotels tertddak intuitive, based on
skills and previous experience, as illustratedigyfollowing quote:

I've been running properties of this size and refor about five or six years, so a lot
of it I would admit is up in my head.

There was also evidence of a relatively short-tapproach to planning on
account of the vulnerability of the business to ndes in the external
environment. Changes to operating procedures wepeemented gradually
and a philosophy of continuous improvement throsigfall, incremental steps
was prevalent. In addition, there was considerabidence indicative of a
“hands-on” approach, with senior managers in paldic expressing their
preference for “being on the shop floor’. Cashwfl@oncerns were also
frequently top of the managerial agenda:
It's got to a stage where from a financial pointvaw, if we don’t pull up our socks

this year, if we don't turn around the figureswié don’t cut back on our costs, reduce
our wages and increase turnover, there won't heuad basically.

Thus, a fluid and flexible approach to planning aocount of market
uncertainties was deemed to be the most suitahleseoof action for these
establishments. However, this does not in any wgyly that there was a
complete absence of strategic thinking in thesenlkegses. On the contrary,
some of the hotels actively kept in touch with nedarélevelopments, assessed
the HRD impact and responded accordingly. Suchvictis clearly
demonstrative of a strategic approach, with thermants’ discourse also
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reflective of such an approach. Moreover, in a benof the properties, there
was a regular strategic review of the hotel's auirigtuation, where possible
new opportunities were discussed and debated andhdst feasible course of
action/strategic alternative chosen. Dialogue aimtussion amongst the
management team through regular management meetimgsrpinned the
detection of insight regarding changes in the I®taxternal business
environment. Therefore, comments about HRD weeguently linked into
discussions about the general running of the hdtee managers did not make
a distinction between the general management didked and the management
of HRD. Thus, decisions concerning HRD were taketontext and reflective
of business needs and priorities. In this way, HR&s widely regarded as
being a part of everyday working practices and in@st and therefore

frequently indistinguishable from them.

5.2.2 Funding for Training & Development

Only 10% of respondents reported to having a sépdradget for HRD.

However, when asked about why they did not haveparste budget, 31%
stated that training and development expenditure pat of, and positioned
within, the hotel’s overall/general budget (Table & hus, it may be inferred
that 41% of respondents had dedicated funding fBDH A considerable

number of hotels (43%) also stated that they didhawe a training budget on
account of the provision of in-house, on-the-johirting instead. These
managers clearly perceived the financing of HRDefyuin terms of external

costs, e.g. course fees. The interviews also ©oall that having moneys
earmarked for HRD as part of the overall financiahtrol of the business was

widespread, whilst the existence of a separatediuslgs rare.

5.2.3 Responsibility for Training & Development

The questionnaire also sought to establish theslool the training and

development decision-making process within theefapgppulation. The most
senior managerial person, i.e. either the Geneegaddder or the proprietor, was
found to have the principal responsibility for tig and development in
almost 60% of the hotels surveyed (Table 3). Haweil was also interesting

to note that in 38% of cases, this responsibifigywith someone other than the
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most senior manager: Heads of Department (HoDsg vemponsible in 21% of
cases, whilst the overall responsibility was shdretiveen various individuals
in 14% of hotels. Analysis of the interview dagwvealed that the main reason
for the delegation of responsibility for HRD to kpgrsonnel, i.e. HoDs, line
managers and supervisors, is that these key parbsaonk with employees on
daily basis and are thus in the best position gaise, deliver and monitor the
HRD process. Their input is therefore crucial. eTlasearcher found that key
personnel contributed significantly to the HRD pmres by making suggestions
in relation to HRD choice, duration and focus. Yheere also involved in
deciding which employees should be put forwardtfaming. Each manager
took responsibility for his or her dedicated empgley, with this being
considered the most appropriate manner in whichetsure efficient
management. Of considerable interest to the relseawas the fact that even
in cases where the most senior person was citechaa®g principal
responsibility, it transpired that in practice, @timanagers were more likely to
carry out the daily task of training. Several elifint key roles played out by
these senior personnel were evident. For exantpése managers acted as
facilitators, consultants and co-ordinators of HRDhey saw their primary
role as being there to offer advice, support asistence to other departmental
managers in their role as trainers. In additibrytwere largely responsible for
the administrative tasks associated with HRD:

If | get involved in the day-to-day training of ithis how you set a table, this is how
you do this, that and the other’ | would never ayggthing else done.

The senior personnel also provided examples ofthavative approaches they
had taken in relation to HRD. A creative approaas deemed to be a vital
way through which to maintain the interest of enyplkes in their job:

I'd love to implement some more creative ideas tierfazz up the training. | think

that’s important; that people find pleasure inrthag and it doesn't become a dull
necessity.

The researcher also found that in some cases degisioncerning training
were made cooperatively with employees. Regulapleyee input into the
HRD process and their opinions and feedback wetairtdd through both

formal and informal channels: formally through therformance appraisal
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process and informally through daily contact betwesnagement and staff.
One General Manager described the nature of tlusatay process:
...it actually works both ways. I'm learning fromettmanagers what the staff need

and I'm also learning from the staff what the masragneed. The staff are actually
quite open these days about saying what theylieeinanager doesn’'t know.

Similarly, other managers remarked that the staih actually do the job are in
the best position to point out where improvememtshianges could be made,
with the implications this has for training. Vidily all of the hotel managers
in the interview sample stated that their hotel was small to justify the
existence of a dedicated HR manager. Indeed, evtdre two properties that
had appointed such a person, the HR manager w@seindy involved in other
operational duties, while also taking care of tdenmistrative aspect of their
HR role. Results from the questionnaires revedtet less than 3% of
properties employed a personnel/HR manager, withenof the hotels
employing a dedicated training specialist. Despiis, however, analysis of
the questionnaire and interview data revealed #haumber of hotels had
specifically trained in-house trainers and manyhaf other key personnel in
the organisation involved with HRD had completeiTeainers in Industry”

course or an equivalent course.

One of the most salient findings from the serieantérviews was that the
educational and career background of the persoponsgble for HRD, in
conjunction with their personality and dispositiomeavily influenced the
nature of the approach taken to the planning arghrosation of HRD.
Moreover, this influence was considerably strongewerriding responsibility
rested with the most senior manager in the hofghis theme pervaded all
aspects of the research findings and so the rdwrarefers back to the issue
throughout the remainder of the chapter. Of paldicrelevance to this section
of the findings was the fact that those managers ndd trained professionally
tended to value a formal and systematic approathetananagement of HRD.
An informal, reactive and ad-hoc approach was those prevalent amongst
those managers who did not have a professionaifigatibn or formal training

background.
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5.3 The Training & Development Process

5.3.1 Analysis of Employee Training & Developmeneéds

A considerable number of hotels (72%) reported tiegty undertook an
analysis of the training and development needsheir temployees. When
asked about how frequently they undertook suchreatysis, 41% stated that
the activity was carried out at least once a yedile a further 55% reported
undertaking a training needs analysis (TNA) on drhac basis, when they
deemed it to be necessary. The interviews revetiat in reality, the
monitoring and assessment of employee HRD needxkirs to the hotel's

philosophy of continuous improvement and is, th@efan ongoing activity.

The majority of hotels identified at least two medinrough which the training
and development needs of staff were establishelolé . The most common
tool used to achieve this task was to obtain in&drfieedback from both
managers and staff (71%). Feedback from staffamiqular was regarded as
crucial on account of the importance attributeeénagployee input. Staff were
deemed to be able to provide a unique insighthote a given job worked and
were thus in the most optimum position to suggegirovements or changes.
Employees were also empowered to request additicaialng or re-training in
31% of hotels. Feedback from employees was aldair@d through the
performance appraisal process (29%). This proeessdeliberately designed
to act as a forum, whereby staff were encouragezkpoess their views, give
opinions on their progress and to highlight areas which they felt
improvements could be made. This system was egfdr as a “job chat” in

some of the hotels.

Customers were also found to be a vital sourcenfoiration for identifying
training needs (50%). The use of guest feedbaestqpnnaires and comment
cards was a common occurrence amongst the hotelse imterview sample.
The more proactive hotels actively sought the viewheir guests on a regular
basis, whilst other properties obtained this feedlhaurely on an ad-hoc basis.
In these establishments, the analysis of HRD needslargely reactive and in

response to an immediate problem in the work sdnat These hotels also
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tended to rely more on the subjective observatiminmanagers, rather than

staff, as a means for identifying training needs.

5.3.2 Implementation and Delivery of Training & Delopment
Respondents were asked whether they providddction training for new
recruits. The vast majority of hotels (79%) pr@ddsome form of initial
training for new staff members. The duration abtimduction period was
varied: more than one third of hotels stated thiasted for half a day (35%); a
further 26% reported several days, while a furtti reported one day. Only
10% stated that the induction period lasted foessvmonths. With regard to
the format of the induction process an on-the-job approach proved to be the
most popular (61%) (Table 6). ‘Sitting-by-Nelliet shadowing was used in
36% of cases. It should also be noted that 34% efhotels provided their
staff with an employee handbook, containing detalisut their job, the hotel

and other necessary information.

The overwhelming impression given by the informatitsing the interview
process was that much of the training and developroenducted during the
induction stage is necessary to show new staff neesrfthow things are done”
(or some similar phrase) in the particular orgarsa

.. anyone you bring into a job needs training. Efetiney’ve done the same job
somewhere else, it doesn’'t mean that they knowitiewlone here.

Further analysis revealed that there were twordisfphases to the induction
process in the hotels studied. The first is aametion/acclimatisation period
whereby new employees are integrated into the pmegaculture of the
organisation:

...we would pair them up with somebody and we woelave them roam with them

for the first week or two and just let them getkttow everybody’s names and who
people are, get a feel for them and get a fealigor

This phase is frequently operationalised througlorimal means such as a
“buddy system” or a “shadowing policy”. The secgithse to induction may
be described as a period of intense skills ingncivhereby new employees

gain the technical knowledge required to perforgirttvork roles competently.
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Respondents were asked whether their hotel prdatsgtiskilling , the extent
to which this practice was structured and its fdr{fable 7). Virtually all of
the hotels surveyed claimed to employ a multiskglpolicy (90%). However,
upon closer examination, it was revealed that mainthem use the practice
merely as a means of covering for absent staff {2&3%d/or assisting in areas
during busy periods (54%) as opposed to using it aliberate policy of
ensuring that staff are cross-functionally trairgd%). Generally speaking,
having a multiskilled workforce was deemed to bevitdl importance to the
hotels studied as it enabled them to be more flexib their operations.
Primarily, having such a policy meant that staffildomove around to different
departments within the hotel, as and when they weegled. The interviewees
also believed that it enhanced job satisfactionstaff as it made their jobs
more interesting and varied. Furthermore, theseagers stated that it helped
to promote a team culture throughout the orgamisatll employees learnt to
appreciate the work of their colleagues and thukiskiling was an effective
way of encouraging all staff to work together todsaa common goal.

With regard to the location of training, the vasjanity of hotels (almost 85%)
stated their preference for the activity to beiedriout internally (Tables 8 &
9). In addition, the training itself was deliverexiclusively by internal staff in
63% of cases. Not surprisingly, unstructured a@tb training was found to
be the most popular type of HRD intervention wi#® of hotels classifying
their approach in this manner. The preferenceHBD to be delivered by
internal personnel and for an informal, on-the-pyiproach emerged as the
most common delivery format principally becauss 8ystem was perceived as
having a number of key advantages. Primarily, ysgem was considered to
be the only real way in which to learn valuabletooser service skills:

Well, | think on-the-job training is the coalfacemean, | think it's the customer. Off-

the job training is fine for learning the skillgjttapplying them is on-the-job. Setting

up the tables, doing the whole lot; if they havegtt the ability to pull back the chair

and interact with the customer, however they dothien you've lost. You're
struggling.

In addition, some of the managers remarked th&@Jstook place in familiar
surroundings, staff were more at ease and thugast more amenable to the
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creation of an environment conducive to learnirfgurthermore, the system
was deemed to be more appropriate to the needgedidtels as it is flexible,
firm-specific and can easily be integrated intdydedutines. The first section
of the chapter introduced the idea of HRD as pdrteweryday working

practices. In this way, training and developmegnventions were not often
additional activities. To this extent, it may k&dsthat much learning in the

hotels was tacit.

Overall, it is important to note that the approaaken to the planning and
organisation of HRD did not necessarily translat® ithe actual delivery
format or implementation of HRD. What influencétk tdecision about the
delivery format of HRD was the nature of the jogeltf and the given skills
required. HRD interventions were therefore focuased targeted, according to
perceived needs. However, they were also depenalenthe experience,
disposition and attitudes of the managers involwedarrying out HRD. To
this end, the nature of the approach taken to HRihether formal, informal
or a mixed approach — was a matter of choice ferhibtels concerned. There
was no evidence to suggest that any of the pr@sentere obliged to operate in
an informal manner. On the contrary, an inter@]T approach was
considered to be the most effective way for stafearn the necessary skills to

perform their jobs.

Analysis of both the questionnaires and the intavegi revealed there to be a
division between statutory HRD and operations HRDtarms of how they
were organised and delivered. Statutory HRD wasdoto be more formal,
systematic and structured, and in many cases, \eésered by external
personnel. Much statutory HRD, such as HACCP ingininvolves a large
amount of theory, which is not amenable to beingl# on-the-job. However,
if the hotel had qualified trainers in-house, diatyy HRD was undertaken by
these internal personnel at the hotel. It was alsmmon for suppliers of
goods to be used as a source of training. Otheragwial staff, i.e. key

personnel mainly carried out operations training.

95



It emerged that all of the hotels in the intervisample believed that the
upgrading of management skills is best acquireéragtly. All management
HRD was conducted outside the workplace by extepsmtonnel and was
therefore described by the interviewees as conipl&demal. These managers
attended external courses/study and upon theirreshared and disseminated
their newly acquired knowledge, often through infaf means, with other
organisational members. Thus, managers were fréiguthe catalysts for
organisational learning. In this way, more genevdlernal HRD was made
more relevant and specific for the hotels, as timaeagers were able to tailor

it to suit the needs of their particular hotel.

5.3.3 Evaluation of Training & Development
It transpired that 65% of respondents endeavouwreddluate the effectiveness
of their training and development activity, posgibidicating the many hotels
are taking the training and development of theirkfarce seriously (Table
10). Indeed, the more progressive employers magdahat the evaluation of
training was crucial to the development of the argation:
If you don't evaluate you don’t know where you'reigg, or how people are
performing or how the company is performing. Ewion is an ongoing daily
process. It has to be. Otherwise | could jusirsihere, lock myself in the office,

answer emails and play solitaire when I'm bored andthing would be
happening...there’d be no progression.

The results revealed that hotels collect data faorange of sources including
managers, employees and customers. As with therndietation of training
needs, evaluation was undertaken through the useaofly subjective forms
of assessment. The majority of the criteria w@didy hotels operate at the
level of the job itself and dimensions of the thagh and development
programme. By way of illustration, the close obation of how staff
performed in their work activities subsequent tairting being undertaken
proved to be the most extensively used criteridi®{} In addition, informal
feedback from staff themselves was also widely u@896), with informal
feedback from managers actively sought in 32% gksa The use of these
criteria appears to have emerged from the “beingreth approach to
management, evident in the majority of hotels. sThands-on approach
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enabled managers to be in close contact with tlyadseies of the business, to
remedy problems on the spot and to maintain seryiedity standards through
direct supervision. Indeed, the ability to moniémnployee progress and deal
with issues in real time on account of their propsrbeing small was deemed
to be a key strength amongst the hotels. Thiscggbr also enabled other
managers and staff to engage in frequent inforrnadnounication with each

other.

As with the identification of training and developnt needs, feedback from
customers was also deemed to be an important wadgtésmine the success or
failure of any given training and development iaggtion (33%). Indeed, the
interviewees remarked that customer feedback waonky real litmus test of

whether or not training had been effective.

Despite the fact that evaluation was conducted maanly informal manner
amongst the vast majority of hotels, there was aakstlifference evident
between those establishments who made a conscifous te monitor HRD
effectiveness, albeit informally, and those that jdealt with issues on an ad-

hoc basis as they arose.

5.4 Small Hotels’ Views on Training & Development

5.4.1 Attitude to Training & Development

Respondents were asked to indicate which of foatestents best described
their hotel's attitude to training and developme(Bee Table 11).
Approximately 87% reported that they believed tiragrand development to be
either a “major” or “value-added business activityn indication of the
perceived contribution it makes to successful bessnperformance. Only a
very small minority (2%) reported their attitudettaining and development as
being “a waste of business resources”, with thésoesceeding the benefits.
Within the interview sample the hotels were spiitii two distinct groups as
regards their attitude towards HRD. The presencevivat may be best
described as champions of HRD amongst the manadeie@am was a key

feature of one group, whilst the absence of theseagers was a distinguishing
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feature of the other. The HRD champion was fretjyetihe person with
principal responsibility for training. However, gfgte the fact that the position
of the champion varied amongst the hotels, the issuye is that it was
somebody who regarded HRD as critical to the largit success of the
business and thus had the relative power necedsamfluence decision-
making in this regard. It must be noted that thituence was all the more

pervasive if the HRD champion was the most sen@mnager within the hotel.

Another key feature of the hotels without a HRDrop#@n was that there were
numerous policy gaps evident in these propertiébe interviews revealed
scant evidence of the espoused proactive-HRD eultund positive attitudes
that the managers in these hotels claimed to hasgeirjdicated on the
questionnaire]. HR problems were widespread withigse properties, with
the managers bemoaning the fact that they wereriexjgeng difficulties in
recruiting and retaining experienced staff. Suabfems were seen as almost
exclusively externally imposed and there was nanaskedgement that they
may be due in some part to the attitudes and bebavof company
management. In contrast to this, the other grdupotels expressed a clear
recognition that as managers, the buck stoppedtingm:

...there actually isn't really any such thing as pstaff, as such. It's actually the

managers who have either recruited the wrong pefi@othe job in the first place or
they are not taking the full responsibility for ttraining of the staff.

Moreover, they stressed that the attitude of staffards the customer is

ultimately governed by the attitude of managemewtatds staff.

5.4.2 Small Hotels’ Motivations to Train: The Beni& of Training &
Development
Virtually the entire survey sample (99%) reportddleast one benefit of

workforce training and development, with only 19%aging no benefits.
From Table 12, it is clear that hotels provide rirag and development to

achieve a number of objectives. The principal beneof training and

development cited by respondents were that it “owps the performance of
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the hotel” (69%) and that it “increases serviceligpiand service standards”
(68%). Taken together, these two organisationaéfis were cited by almost
80% of the respondents as the most important reagwnproviding training
and development. There was also widespread reomgrof the direct link
between the quality of staff and the level of costo service provided amongst
the managers in the interview sample. Hotels gitinis benefit saw that
training feeds directly into the process of becammore receptive to customer
needs:

It doesn’t matter if you have the most beautifidgarct of bricks and mortar and glass

and everything that you can imagine but if you dgnit the right service atmosphere

in there with the right service standards and dtinaam with training, forget about it.
You know, you're not going to succeed.

The improvement of service standards in turn wdge\ed to improve the
overall performance of the hotel; hence the repgrof these benefits often

went hand in hand with one other.

The third most cited benefit to derive from tramimas that it “enhances
worker commitment” (39%), with 30% reporting this the most significant
benefit. The hotels also reported a number ofrotiie benefits. By way of
illustration, providing training on account of aility to raise workforce skills
was cited by 19% of respondents, with 24% identdythis as the principal
benefit to derive from HRD. However, although 24fforespondents cited
“decreases staff turnover” as a benefit of trainiegs than 4% reported as the
main reason. Additional HR benefits of trainingdatevelopment included
“increases labour productivity” (cited by 16%) diedfective way of rewarding
staff” (cited by 10%). These HR benefits, partaiy that training “improves
worker commitment” and is an “effective way of rediag staff”, were
repeatedly cited during the interview process. iAgne managers highlighted
the critical linkage between staff satisfaction audtomer satisfaction. They
also added that the creation of a learning enviemtrthrough the provision of
training and the open sharing of information isaverful way to motivate

staff as it makes them feel valued and encourdgss to perform better.
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Perhaps surprisingly, training was not often linkedhe introduction of new
products, services or process (12%) or even newpegunt or software (1%).
Some training is compulsory as it is a legal resuent for operating, or
continuing to operate, within the hotel industryyndertaking training and
development to meet statutory obligations was tegoby 16% of the

respondents, and by 18% as the main reason fordamg\wtraining.

5.4.3 Barriers to Training & Development

The most frequently cited barriers were difficudtiBnding replacements for
staff members attending training and the financidt of training, cited by
49% and 46% of respondents respectively (Table X8)wever, it should be
noted that 51% of those reporting the “costs ingdlivas a major constraint,
identified this as their primary concern comparedhly 28% in relation to
finding replacements. The interviews revealed it hotels were often
obliged to conduct training on-site due to the theit they employed very few
staff who could not be released for external tragni

On the supply side, certain constraints were nahaor concern for the

respondents. In general, small hotels’ trainind development activities were
not heavily restricted by a lack of information abdraining opportunities

(11%) or the timing of external courses (11%). ldgar, the inconvenient
location of external courses was one of the mesjuently cited barriers to the
provision of training and development (32%), with%2 of hotels identifying

this as their primary concern. When asked to ektboon this constraint, the
managers stated that they were obliged to do hess an optimal amount of
external training on account of the lack of traghimpportunities organised in
their respective areas. Some of the managers keoh#nat there was a dearth
of such opportunities available to hotels in riasdas, which they considered

to be a considerable failing on the part of CERT.

Importantly, the fear that trained staff might beaphed by competitors was
not a major deterrent to the provision of trainifgpproximately 16% reported
this as a barrier to training and less than 6%«dciteas the most significant

constraint on their training effort. The difficids associated with measuring
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the benefits of training were also of minor conctorthe respondents (7%).
Interestingly, a fear of poaching was consisteaitigd by the group of hotels in
which there was no HRD champion and numerous gapsgeen espoused and
operational policy.

55 Hotel Size & HRD

5.5.1 Planning & Organisation of Training & Develapent

The results from a chi-square test were inconciuas/to whether hotel size, in
terms of accommodation capacity was a major influencing factor on the
particulartraining and development policy adopted (See Table 14). There
also appeared to be no real differences betweegishotvarying workforce
sizes with the chi-square test being inconclusive, 3gain. However, all of
those properties reporting that “no HRD had beetettiaken recently” or that
“HRD was a last resort” employed less than 50 pe¢pable 15).

The presence of #&raining and development plan was marginally more
common in hotels with more than 25 rooms (35% \&&400) (Table 16). In
addition, of those with a plan, 61% had more th&nddms. The chi-square
test, however, revealed that no relationship etistetween accommodation
capacity and having such a plan in placé €<1.552, df = 1, p = 0.302).
Hotels with greater workforces were also found énbore likely to have a
training and development plan in operation (38%)mpared to those
employing less than 50 people (25%) (Table 17)spe this, no relationship
was found between workforce size and the existaicsuch a plan (X =
1.770, df =1, p = 0.268).

The cross tabulations revealed that the proprietas most likely person to
have control over the HRD function in premises with less than 25 rooms
(Table 18). Moreover, the chi-square test veritieat there was a statistically
significant relationship between accommodation capaand the locus of
responsibility for training and development?(¥ 12.585, df = 2, p = 0.002).
Thus one can state that the delegation of respdihsi#nd organisation wide

ownership of HRD was more common in hotels with entbilan 25 rooms. The
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results also showed that there were considerabikrehices between hotels of
different workforce sizes. The chi-square testficored the significant nature
of the relationship between workforce size anddélkegation of responsibility
for HRD (X? = 15.328, df = 2, p < 0.0005). In hotels emplgylass than 50
people, it was most likely to be the proprietor wiaa the main responsibility
for HRD (38%), whereas in hotels with more thanst#ff, this responsibility
rested in the hands of someone other than the emvaeager or the General
Manager (59%) (Table 19). Moreover, in 93% of casdere the owner-

manager was responsible, the hotel employed less50 staff.

A chi-square test revealed that there was a statilyt significant relationship
between accommodation capacity and the existeneeseparate budget for
HRD (X? = 5.239, df = 1, p = 0.036). Hotels with morertt2b rooms were
more likely to have dedicated funding for trainiagd development activities
than those with less than 25 rooms (Table 20). &histence of a separate
budget for HRD was marginally more widespread itelsowith more than 50
staff (Table 21). However, the chi-square testifiegk that there was no
relationship in this regard ¢X= 0.364, df = 1, p = 0.532). Nevertheless, a
statistically significant relationship was foundween workforce size and the
likelihood of havingoverall dedicated funding for HRD (X? = 8.078, df = 1,

p = 0.008). It transpired that 59% of hotels wistiger workforces had
dedicated funding compared to only 31% those ptaseemploying less than
50 people. This was reinforced by the fact that wast majority of those
without dedicated funding (almost 75%) employed lsin 50 people.

5.5.2 The Training & Development Process

The chi-square test revealed that there was naststatly significant
relationship evident between accommodation capacitythe undertaking of a
training and development needs analysié<* = 3.380, df = 1, p = 0.104) and
also between workforce size and conducting a TNA%X..845, df = 1, p =
0.257). However, cross tabulations revealed thiatdctivity was more likely
to be carried out within larger properties. Innterof the methods used to
determine the training and development needs d&f, stanumber of the chi-

square tests confirmed that the use of more foandl structured means was
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not more common within larger properties (See TaBR & 23). However, a
statistically significant relationship was found ialin demonstrated that hotels
employing more than 50 staff made more use of médrfeedback from
managers and staff (90%) than smaller proper@i2%] (X° = 9.616, df = 1, p
= 0.004).

Overall, the chi-square test was inconclusive aghether the size of the hotel
was an influencing factor on thaelivery format of HRD. However, Tables
24 and 25 illustrate that smaller properties didegp to favour using internal
personnel to carry out training. In addition threyeal that larger hotels were
more likely to use a combination of internal andeexal personnel to deliver
training than their smaller counterparts. Intenggy, however, those working
in larger properties were only marginally more lkeo be in receipt of
external, off-the-job training than those in smialietels (Tables 26 & 27).

There was no statistically significant relationshipvident between
accommodation capacity and the likelihood of ¢kaluation of HRD activity
taking place (X = 0.177, df = 1, p = 0.829). However, hotels evyijvlg more
than 50 people were more likely to evaluate HRDnthheir smaller
counterparts (79% compared to 59%). This was botredy the chi-square
test, which showed a statistically significant tielaship between evaluation of
HRD and workforce size (X= 4.486, df = 1, p = 0.034). The criteria used to
determine whether or not training and developmeuit been effective, in most
cases, was also not related to the size of thel.hdt@wever a number of
significant results are worthy of mention (See €ali8 and 29). By way of
illustration, properties with more than 25 roomsrevenore likely to rely on
informal feedback from managers as a means of singethe outcome of HRD
(X? = 4.243, df = 1, p = 0.043). In addition, thosghwnore than 25 rooms
tended to rely more on the performance review E®ce an effort to
determine whether HRD had been successfal<8.763, df = 1, p = 0.008).
Hotels employing more than 50 people also tendegklyomore on informal
feedback from manager as a means of determiningfteetiveness of HRD
(X?=9.616, df = 1, p = 0.004).
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5.5.3 Views on HRD

The results from the chi-square test revealed tivate was no statistically
significant relationship betweettitude to HRD and the size of the workforce
employed (X = 3.1, df = 1, p = 0.146) or the accommodationacity of the
hotel ()¢ = 0.179, df = 1, p = 0.892) (See Tables 30 and 31)

A series of chi-square tests disclosed no evideficggnificant relationships
between workforce size and any of thenefits of HRD cited on the
questionnaire (Table 33). Nonetheless, the cadaddtions showed that hotels
employing less than 50 staff were more likely tatestthat HRD increases
worker commitment to the hotel (44% compared to R8%towever, there was
a significant relationship found between this be&nafid the accommodation
capacity of the hotel (X= 5.705, df = 1, p = 0.020) (Table 32). Hotelshwi
less than 25 rooms were more likely to report tiemefit than their larger

counterparts (51% compared to 29%).

Finally, it emerged there were no significant relaships found between hotel
size and any of thikarriers to HRD mentioned on the questionnaire. Despite
this, larger hotels expressed greater concerns tthein smaller counterparts
when it came to “finding replacements for stafeatting training” (See Tables
34 and 35).

It is difficult to say whether the size of the peoty had an impact upon the
nature of HRD in any of the twelve hotels in theemiew sample. Some of
the hotels were undergoing a period of expansiod amere therefore

experiencing considerable change. Interestinghge tmanagers in these
properties stated that their increased size ndae=sia more formal and
structured approach to the organisation and manageoi HRD.

5.6 Quality Employer Programme & HRD

It was decided to compare the responses of thotdshimvolved with the
IHF’'s Quality Employer Programme with those who &vaot. The purpose of
this was to determine whether there were any sagmif differences in the

management of training and development betweetwibgroups. In addition,
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the interviews enabled the researcher to queshierrdspondents about their
opinions and experiences of the Quality Employerglamme. Specifically,
respondents were questioned about what prompte@ddiganisation to apply
for the standard and the benefits, if any, they waderive from it.

In terms of the profile of QEP members, Table 3Judstrates that hotels
employing more than 50 people were more likelyagenQEP status than their
smaller counterparts. This was also borne outheycdhi-square test, which
found a statistically significant relationship betm workforce size and QEP
membership (X= 6.217, df = 1, p = 0.022). There was no retatfop found
between accommodation capacity and QEP memberghip 2.422, df = 1, p
=0.174) (Table 36).

Those hotels that had been awarded QEP statusageagety of reasons that
had guided their application at the time. Prinyaglaining the QEP award was
seen as means through which to overcome some dfihalifficulties that
their hotel was facing, such as the attraction ratehtion of experienced staff.
A General Manager stated that the increasingly @titive nature of the
labour market and a shortage of skilled staff haovigded the impetus for
applying for the QEP:

...anything that could give you an edge to makingpteaome work for you as
opposed to a competitor was a bonus.

Some of the more forward thinking, proactive hotstiated that having the
award was vital on account of the preference of CTHiRsend their trainees to
hotels with the accreditation. Several managetschthat the competition for
these particular trainees had intensified in re¢enés and thus maintaining
QEP status was a critical priority for their hotel®espite this, it is worth

noting that, on the whole, having the QEP award ma@sseen as an effective
marketing tool through which to attract staff. ARHnanager questioned this
particular espoused benefit of the programme:

I don't know if it's sufficiently advertised to rég promote a good image to the
general public.
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A particular criticism that was highlighted by theanagers was the view that
the programme does not effectively discriminatewieen good and bad
employers.

From my experience, | would see a lot of propetrties would have it and yet | would
know that it's not necessarily a pleasant enviromnbe work in.

Moreover, a HR manager stated this is further camded by the fact there is
also considerable variation in the approaches tkferce management within
Quality Employer properties. This manager expresss belief that the QEP
was really only a gimmick and saw no benefits tmedrom having the award.
She stated that being accredited did not distitguise hotel from other
properties with more inferior or poorer practicesfrom those who were not
adhering to the required guidelines. This view ldoappear to be supported
by the findings of the questionnaire, which, ovenavealed scant evidence of
considerable differences in the HRD practices oaliuEmployer accredited

and non-accredited properties.

5.6.1 Planning & Organisation of HRD

A chi-square test proved to be inconclusive as twether there was a
relationship between QEP membership andHiRD policy adopted (Table
38). However, the cross tabulations revealed 548 of those displaying a
more strategic and progressive policy were QEPs.chAsquare test also
revealed that there was no relationship between @iERbership and the
existence of @raining and development plan(X? = 3.041, df = 1, p = 0.127).
Despite this, it transpired that 39% of QEPs haglan for training and
development in comparison to 22% of non-QEPs. kheg 65% of those
with a plan had the Quality Employer accreditation.

A chi-square test revealed that there was no stailly significant relationship
between QEP membership amsponsibility for HRD (X?>=2.83,df=2, p =
0.243) (Table 39). However, the delegation of oesgility for HRD to

someone other than the most senior manager appeabeEdmore common in

hotels with the Quality Employer accreditation.shiould also be noted that it
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was only in Quality Employer properties that a parel/HR manager had any

involvement in the training and development decisimaking process (6%).

It emerged that there was a statistically significeelationship between QEP
membership and the existenceovkrall dedicated funding for training and
development (X* = 11.699, df = 1, p = 0.001). Those hotels witle t
accreditation were more likely to have overall datkd funding and those
with funding were much more likely to be Quality Bloyers. However, there
was no relationship found between QEP and non-Qiélshand the existence
of aseparate budget(X* = 1.937, df = 1, p = 0.284), despite the fact #8#
of those with a separate budget were QEPs (Table 40

Of particular interest to the researcher was thetfaat another reason cited for
introducing the QEP standard was that it was seemraeffective way of
formalising the people management process throlghntroduction of more
structured and organised HR procedures. All ofibtels citing this reason
had just undergone or were currently undergoingem@ogd of transformation
and change fuelled by the expansion of their ptogger This, in turn,
according to the managers, called for the impleatemt of a more formal
approach to people management and development. s@temanager stated
that the hotel now uses QEP as the basis for it® Kirategy on account of its
providing a detailed structure and guidelines tto#. Thus, building on the
findings of the questionnaire, it may be inferrbdttQEPs were more likely to
demonstrate a more proactive and formal approa¢tRiD on account of their

using the QEP manual as a structured frameworkingyitie HRD process.

5.6.2 The Training & Development Process

A chi-square test revealed that there was no oslshiip between QEP
membership and the undertaking diBD needs analysigX? = 1.246, df = 1,

p = 0.368). There was also no relationship foustiveen the provision of
induction and QEP membership £& 2.550, df = 1, p = 0.183) and the
adoption of amultiskilling policy and QEP status %= 0.222, df = 1, p =

0.746).
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A chi-square test was inconclusive regarding tHetiomship between QEP
membership and the overdklivery format of HRD (Table 42). However, an
unstructured, on-the-job approach was more widesbre non-QEPs (76%
compared to 56%). QEPs were also more likely teehladedicated in-house
trainer than non-QEPs (27% versus 11%). In termshe actual person
delivering the training — the trainer — non-QEPgoréed a marginally higher
incidence of empowering internal staff to undertttkis task (67%) compared
to 54% of QEPs. Quality Employer hotels were aisore likely to use a

combination of internal and external trainers (398N non-QEPs (20%).

There was no relationship found between undertakimgvaluation of the
effectiveness of HRDand QEP membership £¢ 0.714, df = 1, p = 0.525).
There was also no evidence of a relationship imsesf the methods chosen to

evaluate HRD activity in both groups.

5.6.3 Views on Training & Development

A chi-square test revealed there to be no staistisignificant relationship
between QEP membership and any giattitude to HRD (X = 1.088, df = 1,
p = 0.456). However, those who had the accrediateported a higher
incidence of more progressive and strategic aggu@®1%) compared to 84%
of non-QEPs (Table 43).

A chi-square test revealed that QEP membership nmagignificant impact
upon the perceived benefits of HRD reported. Hawethe results from the
questionnaire revealed evidence that the top tweratvbenefits of HRD,
which were that it “increases service quality” afithproves business
performance”, were more likely to be cited by hetelith the Quality
Employer accreditation (See Table 44). Those hdtelt have been members
of the Quality Employer Programme for a number e&ng currently use it
more as a system of ensuring that the hotel opevéthin the legal regulations
governing the employment relationship, rather thgana means of attracting
staff. An owner-manager stated that the naturg¢hefprogramme with its

emphasis on structure and organisation of the Hiittefias a great help to the

108



hotel because it acted as a benchmarking tool asdrias of targets to be
achieved:
You have the bible to which you can refer. Angtati feel you're slipping or you feel

that you're ignoring things a little bit, you jupull down the manual and remind
yourself as to what you should be doing.

In line with these comments, other managers sthebllowing:

...l find it a very good reference and...it's a litbé like a whip behind us.

It's a way to make sure you have your T's crosaedi your I's dotted.

Thus, these hotel managers wanted to ensure tiahtir establishments were
adhering to legal guidelines and ‘doing things erbg in general and saw

QEP as a vehicle for achieving this objective.

A number of salient findings arose from a comparieb QEPs and non-QEPs
in terms of the principal factors inhibiting theopision of training and
development [barriers to HRD] in their hotels. rRarily, a chi-square test
revealed a statistically significant relationshigtleeen QEP membership and
the barrier “lack of workforce interest” (X2 = 435df = 1, p = 0.037) and also
with “other barriers” (X2 = 5.393, df = 1, p = 023 Those hotels without the
accreditation were more likely to report a lackimterest on the part of their
staff as a barrier to the success of their HRDvagti This was reinforced by
the fact that the vast majority of those reportthg barrier were non-QEPSs
(77%). In addition, a greater proportion of QERparted “other barriers”,
with 89% of those citing this factor having the matlitation. These “other
barriers” included seasonality and the employméseasonal staff, workforce
composition (a small number of full-time staff) aadack of time to organise
and conduct training (See Table 45).

5.7 Best Practice HRD
The interviews afforded the researcher the oppdptuio explore the key

concept of best practice HRD and, in particularjneestigate whether firm
size was an inhibiting factor in the pursuit ofstidleal state. In this way, the

researcher was also able to explore both the netevand applicability of
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conventional best practice HRD in a small firm isgttand specifically, to
analyse how small firm best practice HRD mighteliffrom that adopted in a

larger context.

Primarily, one of the most salient findings wastthiaere was a mutual

consensus amongst a group of hotels as to thexatuee of best practice HRD
and what it involved. For this group, the purafitbest practice HRD began,
first and foremost, with a commitment to the ongairaining and development
of staff. These hotels stated that the culturehef company must be HRD
oriented, in that the management team should eodeato create an

environment conducive to learning. Secondly, theyntained that there must
be open and continuous communication with stafalbmssues relevant to the
business. Finally, the managers remarked thatetheust be ongoing

collaboration and a teamwork approach, in that eggds and management
must work together to manage the HRD process. ekistence of this type of

climate within the organisation invariably transi@tinto excellent standards of
customer service. Generally speaking, the managederstanding of best

practice HRD was inextricably linked to the prowisiof outstanding customer
service, with the majority of them stating that thiémate aim of any best

practice programme should be to improve servicaedstals. The pursuit of

best practice HRD was therefore closely linkedhe shared philosophy of
continuous improvement amongst the hotels.

Analysis of the interview data revealed that thepihn of best practice HRD

in small hotels encompassed the ability to cageatin the invariably informal

nature of training and development in small eniegst As one General
Manager remarked:

I think it has to be driven on an informal basisl afou have to look at how you can
actually set up the best system on an informallleve

The managers were also asked to identify an ideal bf HRD for their hotel,
were there no constraints on adoption. The mogormant finding in this
regard was that although the managers expressesdira dor the planning and
organisation of HRD to be of a more formal and dtited nature akin to

conventional best practice HRD, this did not tratesinto the desired delivery
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and implementation format. Indeed, the manageesstd the importance of
maintaining a balanced approach — a “happy medigniricorporating both
formal and informal elements, which enabled thenbéomore flexible and
which was also congruent with the ad-hoc and enm¢éng@nner in which they
operated. This in turn highlighted the main digigces between small firm
best practice HRD and that adopted in a largernessi The principal
difference found was the fact that smaller properiivere unlikely to have a
dedicated HR department and HR manager, with thdtrthat the organisation
and administrative aspect of HRD management wag mdihoc and informal,
being shared amongst numerous individuals. Howevlee managers
contended that they were not at a disadvantagkisnrégard. In actual fact,
they considered their small size to be a uniqueaathge, enabling them to
tailor and personalise their products and senticeseet customer needs. This
in turn enabled them to design and target HRD wetations specifically to
improve service quality. Moreover, the managersarked that regardless of
the size of the hotel, customers expect the saamelatds of service and thus,

they not only had to compete with their larger isy&ut had to surpass them.

Finally, the respondents were asked whether they ¥amiliar with CERT’s
Best Practice Programme and also with the natiatahdard for HRD,
Excellence Through People (ETP). Familiarity witloth initiatives was
widespread, however, involvement in either progranwas virtually absent.
Indeed, the majority of the managers interviewediest that although they had
received information from CERT, it had been fileddaforgotten about,
principally on account of the dearth of informatigiven, which they did not
have time to read. This was a common occurrencengst the interview
sample, with some of the managers also addingttieatelevance for smaller
properties was not emphasised in these mail shots.

5.8 Conclusion

This chapter has presented a thorough overviewestudy’'s main findings.
The findings indicate that the background of thespe responsible for HRD is
perhaps the most significant variable which affélsesHRD provision of small

hotels. This is particularly the case when this@st senior managerial person
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within the firm. The findings also indicate thdiet nature of the approach
taken to HRD, i.e. formal and structured or informaad unstructured, is
largely a matter of choice for the individual hot&ather than being obliged to
operate formally or informally, firms make a comas choice as to format
most suited to their particular needs. Most imgaityy, however, the chapter
has shown that whilst the actual HRD practicesnadlsfirms may be highly

idiosyncratic, there are distinct clusters of firthat share common traits when

it comes to HRD, as illustrated in Figure 5.1 below
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Figure 5.1 Facilitating & Inhibiting Factors Governing the Adoption of

Best Practice HRD in Hotel Studied

BEST PRACTICE PERFORMERS

TRADITIONALISTS

1. Proactive approach to HRD

management. supported by policiek 1. Considerable policy gaps: espoused
gement, pp. d by polici pro-HRD policy not translated in
and practices in use; minimal policy .
action
gaps
2. Orgamsauona! wide ownersh]p of 2. Lack of ownership of HRD process;
HRD process in terms of design, L )
) . minimal employee input
delivery and evaluation of process
3. HRD Champion who considers
HRD to be critical to organisationa 3. Absence of HRD champion at all

success; particularly crucial if this is
senior managerial person

levels of the firm

=

4. Informal or mixed method approac
to HRD based on deliberate choice;

related to the nature of the job and 4. Informal app.roac;h.on account of egse
X LY . of use and simplicity of delivery
the skills required; proactive
management of informal HRD
>. Ke_y _per.sonnel engaged in externa 5. No external training undertaken by
training; managers are catalysts foy
2 : management team
organisational learning
6. Open and continuous
communication: information on the 6. Information shared on a need-to-

business shared with staff; two-way
process

know basis

INTERNAL ORGANISATIONAL HR CONTEXT

Minimal HR problems in terms of recruitment,
selection, absenteeism and poaching

Extensive HR problems: high staff turnover; feapoéching,
lack of staff commitment
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CHAPTER 6:
ANALYSIS & DISCUSSION

6.1 Introduction

The purpose of the following chapter is to outlarel discuss the implications
of the research findings, bearing in mind the pitexgabody of knowledge as

documented within the review of the extant literatuTo this end, the chapter
fulfils an important function, acting as the vitiak between the findings of the
work and the author’'s conclusions and recommenasitass advanced in the

final chapter.

6.2 The Nature of HRD in Small Firms

The research findings presented in the precediagteh clearly illustrate that

the unique characteristics of small firms, as dised in the literature review,
play a critical role in shaping and influencing thature of HRD in these
businesses (Anderson and Boocock, 2002). In péaticissues surrounding
uncertainty, the management process itself andiritheence of the owner-

manager and/or key-decision-makers emerged as peoirfiactors.

6.2.1 The Influence of Uncertainty on HRD

To begin with, the small properties surveyed wererating in highly uncertain

and changeable business environments, in whicmplgrior more than a short
period of time into the future, appeared to manynagers to be either
impossible or impractical (Keogh and Stewart, 2001Jhe study would

therefore appear to provide additional supporthierconcept of uncertainty as
outlined by Storey (1994), Wynarczyk et al (1998) aVesthead and Storey
(1996) and hence the implications this has forntfamagement of HRD (Kerr
and McDougall, 1999; Smith and Whittaker, 1998)n the face of such

uncertainty, the hoteliers invariably responded dmopting a short-term,
flexible and informal approach to the managementheir businesses, which
subsequently extended to the management of HRBh-@aw concerns were
also often found to be frequently top of the manafj@genda as noted by
Ritchie (1993) and Hendry et al (1995). Thus, fines within the sample

reflected many of the characteristics associateth Wie emergent strategy
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approach to management, as discussed by MarlowO)2Q@avy, (2000),
Curran (1996) and O’Gorman (2000). On first apgakithis would appear to
justify Hill's (2001) suggestion that an informap@moach within SMEs is
prevalent, principally because these organisatemesenforced to operate in
this manner as a means of coping with the evergihgrexternal environment.
However, a closer inspection of the findings resetilat within the best
practice performers, there was much formality ie thanagement of HRD
evident alongside an informal approach. This dtialistyle was regarded as
the optimum way in which to manage the businessaddition, it was clear
from the interview findings that should they so éawished, the managers
could easily have implemented a more formal stylle.this end, the researcher
argues that informality was not enforced upon tbels studied, but rather that
it was a chosen value, a conscious and deliberaiee based upon business
needs and priorities. In this way, the findings)\@aor with those of Matlay
(2002b), Anderson and Boocock (2002) and Dale agltl (8999) that formal
and informal approaches to HRD within small firnte ased interchangeably

and in a complementary fashion, each facilitathmg dther.

Another characteristic of uncertainty is that snfiaths tend to rely on a small
number of key customers (Burns, 1996). However fthterviewees
considered this to be to their advantage as it ledathem to personalise
products and services towards satisfying the neédbese key customers.
Hence, as noted by Down (1999), Walton (1999) ardw®er and Ryan
(2000), HRD interventions were frequently desigaed specifically targeted

in this regard.

6.2.2 The Management Process & HRD

The findings from the questionnaire were consisigith those of Glancey
(1998), Culkin and Smith (2000), Wyer and Masoro@%and Holliday (1995)
in that the most senior managerial person withenfthm was identified as the
principal decision-maker, inclusive of issues mtato HRD. However, the
results from the interviews painted a somewhaiediffit picture: it transpired
that, in practice, senior managers were much mikalylto delegate the

decision-making process, particularly when it caimeHRM and HRD. As
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with the findings of Marlow (2000), line managerslaHoDs — key personnel —
had considerable input into the HRD process. Quoiten, the management
team as a whole shared the responsibility for HRIDnsequently, the author’s
findings would appear to refute the contention tithe small firm
proprietor/senior manager takes sole responsiliotyiRD (Matlay, 2002a, b;
Johnson and Gubbins; 1992; MacMahon and Murphy919%ome of the
more progressive hotels (the best practice perfmaso made a deliberate
decision to integrate the views of employees im® tmanagement of HRD.
Thus, the findings would appear to support the wofkWognum (1998),
Harrison (2000) and McCracken and Wallace (2000)p advocate the
holistic, organisational-wide management of HRDotlgh the creation of
strategic partnerships and the integration of $takker interests. Moreover, in
cases where the sole responsibility for HRD restethe hands of the senior
manager it should be noted that this was not dua teluctance to delegate
responsibility and decision-making but rather ailtesf circumstance. In other
words, some hotels simply did not employ any othanagers on account of
not having a need to do so, principally due torteeiall size. Similarly, in the
case where there was no personnel/HR managerpthts Isaid that they were
just too small to justify the appointment of suchparson and so the
responsibility was shared in such cases (Smith &viittaker, 1998;
Vickerstaff and Parker, 1995; Matlay, 2002b). Swm&t contrary to the
literature, a considerable number of managers In@érgone specific training
for their role as trainers. This finding would tefore appear to contradict the
view of Vickerstaff (1992b) and Goldsmith et al 919 that managers in small
business are not trained for their role as trainédsnost 20% of the properties
stated that HRD was delivered by an in-house traimkile the interview data
revealed that managerial attendance at HR-relatadses conducted by

CERT, for example, was not uncommon.

Generally speaking, senior personnel were seeretommlved on a regular
basis but tended to avoid getting drawn into thmaitlef HRD. Instead, they
saw themselves as being there primarily to offeicae] support and assistance
to other managers — key personnel — in their raletrainers. They also

frequently undertook principal responsibility fdret administrative aspect of

116



training. The key roles of HRD staff, as identifiby Nadler and Nadler
(1989), McCracken and Wallace (2000a) and Harr{(@@®0), were therefore
found to be of considerable importance. Within thetels, a number of
systems and procedures had been put in place ¥adpreupport for those key
personnel involved with training. These were oftennd in the form of lists
of actions to be completed, checklists or SOP<hSystems therefore guided
instruction and on-the-job training (OJT), enablingnagers to make sure that
everything was covered and signed off. In this weyme of the problems
associated with the ‘Sitting-by-Nellie’ approacly prevalent in the hotels
studied, were offset. However, no one gave theresgion of finding such
systems over-bureaucratic. This would appear d¢wige yet more support for
the view that formal and informal approaches to HRBmall businesses are

highly integrated and used in a collaborative fashas discussed above.

As observed in Chapter Three, the coalescence néship and management
tends to result in distinctive patterns of managemnd organisational
behaviour within small businesses (Fournier anchtfapt, 1997). A lack of
clear differentiation between the various manadgjéuiactions, as described by
Goss and Jones (1992), was noticeably evidentwitie hotels studied, with
comments about HRD frequently linked into discussi@bout the general
running of the property. A corollary of this wdsat there was no distinction
made between the daily management of the hotelrenohanagement of HRD.
Hence, decisions pertaining to HRD were intertwirkedl embedded within
decisions concerning the overall running of theitess, as documented by
Grant et al (2001). As a consequence, HRD inteiwes formed an integral
part of everyday working practices and routinesr{kand McDougall, 1999)
and thereby were frequently indistinguishable frahem (Kitching and
Blackburn, 2002; Hill, 2001).

6.2.3 Influence of Key Decision-Makers on HRD

In line with the literature, the influence of kegaision-makers was found to be
the most critical issue impacting upon HRD practicéghe small firms studied
(Anderson and Boocock, 2002; Dale and Bell, 1999his influence was

manifested in a number ways, for example, in théureaof the HRD
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interventions taking place, the implementation &+ policies and plans at
ground level and in the prevailing attitude to HRthin the organisation.

Each of these issues is now discussed in turn.

As stated in Chapter Five, there was a distindiatmmy between two groups
of properties, termed best practice performers taaditionalists, in terms of
how they perceived HRD. Within the best practiegfgrmers, key decision-
makers held uncompromising views about the impedaof HRD for their
employees. They were actively involved in suppgrtiearning and its
application, were prepared to admit to their owadseand were seen to engage
in learning themselves. Importantly, these valaggudes and beliefs were not
held merely as philosophical principles. Moreouee policies were tightly
linked to business concerns (again related to tteom that HRD decisions
were taken in context and reflective of businesedseand priorities), in
relation to quality management and operational owpment. The strength of
their commitment was visible in their actions antblpshed documents, such as
policy or mission statements, posters and cust@tagidards. In other words,
these key decision-makers were champions of HRDitfSand Whittaker,
1998). Therefore, a determination to support, geaand improve practice
through HRD formed a vital part of the culture esbpractice performers.

The findings highlight the fact that while many élsthave no set accounting
structure governing their HRD expenditure (43% estathey provide OJT
instead of having a budget), this does not cormedptm apathy towards
training. On the contrary, the vast majority exgsex the view that training is
an integral, and long-term, aspect of their firngiowth and development.
This view was reflected by, and evident in, the n&nin which HRD was
managed. In the best practice performers all aessertaining to HRD were
highly integrated with, and reflective of, the neednd priorities of the
business, with HRD concerns also frequently pas#iib at the top of the
strategic agenda. Within the traditionalists grobpwever, the researcher
found considerable support for Mullins (1998) andahdr and Stafford’s
(2000) contention that within the hospitality intlys HR matters frequently

take lower priority to other issues. Moreover,réhvas significant support
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found amongst the traditionalists group for thegrothat many companies are
merely paying lip service to the importance of deamnd their development,
as argued by Guest and Baron (2000) and Davern296j.

Chapter Five highlighted the fact that gaps betwienespoused importance
attributed to HRD and the realities of HRD practiegolicy gaps — were a
distinguishing feature of the traditionalists groups documented by Lucas
(1995), Forrest (1990) and Wood (1992), the traddlists were unwittingly
and unknowingly, pursuing policies, and behaving viys, that were
hampering the development of staff. Thus, theraush support for view that
managerial behaviour may be the underlying or aise of many of the
industry’s current HR problems (Mullins, 1998; Maahbbn and Murphy,
1999), such as recruitment, turnover, absenteeistd kck of staff
commitment, as all of the traditionalists were eigrecing these problems,
whilst in direct contrast, the best practice perfers were not. There is,
therefore, unequivocal evidence for Stanworth 'st(@P992) contention that the
espoused commitment to HRD is frequently an emiatigesient, not backed up
by practice in small firms (see also Marlow, 2008ne, 1994; Loan-Clarke et
al, 1999).

In line with the work of Storey (1994), Hill andeStart (2000), Smith and
Whittaker (1998) and O’'Dwyer and Ryan (2000), tesuits of the study
indicate that the nature of the HRD interventioalsinig place in small firms
are largely determined by the career background expkriences of key
decision-makers. Of those managers who had undergmfessional training
and had experienced more formal means of HRD, thasea distinct penchant
for training and development to be a highly struetuand organised process
(Hendry et al, 1995; Lane, 1994). On the othedh#mse who had developed
their skills through an apprenticeship system @& like cited this as their
preferred modus operandi. Despite this, whatevefepence was cited, the
managers ultimately remarked that maintaining aar@d approach,
incorporating both formal and informal elements,swihe optimum way in
which to deliver HRD. A ‘happy medium’ approach svaegarded as

important on account of it enabling the firms ttane an element of flexibility.
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It was also deemed to be more congruent with thergemt manner in which

they operated.

Finally, it must be noted that there was considerafariation between the
hotels surveyed when it came to HRD, thereby gidregdence to the highly
idiosyncratic and diverse nature of small firm HRB documented by Lane
(1994), Brand and Bax (2002), Bacon et al (1998)nd»n et al (1999) and
Julien (1998). Ultimately, as observed by Hill (20, the nature of HRD in
small firms is undoubtedly unique to each particol@anisation and thus may

be described as ‘individualistic’.

6.3 Perspectives on HRD: Barriers & Benefits

In contrast to much of the literature pertainingt8D in small firms, neither

the lack of time to provide training (Marshall df 4995; Wong et al, 1997;
Marlow, 1998; Vickerstaff and Parker, 1995) nor tis& of trained employees
leaving the business (Storey, 1994; Hankinson, 18®&bott, 1994) emerged
as critical factors inhibiting training provisionithvin the hotels studied.
Indeed, issues such as difficulties in finding aggiments for staff attending
training (Vickerstaff, 1992b; Johnson and Gubbi892) and the accessibility
of external training, particularly in terms of iiscation (Beeton and Graetz,
2001), were found to be have a much greater impalkt. addition, the

researcher uncovered evidence to suggest thatidrstelvould actively

undertake more formal, external training were spgrammes and initiatives

available in their local geographical area.

In line with prior studies (Westhead and Storey96,91997; Loan-Clarke et al,
1999), the costs of providing training were fouade a significant inhibitor to
HRD provision. In this regard, however, it must &eknowledged that the
respondents perceived the financing of trainingosimexclusively in external
terms, with the resultant implication being thastsomay be considered as a
barrier to formal, external training only. Theirg of this barrier did not
appear to extend to informal OJT, which in contrasis deemed to be very

cost effective (van der Klink and Streumer, 2002).

120



The crucial link between service quality and emplyperformance as
observed by Kadampully (1999), Tracey and Nathad0Z2 and Mullins
(1998), to name but a few, was widely appreciatethk hotels in the sample.
The managers interviewed perceived the succeskeaf businesses, and by
implication training, as a direct consequence eféRktent to which customers
were satisfied with the products and services tkegived. This was reflected
by the top two benefits of HRD identified on theegtionnaire: that HRD
improves performance and enhances service standérdss also evident by
the manner in which training was evaluated, witstomer feedback cited as
the only real litmus test of assessing HRD effestess. Relatedly, the
positive HR outcomes seen to derive from HRD, irtipalar that it enhances
employee commitment, (Davies et al, 2001; Roehl &werdlow, 1999) were
also prevalent. In contrast to prior expectatiai® motivation to initiate
training was not often linked to the achievemensiubrt-term objectives or to
solve immediate work-related problems such as redipg to a specific skills
gap or the installation of new equipment (Vickeffsth992a; Hill and Stewart,
2000; Smith et al, 2002; Buick and Muthu, 1997; isaand Cannon, 1995).
Indeed, a proactive approach to the managementRid Mias widespread,
particularly within the best practice performersjthwthese properties
recognising the important link between organisatiosuccess and the long-

term development of the workforce.

6.4 Informal HRD & Tacit Knowledge
Overall, there was considerable support found fa& ¢ontention that small

firm HRD is essentially unplanned (in the convendéib sense) and
predominated by informal interventions as suggebtedurran et al (1997),
Vickerstaff and Parker (1995), Vickerstaff (1992Bpyce et al (1995), Lane
(1994) and Matlay (2002a, b), among others. Howetee author does not
share the implied view that such characteristiasespond to inferiority or

lack of sophistication. The contention that simipji in organisation and

delivery need not equate to inadequacy is echoedl dpnsiderable number of
commentators including Walton (1999), Westhead Stadey (1997), Harrison
(2000), Hill and Stewart (2000) and Hill (2001), tame but a few. On the

contrary, an informal, on-the-job approach was réga by all respondents as
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being of critical importance, with virtually everganager interviewed citing it
as the only real way through which to learn valaatlistomer service skills
(Abbott, 1994). Indeed, the prevailing approact®D in the hotels studied,
which in many cases was informal, was designed @etrtheir unique needs
and principally chosen based on the nature of tbe&kwndertaken and the
skills required. Thus, the findings support tho§évlarlow (2000), who also
contends that the use of informal OJT does not t@eamegative attitude to
HRD. Furthermore, authors such as Cannell (1996) Harrison (2000)
purport that the semi- or unskilled nature of mholspitality work necessitates
such an approach. To this end, the author comaitinswWesthead and Storey’s
(1997) view that there is no conclusive evidencestggest that informal
training is inherently inferior. Indeed, the finds were highly supportive of
Curran et al (1997) in their evaluation of the imtpace of informal, OJT for
small businesses, particularly that it can be irategl into everyday work
activities, involving little or no disruption. ASitching and Blackburn (2002)
note, that small firms provide little or no formahining does not mean that
their workforces are poorly trained or lack the rayppiate skills. On the
contrary, there was much evidence to suggest thabfarmal approach was
enabling the hotels to excel and indeed outperftireir larger competitors.
Thus, on account of the very nature of HRD in sriiatis, the related concepts
of tacit knowledge and tacit skills are centraluttderstanding and analysing
the HRD process of these businesses. The authmafahe concurs with Hill
and Stewart (2000), Hill (2002) and Anderson anddzk (2002) in this
regard.

Despite the prevalence of informality within thealrotels, it emerged that
HRD interventions for managers were almost excklgiformal and delivered
by external personnel. Thus, the findings weresstant with those of Beeton
and Graetz (2001), Marlow (2000) and Abbott (199450 report that
managerial skills are best developed through eatecourses and study.
Perhaps the most significant finding in this regasaks the fact that managers
acted as the catalysts for organisational learnmthin their respective
properties. In this way, the hotels used their age@ns to make external

training, which was seen as too general to medt thdque needs, more

122



relevant and firm specific. To this end, the authelieves that the notion of
the small firm ‘context’, as outlined by Daley ar@milton (2000), is critical
in explaining both the relative absence of fornyalih HRD and the
predominance of informality in small businesses. om@atibility and
congruence with the firm context may therefore iel o0 be a key feature of

informal HRD, with the antithesis being charactérisf formal HRD.

6.4.1 Hotel Size & HRD

It is difficult to state with any degree of certinvhether hotel size is a
significant variable in explaining company behavitmwards HRD. Many of
the statistical tests undertaken to investigater¢haionship between firm size
and HRD proved to be inconclusive due to insuffitiéata being available. A
wealth of studies demonstrate that there is aigesiélationship between firm
size and the provision of training and developm&oan-Clarke et al, 1999;
Storey and Westhead, 1997; Westhead and Storey7).199t must be
remembered, however, that the focus of these stundis been on the provision
of formal structured HRD. It is therefore vitald¢onsider this issue in context.
As discussed, formal HRD is unlikely to be foundsmall firms because it is
inherently unsuitable to the fundamental natureghef way these businesses
operate. Thus, the defining of HRD in purely fotrteams will invariably lead

to an underestimation of the training provided imall businesses.

6.5 Ancillary Issues

There were a number of other pertinent issuesngrisom the study that the

researcher deemed to be important to consider awhalysing the findings.

6.5.1 The Importance of Induction

In their study of employment conditions within sinfikms, Atkinson and

Meager (1994) found induction to be one of the ncoshmon HRD activities,
particularly in terms of the acclimatisation of netaff into the working culture
of the organisation — “our way of doing things arduhere” (ibid: 85). The
findings of the current study clearly provide futisupport for this contention.
In addition, evidence from the study suggests ihaitiction is comprised of

two distinct phases, the first of which involvesaialisation period as hitherto
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described. This is followed by a more intensianing phase, which focuses
on developing the technical competence requiredevy staff to perform their

work roles effectively.

6.5.2 Quality Employer Programme

The findings from the study indicate the Quality [dayer Programme, which
Is designed to assist hotels to adopt and maietatellent people management
standards, is not achieving its goals. A numbdradéls with the accreditation
were not adhering to the programme guidelinescatfat was borne out by
both the questionnaire and the interviews. Moreaere were no significant
differences found between those properties thateward were not QEP
accredited, indicating that the programme doesdisiinguish ‘the good from
the bad’. As a consequence, the award did notaagpebe widely valued by
hoteliers. Larger properties were more likely ®@@EP accredited, however,
this was principally as a result of an increasthensize of the hotel, in terms of
the workforce and the establishment itself. Thé&omoof the formalisation
threshold, as advanced by Atkinson and Meager (19®#ereby greater
complexity of an organisation requires a shift franformal to formal

procedures, proved to be particularly significanthis case.

6.6 Best Practice HRD in the Small Hotel

The main purpose of this part of the chapter isasider what features of the
synthesised model of best practice HRD, if any,ewmevident in the small

hotels studied, thereby assisting in the resolutbtdnthe study’s principal

research question as to the applicability and esleg of conventional best
practice HRD in a small firm context. In order ferilitate this process, a
detailed summary of the evidence of the featurethefsynthesised model of
best practice HRD found in the hotels studied esented in Figure 6.1.

On first appraisal, Figure 6.1 would appear to ssgghat the nature of small
firm HRD and its unique features mitigate agaimhst application of textbook
approaches to the activity, as argued by Smith le{2802), Kerr and
McDougall (1999) and Vickerstaff (1992b). Howeveupon closer

examination it is clear that this applies solelyti® more measurable and

124



tangible aspects of the model and, most importamibt to the philosophy
behind it. Hence, the author must disagree withvilew of Hill and Stewart
(1999) that the nature of HRD in small firms plat®sm at philosophical odds
with conventional best practice HRD theory. Undedby, many of the

features of the conventional model have time, resouand structural
implications that are more relevant and applicatdelarge organisations.
However, the author argues that the more intanggnld culturally based
features of the synthesised model are appropoadd firms, regardless of size
or sector. To this end, the author echoes theeotioh of Goss et al (1994)
that any attempt to improve the HRD practice of Isnfiams must deal

realistically and sensibly with their specific neexhd dynamics.

Certain aspects of the synthesised conventionalemaghore the unique
dynamics and features of small businesses, patlgutheir preference for
operating informally. Hence, there is a fundamlentequirement for
conventional best practice HRD theory to be broahet more embracing of
informal and tacit means of development and learnimPAs Westhead and
Storey (1996) note, theories relating to small hesses must consider their
particular concerns and recognise that they dsfgnificantly to their larger

counterparts.

Bearing in mind the above discussion, the authaces wholeheartedly with
the view of Fitz-enz (1993, 1997a,b) that best firacis some much more
fundamental, found deep inside the very fabricrofoeganisation. Thus, it is
the culture of the organisation; its values, atiési and beliefs that constitute

the true best HRD practice and not some visibleacprogram, process or

policy.
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Figure 6.1 Evidence of the Conventional Best Practe HRD Synthesised

Model in the Hotels Studied

PRINCIPLE 1: COMMITMENT
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PRINCIPLE 3: ACTION

& IMPLEMENTATION
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BEST PRACTICE HRD MODEL
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6.7 Theory Development

This penultimate section marks the presentationthef theory developed
throughout the study, which is illustrated belowFigure 6.2, ‘A Theory of
Best Practice HRD in Small Hospitality Firms’, amidgure 6.3, ‘Unseen
Drivers of HRD’. There is a dualistic aspect te timodels, in the sense that
they are both analytical and prescriptive (East&hyth et al, 1998). On one
hand, the models seek describethe HRD processes of small firms, and are
thus analytic, whilst on the other, they are boilt and directed toward a
normative state of how HRBhouldfunction in small organisations, and in this
manner are prescriptive. In particular, Figure #listrates one of the key
findings of the study: that there are distinct tdus of firms that share common
cultural traits when it comes to HRD. What grougiaen firm belongs to
(Best Practice Performers or Traditionalists) ipatelent upon the existence of
a number of unseen drivers, embedded within thesreulof the organisation
(Figure 6.3).
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Figure 6.2 A Theory of Best Practice HRD in Small ldspitality Firms

— Cultural Perspective of Best Practice HRD

Unseen [river 2 Unseen Driver & Unseen Driver ¢ Unseen Driver £

Unseen Driver 1 |
Multiple Key Decision Makers as HRD Champions
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Philosophy of
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Key Features of Small Firm HRD

1. Key decision makers (KDMs) exert greatest influenoe
approach to HRD
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and routines Conventional
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management decisions
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Nature of approach to HRD as a choice
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Figure 6.3 Unseen Drivers of Best Practice HRD

1. Multiple Key Decision Makers as HRD Champions

« Level 1 ChampionsSenior managers act gatekeepers They lead the
company and its commitment to HRD. Gatekeepershsevision, mobilise
performance and create champions at lower levels.

« Level 2 ChampionsKey personnel act asponsors They actively support
HRD and translate the vision and values of gatedee[nto concrete,
implementable plans. Frequently are catalyst®fganisational HRD. Seen
as key figures in the HRD process, acting as inteliaries between
gatekeepers and front-line employees.

« Level 3 ChampionsEmployees themselves play a key role in their own
development. This means that top-down and bottpninitiatives are
possible.

2. Shared Ownership of HRD; Collaboration in HRD Management
e There is a high level of co-operation and involvemén HRD by all
organisational members. Strategic partnershipsiRD management are
created, whereby all stakeholder interests argjiated.

3. Open Communication Climate
e Information on the business is readily accessiblelThere is active
dissemination of business-related information tetakeholders.

4. Systems Perspective
» Strong focus on how parts of the organisation aterdependent. HRD
activities are obscured within daily routines wigtarning actively occurring
as a result of the social nature of work.
* Recognition by key decision makers of the poweirifiluence of managerial
behaviour, prompting consistency in HRD policy qmdctice.

5. Key Values Embraced
e The key values of informality and tacit means @frténg are embraced by
key decision makers. Importance of tacit knowledgd skills in customer
service environment communicated to all stakehslder
e Proactive approach taken to making in-house trginitore effective and
efficient.

6.8 Conclusion

Throughout this penultimate chapter, the author dmspared and contrasted
the findings of the work to that of the extantrgtire. Primarily, the author
considered how the key features of small firms ictpaupon their HRD
practice. The influence of key decision-makerspanticular, emerged as one
of the study’s most critical, and indeed pervasfirgdings. This influence was
evident at both a strategic and an operationall lexhin the firms studied.
The management style of the establishments waomredntly informal and
flexible. However, this was a deliberately chosafue of the hotels, based
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upon an analysis of the business environment, ahd mechanism for coping
with change and complexity in the marketplace. erestingly, some of the
findings pertaining to the main barriers to HRD haiit small businesses were
in direct contrast to that of the literature, sfieally that relating to a lack of

time to undertake training and the fear of traieetployees being poached.

Akin to the informal nature of business managemsetitin the small firm was

the management of HRD. Importantly, however, imfality did not equate to
inferiority or inadequacy. On the contrary, anommhal, on-the-job approach
was regarded by all the hoteliers as being the oedl way to learn customer
service skills. Thus, the concepts of informal HR®R tacit knowledge clearly
hold the key to understanding and analysing HRBEmll organisations.

The chapter evaluated the evidence pertaining ¢oetistence of features of
conventional best practice HRD in the small hostlglied. In this regard, the
researcher concludes that a culturally based petrspeon best practice HRD,
such as that proffered by Fitz-enz (1997a, b)eihaps the most effective way
of viewing the concept. This enabled the rese&vctievelop a theory about
HRD in small hospitality firms as illustrated ingtires 6.2 and 6.3. These
models are discussed in greater detail in the gbofteahe final chapter.
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CHAPTER 7:
CONCLUSIONS & RECOMMENDATIONS

7.1 Introduction

The purpose of this final chapter is to draw togetind describe the project’s
main conclusions and recommendations and to suggest areas for further
research. In addition, the author considers thve insights that the work has
brought to the body of knowledge on small firm HRBd evaluates what the
study has accomplished in terms of theoretical prattical outcomes and

contributions.

In today’s business environment, there is perhapmanagerial task more vital
and demanding that the management of training andldpment. In the face
of heightened complexity and turbulent market cbods, building a
competitive advantage within the hospitality sectauires recognition of the
importance of human capital, especially in termsaaf investment in its
development. Moreover, given the growing economiportance of small
businesses to modern economies, significantly nattention needs to be
devoted to exploring issues of relevance and agplity of conventional
management theory in a small business contexticpkatly that pertaining to
human resource matters. Thus, in order to avadgtp between theoretical
and practical perspectives of best practice HRBh&r empirical investigation

within small firm is of paramount importance.

7.2  Main Project Conclusions

In this first section of the chapter, the principahclusions stemming from the
study are presented and discussed. Three suclusmms are advanced from
the work, with each one relating to a researchative and a corresponding set

of questions in order to facilitate interpretataomd discussion.

7.2.1 Conclusion 1
The project’s first conclusion concerns the chamastics of small firm HRD
and the reasoning behind why such businesses dithepttraining and

development approaches they do.
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HRD in small firms is highly individualistic. Interventions are principally
informal and are embedded in everyday routines andvorking practices.
However, informality in HRD management is a chosernvalue of small
firms, based on an analysis of the job and the skil required. Therefore,
informality and tacit means of training and learning are the key to
understanding HRD within small firms and thus are dso critical to
promoting HRD in these firms. Small firm HRD practice is also largely
driven by the attitudes and perspectives of key degion makers within the

business.

The study shows that HRD in small hotels matcheshhai its depiction in the
literature. Primarily, the research highlights thdividualistic nature of small
firm HRD, with the fieldwork results revealing ar=iderable diversity of
practice amongst the properties studied. Smath ##RD interventions are
predominantly informal, taking place on-the-jobdahereby form an integral
part of everyday routines and working practicesher&fore, it is helpful to
think of small hotel HRD occurring or ‘happenings gart of the holistic
process of the delivery of the actual hospitalitpduct itself. Similarly, the
management of HRD, like small firm management inegal, follows a more
emergent pattern rather than a rational, structaredl linear approach. The
prevailing management style is informal, flexibietuitive and short-term in
orientation. However, many of the properties adstibit much formality
alongside their informal approach to HRD managemiret extent/degree of
which is dependent on the needs of the particdgglh To this end, the author
must conclude that informality is a chosen valusro@ll firms rather than one
of obligation. This is particularly evident in thmse of training methods,
where the level of formality or informality adoptéxibased on an analysis of
the job itself and the skills required. On a moperational level, the study
shows that the recruitment of a new member of s$adh important trigger for
training in most small hotels. Induction trainimg) essentially a two-phase
process, involving an initial period of accultucatifollowed by a second phase
that concentrates on the imparting of technicalvkedge and skills. As
observed within Chapter Six, the researcher is lena make any firm

conclusions about firm size as a determinant of HRfactice in small
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organisations. However, the delegation of respmlityi for HRD, the
existence of separate funding for training and thaluation of HRD

effectiveness were all positively related to firimes

Undoubtedly, the most pervasive influence on srimati HRD is that of key

decision makers within the business, in particerior managerial personnel.
Small firm HRD practice is largely driven by theitaides and perspectives of
these individuals. Their career background andipus experience exerts a
profound influence on the nature of the HRD inteti@ns taking place, i.e.

formal or informal, the implementation of HRD paéis and plans and on the
prevailing attitude to HRD within the organisatiorSuch senior managers
perform a number of critical HRD roles and see tbelnes as being there
primarily to offer advice, assistance and suppwmitey personnel in their daily
role as trainers. One of the most salient findiofgghe study concerns the fact
that small business managers act as the catalystsrganisational learning,
and hence HRD, in their organisations. The paditton of managers in
external training and learning was a common ocoggeamongst the
properties studied, with these managers in tursedisnating their newly

acquired knowledge to other organisational membarsnore organic means.

Finally, of the most seminal findings of the wornéres around the concepts
of tacit knowledge and tacit skills. The resulsni the study clearly provide
substantial support for the notion that small fitRD is embedded in normal
daily working routines and events. Thus, by itsyygature, small firm HRD is
‘invisible’ or obscured. In turn, learning frequnoccurs as a result of the
interactions between organisational members amd fh@ unique relationships
that develop between co-workers, team-mates anerisup. Therefore, one
can conclude that HRD in small firms is typified &ypredominance of tacit
knowledge and skills. Tacit skills clearly repneseital strategic assets for
small businesses, particularly those in the holfgitgector. A customer
service orientation demands an emphasis on peoceptireativity and
flexibility within social situations. Staff withhe knowledge and ability to
interpret these situations, adjusting service @ion to meet customer needs

and communicating the appropriate message, willaeod the hospitality
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experience. These tacit skills therefore undoupterplain much of the high
performance and excellent results achieved by tfigae belonging to the best
practice performers group. Thus, the key conceptacit knowledge and tacit
skills, and the closely related notion of informahrning, hold the key to
researching and understanding HRD in small hosfyitatganisations. Much
of the academic community, however, does not ajgteethe importance of
tacit knowledge and the informality inherent in dnfaem HRD. Indeed,
informality is often synonymous with inferiorityThis study has shown that
such criticism and negative perceptions are cleaolyjustified. Simplicity in
organisation and delivery does not equate to inag@ggnor does it correspond
to inferiority. The very nature of the work unddan by hospitality
businesses means that the development of tacit lkdge and skills through

informal means of training and learning is critié@l long term success.

7.2.2 Conclusion 2 & Conclusion 3
The study’s other main conclusions are discussedil@aneously due to the

considerable degree of overlap between the issussol.

A major weakness of the best practice HRD knowledgease is its narrow
perspective, which derives from its tendency towarda large company
orientation focus. It fails substantially to fully encapture the informal
nature of development processes and, in particularwith regard to its

explicit ignorance of the idiosyncrasies of smalifms.

Small firms are uncomfortable with the formality and structure inherent
in conventional best practice HRD and hence shouldot be encouraged to
implement this approach as it stands. However, th@hilosophy behind
conventional theoryis relevant and applicable to firms of all sizes. Ne
developments within the field should therefore be &sed on small firm
experience and distinct from that developed with lege firms in mind.

Small firms themselves should embrace their uniquéeatures, which in
turn should provide the basis for the achievementfdoest practice status.
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The predominance of informality in the propertiasdged was not unexpected.
It does, however, highlight the difficulty of attpting to apply mainstream or
conventional best practice approaches to HRD inllsarganisations. The
results from the study give credence to the aushoohtention that small firms
rarely exhibit behaviour characteristic of bestcticee HRD in its conventional
sense because they are uncomfortable with the deginee of formality and
structure inherent in these approaches. This stamdlirect contrast to the
commonly held view that small firms frequently despa lack of interest, in or
total disregard for, both the concept and philogophbest practice.  The
origins of conventional best practice HRD lie irudies examining the
experience of large companies. Consequently, atade practitioners and
policy makers alike should resist the temptationm@ose such logic into a
small business context. Clearly, it is unrealigticencourage the smaller
business toward an ideal form of HRD as depictethenature and form of
exacting characteristics utilised as frames ofregfee within the synthesised
model (Chapter 3 Page 65).

Conventional best practice HRD theory explicitlyedeoks and ignores the
idiosyncrasies of the small firm, which in turn exeonsiderable influence and
unique pressures on the nature of HRD in thesenbsises. The softer aspects
of organisational learning and HRD are obscureddywentional best practice
HRD theory, as depicted in the synthesised motteportantly, however, the
unique nature of small firm HRD does not place ¢hdmusinesses at
philosophical odds with the concept of best practidRD. Indeed, it is
unequivocal that the more intangible and culturddgsed features of the
synthesised model, such as the shared ownersiHRDfand the presence of a
HRD champion, are applicable to all firms, regasdleof size or sector.
Therefore, conventional best practice HRD thasmelevant and applicable to
small hotels in terms of thehilosophybehind the concept. However, on a
more operational level, the synthesised model inas, resource and structural
implications more relevant to larger firms and thmay not be viable for
smaller businesses. If conventional best prad¢iR® theory was broader in

scope and more embracing of informal methods aifitrg and learning, there
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is a greater likelihood that it would be embraceg ¢mall and large

organisations alike.

At this juncture, it is interesting to note thatdahghout the whole research
process itself, as the theory evolved and incrghsimore data was gathered,
the guiding research question evolved, from noy amle of questioning the
feasibility of conventional best practice HRD thear a small firm setting, but
also to one of considering the more fundamentaieiss whether small firms
should actually strive to emulate their larger deygparts in the first place.
Accordingly, the author concludes that these fisheuld not strive to be like
larger businesses and try to embrace best pratttem®y in its conventional
format, but rather they should embrace their ownqum features, their
informality and the tacit dimension to HRD, whiahturn should provide the

basis upon which to develop and build a unique pesitice approach.

Earlier chapters have documented in detail the mgm@wonsensus among
academics that it is important to develop theorysorall firm HRD based on
actual small firm experience. Thus, any new dgwalents in best practice
HRD theory should ideally be distinct from that deped with large firms in
mind and should thus be broader in scope and nmmuleaeing of informality
and tacit means of learning. It is therefore int@or for a small firm best
practice HRD model to take into account the unidaatures of these
businesses and the influence they exert, partigulinose relating to
informality, uncertainty and key decision makersMoreover, because
formality and structure in an organisation’s givepproach to HRD are a
matter of choice for the particular firm, future dets should focus less on the
operational details involved, i.e. budgets, writf@ans, off-the-job methods.
On the contrary, the should place a greater emplmasshaping the culture of
the organisation to one that actively promotesttaming and development of
its members by placing HRD at the top of its sgate@genda. Due to a lesser
degree of formality and/or structure in planningd amplementation, best
practice HRD in a small hotel context is perhapst jless visible, with

developmental activities obscured within the infality of the firm’s
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infrastructures, routines and natural learning gsses. Hence, the nature and

value of small firm HRD may be misunderstood anplistty maligned.

Throughout the project the author has argued thatl$iotels can no longer be
considered unsophisticated practitioners of HRBe pursuit of a best practice
approach was evident among many of the propertidgsch, in turn, was
closely linked to important business outcomes. d&caics, practitioners and
policy-makers alike must therefore accept thatst peactice HRD orientation
means much more than the formalisation and raiityn@quired when a firm
reaches a certain size. In addition, it is vi@ &ll concerned to view best
practice as a continuously evolving idyllic staté/hether practices are called
exemplary, best or good, they are rarely the ulintlaat can be achieved, since
best practice is always contextual and situatioecsig. In line with the
research of Fitz-enz (1993, 1997a, b), the crilieséon to be gleaned from this
study is that, it isn’'what an organisation does, but rathehny it does it that
makes the organisation a best practice perforrtas.the beliefs that underpin

and drive the process are the true best practicerdr

7.2.3 The Quality Employer Programme

The credibility of the IHF's Quality Employer Acdaiation has been called
into question by the findings of this study. Tleetfthat such variation in
employment practices and standards within accrédipeoperties exists

suggests that the programme is not be effectivalyitored.

7.2.4 From Conclusions to Theory Development

From the outset, it is important to state thataltih none of the respondents in
the best practice performers group directly suggkettat they were pursuing a
best practice approach to HRD, such an orientatias implicit in many of the
research findings. This led the researcher to topreswvhether there was
something common to most or all of these compattias might account for
their excellent performance in HRD. Neverthelesgen within the best
practice performers group, the actual HRD practiceg undertaken were
considerably diverse, again highlighting the idioswtic nature of HRD in

small firms, and yet these properties were all Bgsiccessful. What was
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common to this group overall, however, was a nundfetey characteristics
that resulted in them adopting many of the intalegidnd culturally based
features of the synthesised best practice HRD mod#ierefore, after due
consideration, the author came to the realisatiahthere must be a number of
unseen driverdehind the more visible activities being undertalteat resulted
in these properties being best practice performdise reason why they had

gone unnoticed initially was that each hotel plagesm out in its own way.

Bearing in mind the above discussion, the authaces wholeheartedly with
the view of Fitz-enz (1993, 1997a,b), thmst practice is some much more
fundamental, found deep inside the very fabric of arganisation Thus, itis
the culture of the organisation; its values, adiés and beliefs that constitute
the true best HRD practice and not some visibleacprogram, process or
policy. The findings of the work suggest that tisisindoubtedly the most apt
perspective to adopt in relation to the concept bet practice HRD.
Therefore, to return to a fundamental question edoky the work (as
documented in Chapter 1 Page 9): empirical exangflesnall firm HRD do
not have to conform to existing normative modelsider to be accepted as
valid and true examples of best practice. The ystpobvided perfectly
legitimate examples of best practice HRD, albeitaomore informal level,
drawing on the intangible principles of the syntted model. Thus, one must
also conclude also that formality and structure inogdental to best practice
HRD. It is the culture of the organisation; thdues, attitudes and beliefs of
key decision makers, that represents the truegrastice and not the fact that

a firm formally plans and structures its trainiritpd.

The model developed by the researcher (Figure &s&@ntially illustrates the
relationship between the study’s three principatatasions. It shows how
small firm approaches to HRD (Conclusion 1) affehtsr ability to participate
in conventional best practice initiatives, theremestioning the feasibility of
such initiatives within a small firm context (Couasion 2). In turn, it also
outlines and explains what can realistically andsgdy be termed best
practice from the perspective HRD of a small hadiyt firm (Conclusion 3).

Ultimately, however, the model both emphasises ahbcates the cultural
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perspective of best practice as the optimum waywpgdlying best practice

principles.

7.3 Recommendations

A number of policy recommendations have evolvediftbe discussion of the

key conclusions presented in this chapter.

Primarily, if academics, practitioners and policyakars want to facilitate
greater learning within small firms, it is the aaenhancing the effectiveness
and efficiency of in-house training which is likely be most effective. How
this might be achieved centres around making bestipe HRD programmes
and schemes more attractive and user-friendly &ldmsinesses; in particular
by enabling training activities to be incorporatgithin the normal operation
of the firm. It is vital for organisations such @&RT, the IHF and the Irish
Hotels and Catering Institute (IHCI) to work coogterely with hoteliers in the

design of future training initiatives.

The model, ‘A Theory of Best Practice HRD in SmHibspitality Firms’,

ultimately allows for an assessment of the relegaaad applicability of

theories of conventional best practice HRD in alkfiten context. The model
could therefore enable agencies such as Failtankdednd the IHF to identify
those small firms most likely to participate in bpeactice HRD initiatives and
thus help tailor programme delivery and tools temeique small firm needs.
In turn, the research may encourage other proviaedsorganisers of HRD to
give due recognition to learning gained in informsattings and to find better

ways of incorporating it into their programmes.

Given the situation concerning the Quality Employerogramme, the
researcher recommends that the IHF undertake arebtmmsive review of the
standard. In particular, it is advised that thereditation process should be
more stringent, with stricter criteria set downarder to achieve the award.
The IHF should also endeavour to ensure that extetandards are being

upheld subsequent to a hotel receiving the award.
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74 The Conduct of Small Business Research: Methodolagil

Implications
From the outset, it was anticipated that the studuld generate new insights

on how to conduct research within small organisetio The challenges
inherent in this type of research, particularly tthed gaining access to
informants, have been documented in Chapter Follie study suggests a
practical and effective way to interact with snfains. Management of the
fieldwork has shown how large numbers of diversesinmesses can be
investigated, analysed and described within a Mlexi yet consistent
framework. Indeed, allowing for flexibility anddividualism proved to be an
important aspect of conducting research in smatleo The methodological
strategy adopted has also proven to be particukdfctive in the forging of
links between academia and industry. Contrary tochm academic
commentary, the small hotels investigated were bgtilable and enthusiastic

to discuss their experiences of training and depraknt.

On account of the dearth of literature about redeag the concept of HRD in
small firms, it was also anticipated that discussiocof the researcher’'s
experiences in this regard would make a vital dbuation to that particular
body of knowledge. To this end, one of the keysagss of the work is that it
is important for those planning to undertake resean HRD in small firms to
adopt a broad perspective of the concept and néadas purely on formal,
course-driven, off-the-job training activities. aPing such restrictions on
definitions of HRD may result in the exclusion betmost critical element of
small firm HRD; the more informal means of trainiagd learning so prevalent
amongst these businesses, thereby seriously utideatsg levels. However,
the findings of the work also illustrate that sntadkeliers themselves also tend
to view HRD in narrow, course-based, off-the-jobnte and do not always
recognise the range and value of the activitiesettalen within their own
organisations. It is unequivocal, therefore, thaten a broader, more
embracing definition is adopted, the assessmeRRI activity in small firms
reveals a very different picture to that descrilisd previous scholars and
commentators, in that levels of HRD are reportedéaoconsiderably higher

than hitherto recognised. Nevertheless, the isteraf researchers may well be

141



best served by focusing primarily on training andvelopment as the
barometer of learning and HRD activity in smalhfs, as this constitutes the

most visible component of HRD in these organisation

7.5 Areas for Further Research

Undoubtedly, the most significant theoretical ombeoof the research are the
models, ‘A Theory of Best Practice HRD in Small Hiality Firms’ and
‘Unseen Drivers of Best Practice HRD'. In turne tstudy makes a substantial
contribution to the theory of best practice HRDgeneral, and to HRD in
small firms in particular. Importantly, the modgtelf also provides a
framework for the conduct of further empirical rassh into the training and
development practices of small businesses. Fumkiestigation would be best

served by concentrating on a number of key areas.

Primarily, the model could be used as the basiex@toring in greater detail
the importance of tacit knowledge and tacit skitlarticularly from a service
industry perspective. Examining the influencela& €conomic sector in which

a small firm operates on HRD practice would thus lveorthwhile endeavour.

Another salient theme emerging from the study corxcéhe context for small
firm HRD, which is important, both in terms of carading HRD research and
understanding the HRD processes in these firmsis fHhates to the organic
nature of HRD in small businesses, as demonstiatede fieldwork, whereby
HRD interventions form a central part of everydautmes and working
practices and are thus intertwined with the ovematining of the business.
Similarly, other researchers might also like toisgwhe theme of managers as
catalysts for organisational learning and HRD, wbgr general, formally
acquired information and knowledge is rendered nageessible, relevant and

firm-specific by these individuals who disseminiatga more informal means.

Hoque (2000) observes that inevitably, as in intesst there will be examples
of poor people management practice. Despite liloever, he states that it is
time researchers stopped highlighting examplesbaid ‘ management’ and

branding the hotel industry as under-developed ackWward, and began
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identifying approaches to hotel management capalblegenerating high
performance. Continuing, he maintains that if aeskeers can indeed identify
examples of performance-enhancing best practicecouweage their
dissemination and assist in their implementatibmytwill be a position to
make a far greater contribution towards the acmmre of competitive success
within the industry. Thus, rather than trying tmpose conventional best
practice HRD logic on a small firm context, thelarthas evolved a specific
theory about the necessary conditions to suppatiter than to counteract, the
benefits of smallness. The increasingly centréé payed by small service
firms in the economy mandates that other reseaschise to meet this

challenge.
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APPENDIX 1. FRAMEWORK OF THE STUDY

v

PRIMARY PHASE:
Background, Conceptual
Development, Research
Design & Methodology

TERTIARY PHASE:
Conclusions,
Outcomes,
Contributions &
Recommendations

SECONDARY PHASE:
Fieldwork: Data
Collection, Data
Analysis & Results

PHASE 1.
Background to the
Study; Review of
Literature & Key
Variables;
Research Design &
Methodology

PHASE 3:

Conclusions &
Recommendations;

Critique of
Outcomesé&
Contributions

CHAPTER 7 -
SUB-PHASE A:
In-depth inferences
& project o
conclusions; review
of outcomes against
objectives
SUB-PHASE B:
Review of
contributions to
existing knowledge;
policy implications;
areas for further

PHASE 2:
Questionnaire;

research

A

3

Interviews;
Triangulation of
Data

CHAPTER 6 - SUB-PHASE B:

CHAPTER 5 - SUB-PHASE A:
Introduction & context

A

y

Analysis & interpretation of findings from Sul
Phase A in context of existing body of knowledge]

to questionnaire &
interviews; description of findings & results

a

\ 4

CHAPTER 4 - SUB-PHASE D:

Description & evaluation of data collection & arsly strategy
CHAPTER 3 - SUB-PHASE C:

What is currently known about the research problexpjoration of key
variables

CHAPTER 2 - SUB-PHASE B:

Introduction to the theoretical context; how coustrof HRD was
operationalised in the study

CHAPTER 1 - SUB-PHASE A:

Research context; discussion of research proble@iprm& minor
research questions; aims & objectives
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APPENDIX 2:

THE INVESTORS IN PEOPLE STANDARD

Principles Indicators

1. The organisation is committed to
supporting the development of its

Commitment: An Investor in People is fully people. _
committed to developing its people in order 2. People are encouraged to improve
to achieve its aims and objectives. their own performance.

3. People believe their contribution to
the organisation is recognised.

4. The organisation is committed to
ensuring equality of opportunity in
the development of its people.

5. The organisation has a plan with

clear aims and objectives which are

understood by everyone.

The development of people is in ling¢

with the organisation’s aims and

objectives.

7. People understand how they
contribute to achieving the
organisation’s aims and objectives.

=

Planning: An Investor in People is clea
about its aims and objectives and what|its g
people need to do to achieve them.

Action: An Investor in People develops its 8. Managers are effective in supporting

people effectively in order to improve its the development of people.
performance. 9. People learn and develop effectively

10. The development of people improves
the performance of the organisatior,
teams and individuals.

n 11, People understand the impact of th
development of people on the
performance of the organisation,
teams and individuals.

12. The organisation gets better at
developing people.

Evaluation: An Investor in People
understands the impact of its investment
people on its performance.

1%

Source: IIP UK (2003a: 6-7)

179



APPENDIX 3:

BRITISH HOSPITALITY ASSOCIATION
EXCELLENCE THROUGH PEOPLE:
TEN POINT CODE TO GOOD EMPLOYMENT PRACTICE

The heart of Excellence Through People is the eyepls implementation of a ten-
point code of Good Employment Practice. It comraitgployers to:

Recruit and Select with Care (to promote a positimeage and attract quality staff)

1. Equal Opportunities
2. Recruitment

A good employer attracts, selects and employs tyustiff, whether full-time or part-
time or casual, who are legally entitled to workhe UK.

Offer a Competitive Employment Package (to ensurattstaff know what to expect
and are well cared for)

3. Contract of Employment
4. Health and Safety

A good employer ensures that staff are fully awamewriting, of their terms and
conditions of employment and provides a healthysafd environment for them.

Develop Skills and Performance (to enhance standaod customer service and
productivity)

5. Job Design
6. Training and Development

A good employer constantly seeks to improve pradifigt business efficiency and
customer service by improving staff competence,ivatibn, effectiveness and job
satisfaction.

Communicate Effectively (to ensure that the busieesnd its staff are working
towards the same goals)

7. Communications
8. Grievances and Discipline

A good employer ensures that staff know what iseetgd of them, keeps them
informed of performance and has arrangements falirde with discipline and
grievances.

Recognise and Reward (to retain highly motivated aff)

9. Performance Review
10. Rewards and Recognition

A good employer takes steps to keep and motivadditgistaff by rewarding them
equitably by means of a well understood remunengiaxkage.

Source: BHA (2001: 5)
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APPENDIX 4:

RESEARCH FINDINGS
TABLES 1 -45
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Table 1. Policy for Human Resource Development

‘What best describes the overall policy of yourehtd training and learning?’

Frequency Percent
No training has been undertaken by the hotel ianec 3 o8
years '
Training tends to be a last resort; we generalbycav
. : 3 2.8
having to train staff
We undertake training as and when necessary but do
; 55 50.5
have a policy
We take a positive and systematic approach toitigin
- F 4 . 35 32.1
though this is not set out in written form
We have a written training policy which ensureg tha
- 13 11.9
necessary training takes place
TOTAL 109 100.0

Note: N=109; 1=missing

Table 2. Relationship of HRD to Corporate Plan

‘How would you best describe the relationship betwthe training and development plan and

overall plan for your hotel?’

Frequency Percent

No relationship 0 0.0
Some consideration of training and development sieed 3 9.1
during planning process '
Assists development and implementation of business 11 333
plans )
Significant input into business planning process 3 9.1
Training and development as central to businesmpig

16 48.5
and success
TOTAL 33 100.0
Note: N=33

Table 3. Responsibility for HRD

‘Who has principal responsibility for training amvelopment in your hotel?’

Frequency Percent
Proprietor / Owner-manager 29 26.6
General / Senior Manager 36 33.0
Heads of Department 23 21.1
Combination of people 15 13.8
Supervisors 3 2.8
Personnel/HR manager 3 2.8
TOTAL 109 100.0

Note: N=109; 1=missing
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Table 4. Reasons for not having a Dedicated Budgftr HRD

‘Please indicate your reasons for not having anmg budget’

Frequency Percent
No need for budget at present 12 10.9
No separate budget — part of overall budget 34 90.9
Can’t afford it 8 7.3
On-the-job in-house training provided instead 47 742

Note: column does not sum to 100% due to multipgponse

Table 5. Methods used to Identify HRD Needs

‘How do you determine the areas in which trainimglalevelopment are needed?’

Frequency Percent
Informal feedback from managers and staff 78 70.9
Customer feedback 55 50.0
Staff requests 34 30.9
Performance appraisal process 32 29.1
HRD assessments 18 16.4
Interviews 5 4.5
Questionnaires 1 0.9
Other 5 4.5
Note: column does not sum to 100% due to multipgponse
Table 6. Format of Induction
‘What format does induction take?’
Frequency Percent
On-the-job induction 67 60.9
Formal course off the job, e.g. videos, preseniatio 8 7.3
Shadowing another employee 40 36.4
Employee handbook, written information about theeho 37 33.6
Other 2 1.8

Note: column does not sum to 100% due to multipgponse
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Table 7. Multiskilling Policy

‘Please indicate how staff learn the necessarysstdl perform a variety of tasks in various

departments’
Frequency Percent

Deliberate policy of cross-functional training (pheed in

23 20.9
advance, structured)
Deliberate policy of on-the-job cross functionalitring

34 30.9
(not pre-planned, unstructured)
Assisting in particular areas during peak times 59 53.6
Covering for absent staff 24 21.8

Note: column does not sum to 100% due to multipgponse

Table 8. Location of Training

‘How would you best describe the type of trainingvded for staff by your hotel?’

Frequency Percent
Outside the workplace, e.g. workshops, seminars, 9 8.9
classroom sessions )
Activities which improve skills & knowledge but cmt
o 6 5.9
lead to formal accreditation
In-house trainer providing job-related course 20 .819
Training that is unstructured and easily adaptay, e
) : 66 65.3
shadowing a co-worker or supervisor
TOTAL 101 100.0
Note: N=101; 9=missing
Table 9. Trainer Status
‘Who mainly carries out training in your hotel?’
Frequency Percent
Internal trainers / staff within the hotel 67 63.2
Private agencies 5 4.7
External trainers, e.g. CERT, FAS 3 2.8
Combination of internal and external trainers 31 .229
TOTAL 106 100.0

Note: N=106; 4=missing
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Table 10. Criteria used to Evaluate HRD Effectivengs
‘What are the main criteria used to evaluate tHfe@fveness of training and development in ygur
hotel?’

Frequency Percent
Informal feedback from managers 35 31.8
Informal feedback from staff 43 39.1
Feedback from customers 36 32.7
Meeting objectives set out in training plan 9 8.2
Questionnaires post-training event 2 1.8
Interviews with managers/staff post training 5 4.5
Likelihood of internal promaotion increased 5 4.5
Observing employees in their work activities 45 A0.
Performance review process 12 10.9
Note: column does not sum to 100% due to multipgponse

Table 11. Attitude to HRD

‘How would you best describe your hotel's attitimi¢raining and development?’

Frequency Percent

HRD is a major business activity, something an

oo 38 35.8
organisation must do to succeed
gcf\i,r?gls a value-added activity, something that istivo 54 50.9
HRD is an optional activity, something that is nicelo 12 11.3
HRD is a waste of business resources, somethindésa

> : 2 1.9

costs exceeding the benefits
TOTAL 106 100.0

N=106; 4=missing
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Table 12. Benefits of HRD

‘Please identify the top three main benefits oinireg and development for your hotel’

% reporting as
Frequency Percent most important
reason
Improves performance 76 69.1 38.2
Increases service quality & standafds 75 68.2 41.3
Enhances worker commitment 43 39.1 30.2
Decreases turnover 26 23.6 3.8
Raises workforce skills 21 19.1 23.8
Increases labour productivity 17 15.5 23.5
Complies with legal regulations 17 15.5 17.6
Facilitates the introduction of new 13 118 15.4
products and services
Solves work problems 12 10.9 8.3
Effective way to reward staff 11 10.0 9.1
Facilitates the introduction of new
) 0.9 0.0
equipment/software
No benefits 0.9 0.0

Note: columns do not sum to 100% due to multiptpoase

Table 13. Barriers to HRD

‘Please identify the top three main barriers toitiag and development in your hotel’

% reporting as
Frequency Percent most significant

barrier
Problems finding replacements for
staff attending training o4 49.1 21.8
Costs of providing HRD 51 46.4 51.0
Inconvenient location of external 35 318 o5 7
courses
Lack of skilled internal staff 29 26.4 20.7
Fear that t_ramed staff will be poached 18 16.4 56
by competitors
Lack of staff interest 13 11.8 23.1
Lack of |r]f0rmat|0n about training 12 10.9 16.7
opportunities
Inconvenient timing of external
courses 12 10.9 25.0
Benefits hard to measure 8 7.3 12.5
Lack of space to provide HRD 4 3.6 25.0
Other barriers 9 8.2 55.6
Absenteeism 2 1.8 0.0
Lack of suitable equipment 1 0.9 0.0
No barriers 12 10.9 0.0

Note: columns do not sum to 100% due to multiptpoase
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Freq < 25 roomg Freq > 25 rooms
% %
No HRD in recent years or HRD as a 4 75 2 36
last resort
Undertake HRD as and when necessgry 27 50]9 50.0
Positive and systematic approach to
HRD or written HRD policy 22 415 26 464
TOTAL 53 100.0 56 100.0
Note: N=109; 1=missing
Table 15. Workforce Size and HRD Policy
Freq < 50 staff Freq > 50 staff
% %
No HRD in recent years or HRD as a 6 8.8 0 0.0
last resort
Undertake HRD as and when necessgry 34 50]0 51.]
Positive and systematic approach to
HRD or written HRD policy 28 412 19 439
TOTAL 68 100.0 39 100.0
Note: N=107; 3=missing

Table 16. Accommodation Capacity and HRD Plan

Frequency < 25 rooms % Frequency > 25 rooms %
Yes 12 23.5 19 34.5
No 39 76.5 36 65.5
TOTAL 51 100.0 55 100.0

Note: N=106; 4=missing

Table 17. Workforce Size and HRD Plan

Frequency < 50 staff % Frequency > 50 staff %
Yes 17 25.4 14 37.8
No 50 74.6 23 62.2
TOTAL 67 100.0 37 100.0

Note: N=104; 6=missing
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Table 18.

Accommodation Capacity and Responsibilitjor HRD

Frequency < 25 rooms % Frequency > 25 rooms %
Most senior mgr 38 71.7 27 48.2
Heads of Dept 6 11.3 17 30.4
Combination 9 17.0 6 10.7
Supervisors 0 0.0 3 5.4
P/HR manager 0 0.0 3 5.4
TOTAL 53 100.0 56 100.0

Note: N=109; 1=missing

Table 19. Workforce Size and Responsibility for HRD

Frequency < 50 staff % Frequency > 50 staff %
Most senior mgr 47 69.1 16 41.0
Heads of Dept 11 16.2 12 30.8
Combination 7 10.3 8 20.5
Supervisors 2 2.9 1 2.6
P/HR manager 1 1.5 2 5.1
TOTAL 68 100.0 39 100.0

Note: N=107; 3=missing

Table 20. Accommodation Capacity and Dedicated Fundg for HRD

Frequency < 25 rooms % Frequency > 25 rooms %
Yes 16 30.2 29 51.8
No 37 69.8 27 48.2
TOTAL 53 100.0 56 100.0

Note: N=109; 1=missing

Table 21. Accommodation Capacity and Dedicated Fundg for HRD

Frequency < 50 staff % Frequency > 50 staff %
Yes 21 30.9 23 59.0
No 47 69.1 16 41.0
TOTAL 68 100.0 39 100.0

Note: N=107; 3=missing
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Table 22. Accommodation Capacity & Methods used ttentify HRD Needs
Frequency < 25 rooms % Frequency > 25 rooms %

Informal

feedback 36 67.9 42 75.0

Customer

feedback 28 52.8 27 50.5

Staff requests 12 22.6 22 39.3

Performance | 12 22.6 20 35.7

appraisal proces

HRD 7 13.2 11 19.6

assessments

Interviews 1 109 4 7.1

Questionnaires 1 1.8

Other 2 3.8 3 5.4

Note: columns do not sum to 100% due to multiptpoase. N=109; 1=missing.

Table 23. Workforce Size & Methods used to IdentifHRD Needs

Frequency < 50 staff % Frequency > 50 staff %
Informal
feedback 42 61.8 35 89.7
Customer
feedback 34 50.0 21 53.8
Staff requests 18 26.5 16 41.0
Performance | 22 32.4 9 23.1
appraisal proces
HRD 9 13.2 8 20.5
assessments
Interviews 1 1.5 4 10.3
Questionnaires 1 1.5
Other 4 5.9 1 2.6

Note: columns do not sum to 100% due to multipfpoase. N=107; 3=missing.

Table 24. Hotel Size and Trainer Status

Frequency < 25 rooms % Frequency > 25 rooms %
Internal trainers 37 69.8 30 54.5
Ex_ternal tralners 6 113 4 73
[private/public]
Combination 10 18.9 21 38.2
TOTAL 53 100.0 55 100.0

Note: N=108; 2=missing
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Frequency < 50 staff % Frequency > 50 staff %
Internal trainers 47 70.1 19 48.7
Exfcernal tralr_1ers 7 10.4 3 77
[private/public]
Combination 13 19.4 17 43.6
TOTAL 67 100.0 39 100.0

Note: N=106; 4=missing

Table 26. Accommodation Capacity and Location of Taining

Frequency < 25 rooms % Frequency > 25 rooms %
External training 8 12.9 7 18.9
Internal training 54 87.1 30 81.1
TOTAL 62 100.0 37 100.0

Note: N=99; 11=missing

Table 27. Workforce Size and Location of Training

Frequency < 50 staff % Frequency > 50 staff %
External training 8 16.7 7 13.2
Internal training 40 83.3 46 86.8
TOTAL 48 100.0 53 100.0

Note: N=101; 9=missing

Table 28. Accommodation Capacity & Criteria used tdEvaluate HRD

Effectiveness

Frequency < 25 rooms % Frequency > 25 rooms %
Informal
feedback mgrs 12 22.6 23 41.1
Informal
feedback staff 24 45.3 19 33.9
Customer f'bck 16 30.2 20 35.7
Meeting 4 75 5 8.9
objectives
Questionnaires 2 3.6
Interviews 3 5.7 2 3.6
Internal 1 1.9 4 7.1
promaotion
Observing
employees 22 41.5 23 41.1
Performance 1 19 11 196

review process

Note: columns do not sum to 100% due to multiptpoase. N=107; 3=missing.
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Table 29. Accommodation Capacity & Criteria used tcEvaluate HRD
Effectiveness
Frequency < 50 staff % Frequency > 50 staff %

Informal
feedback mgrs 15 22.1 20 51.3
Informal
feedback staff 27 39.7 16 41.0
Customer f'bck 20 29.4 16 41.0
Meeting 3 4.4 6 15.4
objectives
Questionnaires 1 1.5 1 2.6
Interviews 3 4.4 2 5.1
Internal 3 4.4 2 5.1
promation
Observing 24 35.3 21 53.8
employees
Performance 8 11.8 4 10.3
review process

Note: columns do not sum to 100% due to multipfpoase. N=107; 3=missing.

Table 30. Accommodation Capacity and Attitude to H®

. Frequency < 25 rooms % Frequency > 25 rooms %
Xcij:ioer({iv;:l::\?i_ty 45 88.2 47 85.5
f\)/\'“/’ggt”ea' activity 6 11.8 8 14.5
TOTAL 51 100.0 55 100.0

Note: N=106; 4=missing

Table 31. Workforce Size and Attitude to HRD

. Frequency < 50 staff % Frequency > 50 staff %
Xcij:ioer({iv;:l::\?i_ty 54 83.1 37 94.9
f\)/\'“/’ggt”ea' activity 11 16.9 2 5.1
TOTAL 65 100.0 39 100.0

Note: N=104; 6=missing
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Table 32. Accommodation Capacity and Benefits of HR
Fre < 25 rooms Fre > 25 rooms
q % q %
Improves performance 39 73.6 37 66.1
Increases service quality & standards 38 7.y 37 .1 66
Enhances worker commitment 27 50.9 16 28.p
Decreases turnover 11 20.8 15 26.8
Raises workforce skills 6 11.3 15 26.8
Increases labour productivity 7 13.2 10 17.9
Complies with legal regulations 7 13.2 10 17.9
Facilitates the mtrpductlon of new 5 9.4 8 143
products and services
Solves work problems 6 11.3 6 10.7
Effective way to reward staff 6 11.3 5 8.9
Fac!htates the introduction of new 0 0.0 1 18
equipment/software
No benefits 0 0.0 1 1.8
Note: columns do not sum to 100% due to multipfpoase. N=109; 1=missing.
Table 33. Workforce Size and Benefits of HRD
Fre < 50 staff Fre > 50 staff
q % q %

Improves performance 46 67.6 28 71.9
Increases service quality & standards 45 66.p 29 A 74
Enhances worker commitment 30 44.1 11 28.p
Decreases turnover 16 23.5 10 25.4
Raises workforce skills 12 17.6 9 23.1]
Increases labour productivity 8 11.8 9 23.1
Complies with legal regulations 12 17.6 5 12.4
Facilitates the mtrpductlon of new 6 8.8 6 15.4
products and services
Solves work problems 8 11.8 4 10.3
Effective way to reward staff 6 8.8 5 12.8
Fac!lltates the introduction of new 0 0.0 1 26
equipment/software
No benefits 1 1.5 0 0.0
Note: columns do not sum to 100% due to multiptpoase. N=107; 3=missing.
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Table 34. Accommodation Capacity and Barriers to H®

Freq < 25 rooms Freq > 25 rooms
% %
Problems finding replacements 24 45.3 30 53.6
Costs of providing HRD 24 45.3 27 48.2
Inconvenient location of external 16 30.2 19 339
courses
Lack of skilled internal staff 14 26.4 15 26.8
Fear of poaching 7 13.2 11 19.6
Lack of staff interest 8 15.1 5 8.9
Lack of |r]f0rmat|0n about training 5 9.4 7 125
opportunities
Inconvenient timing of external course 5 9.4 7 512,
Benefits hard to measure 4 7.5 4 7.1
Lack of space to provide HRD 3 5.7 1 1.8
Other barriers 3 5.7 6 10.7
Absenteeism 1 1.9 1 1.8
Lack of suitable equipment 1 1.5 0 0.0
No barriers 8 15.1 4 7.1
Note: columns do not sum to 100% due to multipfpoase. N=109; 1=missing.
Table 35. Workforce Size and Barriers to HRD
Freq < 50 staff Freq > 50 staff
% %
Problems finding replacements 29 42.6 24 61.
Costs of providing HRD 30 44.1 20 51.3
Inconvenient location of external 19 279 15 385
courses
Lack of skilled internal staff 15 22.1 14 35.9
Fear of poaching 12 17.6 6 15.4
Lack of staff interest 10 14.7 3 7.7
Lack of |r]format|0n about training 10 14.7 > 51
opportunities
Inconvenient timing of external courses 7 10.9 5 .812
Benefits hard to measure 3 4.4 5 12.8
Lack of space to provide HRD 4 5.9 0 0.0
Other barriers 5 7.4 4 10.3
Absenteeism 1 15 1 2.6
Lack of suitable equipment 1 1.5 0 0.0
No barriers 9 13.2 2 5.1

Note: columns do not sum to 100% due to multipfpoase. N=107; 3 missing.
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Table 36. Accommodation Capacity and QEP Membership
Fre <25 rooms Fre >25 rooms
q % q %
QEP Member 22 44.0 32 59.3
Non-QEP Member 28 56.0 22 40.7
TOTAL 50 100.0 54 100.0
Note: N=104; 6=missing
Table 37. Workforce Size and QEP Membership
Fre <50 staff Fre >50 staff
q % q %
QEP Member 26 41.3 26 66.7
Non-QEP Member 37 58.7 13 33.3
TOTAL 63 100.0 39 100.0
Note: N=102; 8=missing
Table 38. QEP Membership and HRD Policy
Freq QEP % Freq NonO—/OQEP
No HRD in recent years or HRD as a last 0 0.0 6 12.0
resort
Undertake HRD as and when necessary 24 48 26 52|0
Po_smve and systematic approach to HRD oy o8 519 18 36.0
written HRD policy
TOTAL 54 100.0 50 100.0
Note: N=104; 6=missing
Table 39. QEP Membership and Responsibility for HRD

Freq QEP % Freq Non—O/QOEP
Most senior person 31 57.4 30 60.0
Heads of Department 8 14.8 15 30J0
Combination of people 11 20.4 3 6.0
Supervisors 1 1.9 2 4.0
Personnel/HR manager 3 5.6 0 0] 0]
TOTAL 54 100.0 50 100.0
Note: N=104; 6=missing
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Table 40. QEP Membership and Separate Budget for HR

Freq QEP % Freq Non-(%/liP
Yes 8 14.8 3 6.3
No 46 85.2 45 93.8
TOTAL 54 100.0 48 100.0
Note: N=102; 8=missing

Table 41. QEP Membership and Trainer Status

Freq QEP % Freq Non—(%/liP
Internal trainers 29 53.7 33 67.]
External trainers [private/public] 4 7.4 6 12.p
Combination 21 38.9 10 20.4
TOTAL 54 100.0 49 100.0
Note: N=103; 7=missing

Table 42. QEP Membership and Location of Training

Freq QEP % Freq Non—(%/liP
Outside the workplace 7 13.5 2 4.4
Activities which improve s!<|II§ & 5 38 4 8.9
knowledge, formal accreditation
In-house trainer providing job-related 14 26.9 5 111
course
Training that is unstructured and easil 29 558 34 756
adapted
TOTAL 52 100.0 45 100.0
Note: N=97; 13 missing

Table 43. QEP Membership and Attitude to HRD

Freq QEP % Freq Non—OQ/OEP
Major/Value-Added Activity 48 90.6 41 83.7
Optional Activity/Waste of Resources 5 9.4 8 16.3
TOTAL 53 100.0 49 100.0
Note: N=102; 8=missing
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Table 44. QEP Membership and Benefits of HRD

Freq QEP % Freq Non—OQ/OEP
Improves performance 41 75.9 32 64.0
Increases service quality & standards 42 77.8 30 .0 60
Enhances worker commitment 21 38.9 20 40.0
Decreases turnover 11 20.4 12 24.0
Raises workforce skills 12 22.2 9 18.0
Increases labour productivity 10 18.5 7 14.0
Complies with legal regulations 5 9.3 11 22.0
Facilitates the mtrpductlon of new 6 11.1 7 14.0
products and services
Solves work problems 7 13.0 4 8.0
Effective way to reward staff 7 13.0 4 8.0
Fac!htates the introduction of new 0 0.0 1 20
equipment/software
No benefits 0 0.0 1 2.0
Note: columns do not sum to 100% due to multiptpoase. N=104; 6=missing.

Table 45. QEP Membership and Barriers to HRD

Freq QEP % Freq Non—OQ/OEP
Problems finding replacements 31 57.4 21 42.0
Costs of providing HRD 27 50.0 22 44.0
Inconvenient location of external 16 20.6 18 36.0
courses
Lack of skilled internal staff 13 24.1 15 30.0
Fear of poaching 9 16.7 7 14.0
Lack of staff interest 3 5.6 10 20.0
Lack of |r_1f_ormat|0n about training 5 93 7 14.0
opportunities
Inconvenient timing of external course 7 13.0 5 .010
Benefits hard to measure 5 9.3 3 6.0
Lack of space to provide HRD 1 1.9 3 6.0
Other barriers 8 14.8 1 2.0
Absenteeism 1 1.9 1 2.0
Lack of suitable equipment 1 1.9 0 0.0
No barriers 7 13.0 4 8.0

Note: columns do not sum to 100% due to multiptpoase. N=104; 6=missing.
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APPENDIX 5:

COPY OF POSTAL QUESTIONNAIRE

COPY OF COVER LETTER

COPY OF THANK YOU LETTERS
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COVER LETTER

«Title» «FirstName» «LastName»
«Company»

«Addressl»

«Address2»

«Address3»

«County»

Date
Dear «Title» «LastName»,

| am a postgraduate student of the Dublin Instiaft€éechnology (DIT) School
Hospitality Management and Tourism. As part of stydies, | anundertaking
two-year research project focusing on the training @edelopment practices
small independent Irish hotels. The purpose ofdthely is to determine b
practice training and development for small prapsstas distinct from th
pradised by larger hotels, and to develop a set ahitrg and developme
benchmarks (standards of excellence), specifichbigned for small properties
strive towards.

The principal benefit to be gained for your hotgldompleting and returning t
questionnaire is the unique opportunity to receiveopy of the survey’s resu
which will include a summary of industry best prees for training ar
development, specific to small hotels. These tssghn be obtained
completing the section at the end of the questimari8ection 3.

| would be very grateful if you would participate this project by completing t
enclosed questionnaire and returning it to me at yarliest convenience. T
Irish Hotels Federation (IHF) and the Irish Hoand Catering Institute (IHC
have endorsed the questionnaire and the researshported by them. T
questionnaire should only take about 20 minutecdmplete. A replyaic
envelope is provided for your convenience.

| would very much appreciate your operation in this survey. If you have
queries, or require any further information, pledsenot hesitate to contact me
the following phone numbers: (01) 8146068 or 0832409, or my superviso
Ms. Geraldine Gorham and Mr. Peter Grifih (01) 4023000, or alternatively
email: ciara.nolan@dit.iegeraldine.gorham@dit ;i@eter.griffin@dit. ie

Yours sincerely,

Ciara Nolan.
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THANK YOU LETTERS

Thank You Letter 1 (Results only)

Date
Dear X,

I would like to express my sincere thanks for yparticipation in my survey (
training and development in small Irish hotels. e Tihformation provided by yc
has made an invaluablertribution to this research project. | will formdsa cop
of the results to you upon completion of the study.

Thanking you again,

Yours sincerely,

Ciara Nolan.

Thank You Letter 2 (Results & Follow-up)

Date
Dear X,

I would like to express my sincere thanks for your partiagpain my survey o
training and development in small Irish hotels. e Tihformation provided by yc
has made an invaluable contribution to this researoject. | will contact yc
shortly with a view to arranging a possible follayw- interview at yot
convenience.

Looking forward to speaking with you soon,

Yours sincerely,

Ciara Nolan
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APPENDIX 6:
INTERVIEW TOPIC GUIDE

Best Practice HRD for Small Hotels:
Interview Topic Guide

. Establishing a Profile of Your Hotel

Brief discussion about the principal activitiestbé hotel — products and services on offer;
target markets/sources of business; awards; $tdiftime/part-time)

Where do you see the hotel going over the nextyflears? Any desire to expand the business
or do they feel they have an advantage being sniilpary focus — growth, stability, or
survival?

Main challenges to successful management in thel hatustry — Human resource challenges
in particular — staff shortages, skill shortagesnover, and recruitment problems — in what
departments in particular — why do they believes¢hehallenges exist? What are they doing in
an effort to deal with and overcome these challsfddéow do they ensure they have the skills
to perform jobs effectively — buy-in or develophouse? Why?

. Business Planning

What form does your business-planning take — foramébrmal, written, unwritten? Why it
takes that form. Areas emphasised in the planrketiag, financial, HR etc.

Role of training and development in business plagni Are HR issues considered when
planning?

. Training and Development

What activities you consider to come under the mepdf ‘training and development’
Policies, plans and objectives for training andadegment — what exists and why they have
particular policy? Why plan/no plan? Do they sgeobves either formally or informally in
their own mind? Why particular way? How are thegkcpes, plans and objectives
communicated to other managers and staff? Dohltheg individual training records?

How are the training and development needs of detfrmined — methods. Frequency of it.

Evaluation of training and development — how idahe, perceived importance, who does it?
What action is taken if evaluation indicates th&Hneeds have not been met?

What prompts you to train — triggers for training?
What do you feel are the strengths and weakne$s@aiphotel’s approach to training?

Quality Employer — what prompted you to apply? Bisef the standard — overall and as a
means of attracting and retaining staff in paracul
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* Main benefits of training and development — why@n&ral opinion on the importance of HRD.
* Main constraints/barriers to training and developtmewhy?

. Responsibility for Training and Development

* Person with principal responsibility — how they aicgd their skills — do they have
business/HR related formal qualifications; trainersxdustry status etc.; how involved they are
in delivering training on day-to-day basis?

» Perceived importance of human resource skills esopgeneral management skills

* Do you seek the assistance/advice of external badieelation to training and development?
Experience and opinion of external courses — peiatd public. Do they meet with CERT
regional advisors?

. Training and Development Activities

* What do you feel is the most effective way of tiagnand developing your staff? What has
been the most effective form of HRD utilised by ydwtel? Given the freedom from any
constraints, what type/form of HRD would you comsitb be most beneficial to your hotel?

 How are internal activities designed and implem@ntémportance of on-the-job training.
Which is better — formal/informal training and why?

* In what areas do you think your staff will requiraining over the coming year? HRD for
managers and supervisors recently and in future.

. Best Practice Training and Development

* Your views on the concept of best practice in gehend in relation to training and
development specifically.

* National HRD standards — Excellence Through Pesepleare, familiar, thoughts

» CERT research on best practice — Ireland’s BestiS@eExcellence award. Are you familiar
with CERT’s research on best practice? Opinion? i@aommendations be implemented?

* Do you believe that small properties can implentbet same best practices as larger hotels?
Why/why not?

* What do you think are the characteristics of areb&nt approach to HRD? Can a small hotel
achieve this? Would an excellent approach to Hiferdoetween a small hotel and a large
hotel?

* What kind of best practice training and developmasitice would be more appropriate for
small hotels? Would it be the same/different ®ddvice offered to bigger hotels?
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APPENDIX 7:

CONTACT SUMMARY FORM
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Contact Summary Form

Site:

Contact name:
Date:

1. What were the main issues or themes in the contact?

2. Which research guestions did the contact bear on nsb centrally?
Summary of information obtained for each research gestion.

Question Information

3. Anything else that was salient, interesting, illunmating or important in this contact
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4. What new hypotheses, speculations or hunchegsm@ suggested?

5. Where should the researcher place most energuring the next contact?
What kinds of information should be sought?
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