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Preface

As well as being one of the largest and fastest growing global industries, travel and
tourism is a thriving, dynamic business sector full of opportunity. There are few other
sectors that afford such diverse and exciting careers in today’s global landscape, as
well as the opportunity to interact with different destinations and cultures. From busi-
ness and leisure travel to tour operations, travel technology, cruise and online, there
are a myriad of different types of careers and organizations to choose from.

This is why it is so crucial for industry and education to work closely together to
ensure that future generations are developed with the knowledge and skills that are
necessary to succeed and help grow the sector in an ever-changing global landscape.
Businesses in the travel sector are multifaceted organizations, and each of the subject
areas covered in this book will help the learner to develop the critical business discip-
lines required by all successful travel organizations.

The Institute of Travel and Tourism and the Global Travel & Tourism Partnership
are dedicated to helping promote careers and develop professionalism in our sector,
and our partnerships with academia are a vital part of this.

It is, therefore, fantastic to read a book that not only helps to promote employ-
ment opportunities and details the skills needed to be successful in a career in travel
and tourism, but also recognizes the role that everyone working in travel plays in the
cultural and social impact of the sector. Travel and tourism must continue to be a force
for good, providing sustainable growth and development around the world, and
ensuring that all destinations benefit from the travel trade, both business and leisure,
as well as the travel companies themselves.

I congratulate the authors on producing a first-class educational book, which will
help develop the future generations of talent for the travel and tourism industry and
introduce them to the wealth of opportunities for a successful career in this dynamic
sector.

Claire Steiner ElInst. TT

Director and Chair of Education and Training at the Institute of Travel and
Tourism, the professional membership organization for individuals employed in the
travel and tourism industry and UK Director for the Global Travel & Tourism
Partnership, an industry philanthropic initiative helping to foster future talent and
tackle the global skills shortage
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Introduction: Travel and
Operations Management

PauL FaLLoN, PETER RoBiNsoN AND HARRY CAMERON

Objectives of the Chapter

® Explain the fundamental and pivotal role of operations management for the travel
organization. )

® Introduce the ‘input—transformation—output’ process as a means of understanding
the operations function within its wider organizational context.

® Explain the nature and scope of the travel industry.

® Explain the structure and approach of the book.

This introduction is divided into three sections — Parts A, B and C. The first two parts
(A and B) provide the contextual background for the discussion which takes place
in the remainder of this book. Part A defines and describes operations management,
emphasizing its fundamental, pivotal role. While operations management is a funda-
mental component of all organizations — manufacturing and services — the focus here
will be restricted to services given the nature of the travel industry, and the discussion
will be contextualized with specific examples explaining how operations function in
travel service organizations. Part B explains the nature and scope of the travel industry,
acknowledging that it represents a ‘broad church’ of sub-sectors that share inherent
characteristics and which, although they may not always appreciate it, are inter-
dependent. Finally, Part C outlines the structure of the book and provides a guide for
how you, the reader, can work through the content in order to get the best out of it —
hence it explains the ‘operations’ of the book. A common challenge for introductory
chapters is balancing the need to provide a ‘taster’ of the ideas which follow in later
chapters with the requirement for brevity; consequently, some content will be initially
referred to here with a full accompanying explanation and a more in-depth discussion
to follow in later chapters.

PART A: OPERATIONS MANAGEMENT
Understanding Service Operations

Service operations are all around us, and we usually interact with a range of them on
a daily basis. In our role as consumers of services, the operations function of a service
organization is the one with which we come into contact during the service encounter.
Using a simple example that will probably be familiar to all of us, irrespective of where

© CAB International 2016. Operations Management in the Travel Industry, Xvii ]
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we are in the world, think about the act of dining in a restaurant. It is the restaurant’s
operations staff serving us the food we order, in addition to preparing and cooking
the food, taking our order and payment, and maintaining the cleanliness, comfort
and safety of the restaurant facilities and its equipment. In this, as in most contexts,
operations rely on a team of people providing the overall service, not all of whom
we actually get to see or meet — and not all of whom may be working at exactly the
same time as each other. In service cases such as this, it is, therefore, common to dis-
tinguish between ‘front of house’ and ‘back of house’ activities, with the former
being those that are more directly visible to us. The provision of a takeaway or
home delivery service by the restaurant — including the taking of the order via phone
or the Internet — would add a further dimension to the operations function, although
the amount and type of direct interaction between the provider and customer would
be different.

Providing — or creating — services such as the above example is also usually how
many of us earn that memorable ‘first pay packet’. In the role of service provider, and
especially if we have more managerial responsibilities, we will interact with a wider
range of resources and activities within the organization that are necessary for the
creation of the service than if we are the customer. In the restaurant example, these
include purchasing, deliveries, storage, information systems, HR (human resources)
and marketing. Consequently, a ‘bigger picture’ of the operations function starts to
emerge — one emphasizing the significance of interrelationships between activities and
processes —and it is this ‘bigger picture’ of operations management that will be presented

in this book.

What is Operations Management?

Based on the example already given, operations management can be introduced as the
activity of managing the resources and processes that create and deliver services and
products to meet the needs of the organization’s customers. Admittedly, not all organ-
izations will either formally use the term ‘operations’ to describe this function or give
managers the title of ‘Operations Manager’. In some cases, the function is absorbed
into wider responsibilities (see the closing case study of Kelham Island Museum at the
end of this Introduction), and roles are usually contextualized within the services
offered to customers, with terms such as front desk manager and duty manager being
far more common. Needle (2000, p. 296) identifies that operations management is
‘concerned with the transformation of a variety of inputs such as information, people,
material, finance and methods into a variety of outputs such as goods, services, profit,
customer and employee satisfaction ... the centrality of the function means that
operations has a significant influence on costs and revenue as well as organizational
structure’. Within the more specific context of visitor attractions, Swarbrooke (2002,
p. 239) associates the operations management function as ‘marshalling the attractions
resources, notably the staff and physical equipment such as machinery to provide a
satisfactory service for the customer, and an acceptable rate of return on the use of these
resources ... the goal ... is the smooth and efficient operation of the site’. Both these
descriptions add further colour to the ‘bigger picture’ of operations management pre-
viously alluded to, emphasizing how it pulls together other aspects of the organization,
including those that may not seem directly related to operations.
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In conceptual terms, the operations function creates services and products via the
transformation of inputs into outputs — see Fig. I.1 — and this process is known as an
‘input—transformation—output’ process (Slack et al., 2011). While the basic principle
is essentially ubiquitous, the nature of the input, transformation and output variables
will vary between organizations and industry sectors. So, returning to the restaurant
example given above, inputs will include staff and customers, kitchen and dining
areas, ingredients, recipes, menus, tills, and cooking and cleaning equipment. The
transformation process consists of menu creation, food preparation and cooking,
serving of meals and beverages, and billing; in this case, these individual activities are
arranged in a sequential order. Subsequent outputs will include the meal (and drink)
and the accompanying customer service, with the ultimate intended results of a satis-
fied diner (who both returns in the future and also recommends), a content group of
employees and a profitable service encounter.

Inputs can be further delineated into those which are ‘transformed’ and those
which are ‘transforming’ (Slack et al., 2011). Transformed resources include raw
materials and information — services are created from these. Transforming resources
represent the agents of change — the two main ‘transformers’ are physical facilities,
such as buildings and equipment, and employees. Comparing a luxury hotel and a
budget hotel, there would be very significant differences between the scope and scale
of their facilities and staff, although both would still perform the transforming role.
For example, the luxury hotel would provide a spa, a bellboy and butler service that
are not available in the budget accommodation. In the more complex case of a resort,
the physical facilities will also include the natural settings, and these also have to be
maintained in a consistent manner with the buildings. For example, at luxury island
resorts such as Maalifushi (http://www.comohotels.com/maalifushi/) in the Maldives
that provide accommodation such as beach villas (with a private beach) and water
villas (with open access to the Indian Ocean), the beach, the sea and local flora and
fauna are all fundamental parts of the resort product.

The role of transforming resources represents one of the main differences between
operations management within the service and manufacturing contexts — in most
manufacturing contexts, ‘transformers’ are separated in time and space from the cus-
tomer, whereas in services, the customer comes into direct contact with them. Within
the travel industry, facilities and workers generally have significant, and sometimes
very complex, roles to play in operations. For example, airports process customers
through a series of designated areas and utilize a range of equipment within a sequen-
tial operation, including: car park; arrivals; check-in; baggage drop; passport control;

Inputs (resources) w l—__> Transformation process |:> Outputs
Physical, human, financial, Management, production, technology Goods/services, profits/losses,
information l employee and customer satisfaction
L L
7Y

Feedback

Fig. I.1. Conceptualizing the operations function. Adapted from Mullins, 1999; Needle, 2000;
Swarbrooke, 2002; Slack et al., 2011.
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‘duty free’ and retail services; departure lounge; and embarkation. These areas are
designed in different ways to, and kept separate from, each other in order to facilitate
their role. While some are designed to be welcoming and reassuring (think especially
about the dining and retail areas in Terminal 5 at Heathrow Airport (http://www.
heathrowairport.com/heathrow-airport-guide/terminal-5), others such as security
checks are sparse and functional. Workers perform different roles at each of these
stages — including ‘meet and greet’, passport control, security and retail sales —and a
different skill set is required for each. Furthermore, in most cases they are working for
separate individual businesses — ranging from border agencies to retailers — which,
together, facilitate the overall operation of the airport. There is also a separate process
for other customers, for example, airlines and freight companies, of the airport. As
such, airports represent one of the most complex operational systems, with some of
the largest facilities, most sophisticated equipment and widest range of workers within
the travel industry (hardly surprisingly, therefore, they will be used to exemplify spe-
cific operations management issues in subsequent chapters).

Question ‘

Think of the following travel operations and try to distinguish between ‘inputs’, ‘transform-
ations’ and ‘output/s’ in terms of how they provide services for their customers: guided
European coach tour, Disney theme park, political party conference, budget airline, bed
and breakfast accommodation, boutique hotel, ‘pop-up’ restaurant, white water-rafting
excursion, and ski resort.

Note: In some cases, it may be difficult to distinguish exactly between ‘inputs’, ‘trans-
formations’ and ‘output/s’ due to the dynamic nature of the service operations process.

Having completed this task, you will now start to appreciate the significant role
of operations within all travel industry organizations, irrespective of their nature and
size, and recognize that travel operations can be very complex, and possibly comprise
a number of smaller sub-operations. You may also have identified that individual
organizations do not operate in isolation, i.e. they are dependent upon other organ-
izations in order to function. You should also now recognize the generic value of
the ‘input—transformation—output’ process in terms of capturing how operations
actually function. Like many services management theories and concepts, the ‘input—
transformation—output’ process has its origins in manufacturing and production,
where the activity-of transforming raw materials into a fit-for-purpose product is
relatively straightforward to follow. Services, and particularly those relating to travel,
provide different contexts and characteristics which potentially make the application
of the concept more challenging. However, the reality is that these differences make
the concept more relevant, notwithstanding that adaptations have to be made, first, in
order to understand the mechanics of the service operations process, and, subse-
quently, to identify how and why problems may be caused and suggest appropriate
correcting interventions.

Characteristics that are commonly identified as differentiating services from
manufactured goods are:

® simultaneous production and consumption (the producer and consumer meet in
space and/or in time);
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® heterogeneity (challenge in creating homogeneous service experiences due to poten-

tial inconsistencies between different service providers and different customers);
® intangibility (the service ‘product’ is an experience rather than a tangible good);
® perishability (services cannot be stored).

These characteristics have implications in terms of operations management — for
which they can represent both opportunities and threats for the organization. For ex-
ample, perishability is usually seen as a challenge: a bed night or a flight seat is ‘lost’
if not sold in time; or a dissatisfying service experience is one that the customer may
not give the organization the opportunity to repeat and improve on, and may also lead
to further negative ‘output’ via word of mouth comment (either verbally or online via
social media). Conversely, the perishability of an event — as in the case of a one-off
festival or ‘pop-up’ restaurant — might increase its exclusivity and attractiveness.

Within the travel context, these characteristics can be further extended to
acknowledge that experiences are co-created within a multidimensional and ‘open’
environment. For example, Binkhorst and Den Dekker (2009, p. 312) propose that
travel represents ‘the greatest and ever growing source of experiences with which
people construct [co-create] their own unique narratives’. As such, travellers represent
part of the ‘transformation’ process, and it is argued that there is a growing demand
on their part for deeper personal experiences. Consequently, this puts further pressure
on managers to design and develop more satisfying experience ‘outputs’ for their cus-
tomers, which essentially means rethinking ‘inputs’ and ‘transformations’. Furthermore,
social media increasingly enables customers to co-create ‘Consumer to Consumer’
(C2C) experiences within their holidays.

Travel is also multidimensional — holidays represent extended experiences made
up of difference stages and services, mainly, but not exclusively, transport, accommo-
dation, food and beverages. These ‘inputs’ are not necessarily combined as part of a
package, and the individual organizations producing them may not identify them-
selves as members of the travel industry and/or acknowledge that they contribute to a
wider overall travel experience than the one they are offering the customer. A simple
example of this would be the taxi driver taking the traveller from the airport or train
station to the hotel; in some cases, this may be the traveller’s first critical encounter
with the destination on the ‘visitor journey’, and it could have a significant positive or
negative impact on the rest of his/her experience (Lane, 2007). It is hardly surprising,
therefore, that organizations responsible for operations at destination level, i.e. destination
management/marketing organizations, create initiatives such as ‘Glasgow Welcomes’
(htep://glasgowwelcomes.com/) to increase customer awareness among organizations
providing a range of direct and indirect services, including waste disposal, and their
staff.

Significantly, given that travellers are away from home, the ‘input—transformation—
output’ process/es can straddle a number of different geographic and cultural environ-
ments, including the generating region, the transit route and the destination (Leiper,
1979). As such, an ‘open’ perspective is required that takes into account the provision
of other related services as well as the various other external factors which can affect
the process. These wider external factors are commonly categorized as ‘Political’, ‘Economic’,
‘Sociocultural’, “Technological’ (and sometimes also ‘Environmental’ and ‘Legislative’),
and summarized using the acronym PESTEL or LEPEST (after Robinson, 2012).
Arguably, technology has become the most influential and fast-moving environmental
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