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To what extent have hotels adopted new, more sophisticated approaches to HRM? What
factors have encouraged the adoption of these new approaches? How has HRM impacted on
organisational performance in the hotel industry?

Over the last decade, human resource management has come to be viewed
as  the  dominant  paradigm within  whic h analyses  of  the  world of  work have
been located. This  volume examines  the  nature  and assesses  the  impact  o f
HRM with in  a  h igh ly  under-researc hed par t  o f  the  ser v ice  sector, namely
the  UK hote l  industry.

Common perceptions of management practices in the hotel industry typically
inc lude  work intens i f i cat ion, h igh  labour  tur nover, l ac k  of  t ra in ing  and
poor career prospects, and casual ised terms and condit ions of  employment.
Us ing  data  f rom a  sur vey  of  over  200 hote l s , th i s  book cha l lenges  suc h
stereotypes  by  demonstrat ing  that  th i s  par t  o f  the  ser v ice  sector  i s  jus t
as likely to have experimented with new approaches to HRM as is manufactur ing
industry. I t  suggests  that  pr imary inf luences on manager ial  decis ion-making
in the hotel  industry are no di f ferent  from the pr imary inf luences  af fect ing
decision-making elsewhere, countering the argument that mainstream management
theor ies  are inappl icable within hotels  industry. Fur ther more, where hotels
emphas i se  the  impor tance  of  ser v ice  qua l i ty  enhancement  and where  they
introduce HRM as an integrated, mutual ly  suppor t ing pac kage of  pract ices,
a strong relationship between HRM and organisational performance is identified.

Human Re sour c e  Management  in  the  Hote l  Indu s t ry  i s  es sent ia l  reading  not
only  for  s tudents  and researc her s  with  a  spec i f ic  interes t  in  the  hote l  and
cater ing  industry, but  a l so  for  researc her s  with  a  wider  interes t  in  the
nature  and impact  o f  HRM.
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Preface

 

Human Resource Management (HRM) has increasingly come to be utilised as the framework

within which unfolding developments in the world of work are interpreted. However, as a

theory, HRM has its roots firmly entrenched within a manufacturing paradigm. In addition,

the vast majority of the empirical testing of HRM has been conducted within manufacturing

organisations. Yet almost 76 per cent of the working population is now employed within

services. Unless it can be shown to be relevant within this sector, what future is there for

HRM as the ‘dominant paradigm’ within which unfolding developments within the world of

work can be interpreted? The aim of this book is to address this question by evaluating the

relevance of mainstream HRM theory within the UK hotel industry.

The book addresses  three key i ssues. The f i r s t  i s sue concer ns  the extent

to which hotels have exper imented with new approaches to HRM. The second

issue concerns the factors that influence HRM decision-making, and whether

these  factor s  are  any  d i f ferent  with in  the  hote l  industry  than  e l sewhere.

The th ird  i s sue  concer ns  the  re la t ionsh ip  between HRM and per for mance

in the hotel  industry. These quest ions  are addressed us ing sur vey data  from

230 hotels, and both quantitative and qualitative methodolog ies are adopted.



1 Introduction and
framework for analysis

 

By mid-1998, the proportion of the UK employed population working in service sector jobs

had grown to 75.7 per cent. The comparable figure in mid-1986 was 68.3 per cent. Over

the same period, the proportion of the employed population working within production

industries fell from 25.2 per cent to just 18.4 per cent (Office for National Statistics, 1999).

These figures clearly demonstrate the size, the growth-rate and the ever-increasing economic

importance of the service sector.

The g rowing impor tance  of  the  sector  i s  fur ther  demonstrated  by  the

enor mous  power  now wie lded by ser v ice  f i r ms worldwide. For  example,

as  noted by  Quinn (1992:17–20), Toys  R Us  now ear ns  three  t imes  the

revenue of  the  world’s  l argest  toy  manufacturer  and they  are  in  a  pos i t ion

to  be  able  to  d ic tate  the  products  whic h  reac h  the  marketplace, how they

are  packaged, des igned and transpor ted. Suc h i s  the  power  of  McDonalds

that  the  butter  and fat  markets  co l lapsed when they  took the  dec i s ion  to

switch  to  hea l th ier  products.

Trade  in  ser v ices  i s  now the  fa s tes t  g rowing e lement  of  inter nat iona l

trade, with  20 per  cent  o f  world  trade  and 30 per  cent  o f  US expor ts

now being ser vice  based (Mathe and Per ras, 1994). Several  key forces  have

encouraged th i s  process. F ir s t ly, cu l tura l  homogenisat ion  has  led  to  the

development  of  key  s imi lar i t ies  in  consumer preferences  across  nat ions.

Secondly, e lectronic  point  o f  sa le  (EPOS)  tec hnology  i s  now capable  o f

captur ing the data necessary to engage in sophisticated international marketing

pract ices. Thirdly, the deregulat ion of  world markets  has  led to a  loosening

or l i f t ing of  restr ict ions  on foreign owner ship (Segal-Horn, 1994). Ser vice

products  are  becoming increas ingly  sophis t icated, inter nat iona l ly  tradable

and capable  o f  generat ing  a  t remendous  amount  o f  wea l th, and ser v ice

sector  g loba l i sat ion  has  become a  rea l i ty.
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This  g loba l i sat ion  wi l l  inev i tably  prov ide  UK ser v ice  prov ider s  wi th

over seas  expor t  oppor tuni t ies. However, UK ser v ice  provider s  wi l l  a l so

have to  cope  wi th  in tens i f i ed  compet i t ion  f rom over seas. In  re ta i l ing, for

example, incursions by European food retailers such as Aldi into UK domestic

marke t s  have  caused  concer n  (Knox  and  Thompson, 1994) . I f  the  UK i s

to  compete  e f f ec t i ve ly  wi th in  increa s ing ly  g loba l i s ed  se r v i ce  marke t s  in

the  f ace  o f  suc h  pre s sure, deve lop ing  an  under s t and ing  o f  the  fa c tor s

that  enable ser vice provider s  to generate and sustain competit ive advantage

i s  a  mus t .

A lack of service-based empirical research?

At odds with the growing economic importance of services is the lack of empirical

research undertaken within the sector. As far back as 1948, Whyte, in his book ‘Human

Relations in the Restaurant Industry’ stated that human relations had only ever been

studied in a manufacturing environment and that more attention should be paid to the

ever-increasing service industries. Replace ‘human relations’ with ‘human resource

management’ and Whyte’s statement would be as true as we approach the millennium as it

was in 1948. Gabriel (1988:6), Rajan (1987:2) and Shamir (1978:295) all make the point

that the services remain ever neglected, with there being a scarcity of systematic

fieldwork, when compared with the wealth of research undertaken in manufacturing

industries. Lucas and Wood (1993) make similar assertions concerning the hotel and

catering sector, stating that although today’s position is an improvement on ten years ago,

there is still precious little published. What there is tends to be removed from the

mainstream and confined to specialist journals such as the ‘International Journal of

Hospitality Management’, which probably remain unheard of amongst mainstream

management academic circles. The importance of services and the extent to which that

importance has increased, is yet to be reflected within empirical research, despite the fact

that it is studies of the service sector that will shed the greatest light on the future

employment relationship.

By contrast, the wealth of empirical research conducted within manufacturing

has  revea led  ev idence  o f  not  incons iderable  c hange  in  recent  t imes , wi th

companies—somet imes  drawing  insp i rat ion  f rom Japanese  t ransp lant s , or

f rom exemplar  Amer ican  compan ie s  suc h  a s  IBM—hav ing  exper imented

with new communication techniques, teamworking, Total Quality Management

and  new organ i s at iona l  cu l ture s , fo r  example. Whether  the  s ame  l eve l

o f  exper imentat ion  ha s  occur red  wi th in  the  se r v i ce s  rema ins  ve r y  muc h

open  to  ques t ion .
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HRM theory: rooted in manufacturing?

Not only is there a scarcity of empirical research conducted within the service sector, but

also the theoretical concept which Storey (1992:2–3) notes has been used to ‘make sense’ of

recent developments—Human Resource Management (HRM) —is entrenched within a

manufacturing paradigm. For example, Walton’s (1985) highly influential paper, which laid

out the differences between commitment and control approaches to the management of

human resources, focused entirely on factory workers—service sector workers not meriting

a mention. Similarly, the tendency for the services to be overlooked in HRM and industrial

relations research is now seemingly being replicated within the emerging debate concerning

the impact of HRM on performance. However, the sheer size and economic importance of

the service sector relative to the numbers employed in manufacturing, in particular the

number of people who actually work on production lines themselves1, calls into question

whether it is any longer, indeed, whether it has ever been, valid to treat factories and the

production line as the dominant paradigm by which HRM is conceptualised. Indeed, it is

becoming increasingly important for the future validity of HRM to demonstrate that HRM

theory, developed within a manufacturing sector ‘production line’ paradigm, is also relevant

within the service sectors of the economy. What future is there for HRM as a theory if it is

not seen in the services, within which almost 76 per cent of the working population are

employed, as a credible approach? By providing a test of the applicability of HRM in a

service environment, this is a key focus of this book.

The problematic nature of service sector research

Researchers are faced with a major definitional problem when looking at services, namely

what exactly is meant by the term ‘service sector’? This question can be answered

superficially by arguing that any firm which is included within Standard Industrial

Classification categories 6 to 9 is a service sector firm. SIC sector 6 comprises hotels and

catering and distribution (both retail and wholesale), 7 comprises transport and distribution,

8 comprises banking, finance, insurance, business services and leasing, and 9 comprises

‘other’ services. Immediately, the heterogeneous nature of the service sector becomes

apparent. This heterogeneity makes generalisations about the services difficult within

empirical analyses, unless care is taken to use accurate industry controls and a sample

representative of all service sector firms. To complicate matters further, as Quinn (1992)

states, a great number of people working for manufacturing companies are in fact

performing ‘service’ related functions, such as personnel, sales and marketing, finance, legal

work, secretarial work, cleaning and catering. Indeed, Quinn estimates that as much as 65 to

75 per cent of the activity within ‘manufacturing’ firms is actually service related. The
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definition of a service based firm or a service based job, is therefore not as straightforward as

it first appears.

H oweve r, t h e  h e t e ro g e n e i t y  o f  t h e  s e r v i c e s  d o e s  n o t  a u t o m at i c a l ly

l e ad  to  t he  conc lu s ion  th at  a  s e c tor -by - sec tor  approac h  to  r e sea rc h  w i l l

b e  p re f e r a b l e. A r m i s t e a d  ( 1 9 9 4 : 2 8 )  a r g u e s , f o r  e x a m p l e, t h a t  i n d u s t r y -

leve l  ana lys i s  wi l l  provide  too nar row a  bas i s  on  which  to  develop gener ic

proposi t ions  concerning the ‘ser vice  sector’  as  a  whole, and i t  i s  therefore

p re f e r a bl e  t o  f o c u s  o n  j o b s  a c ro s s  t h e  s e r v i c e s  w i t h  a  s i m i l a r  c o n t e n t .

However, th i s  approac h  wou ld  be  unable  to  t ake  in to  account  the  impac t

o f  i n d u s t r y  o r  s e c t o r - s p e c i f i c  e nv i ro n m e n t a l  f a c t o r s  s u c h  a s  p ro d u c t

a n d  l a b o u r  m a r ke t s , o n  a p p ro a c h e s  t a ke n  t o  H R M . Fo r  e x a m p l e , t h e

s p e c i f i c  s e a s o n a l  n a t u re  o f  d e m a n d  e x p e r i e n c e d  i n  h o t e l s  a n d  c a t e r i n g

i s  u n i q u e  t o  t h a t  s e c t o r  a n d  i s  n o t  f o u n d  i n  b a n k s  o r  i n s u r a n c e. T h e r e

m ay  b e  s u p e r f i c i a l  s i m i l a r i t i e s  b e t we e n  t h e  j o b  o f  a  h o t e l  r e c e p t i o n i s t

and that of a bank clerk, but different market and environmental contingencies

f a c e d  by  b a n k s  a n d  h o t e l s  m ay  re s u l t  i n  d i f f e re n t  a p p ro a c h e s  t o  H R M

b e i n g  t a ke n . I n  t e s t i n g  t h e  i m p a c t  o f  a  r a n g e  o f  e x t e r n a l  c o n t i n g e n c i e s

suc h  a s  product  and  l abour  market s  on  po l i c y  c ho ice, a  gener i c  ‘ lumping

together’  of  ser v ice  f i r ms could eas i ly  resul t  in  general i sat ions, over s ights

o f  i n d u s t r y - s p e c i f i c  c o n t i n g e n c i e s  a n d  a  l o s s  o f  a n a ly t i c a l  c l a r i t y. I n

t e r m s  o f  o p e r a t i o n a l i s a t i o n  f o r  re s e a r c h  p u r p o s e s , t h e  ‘ s e r v i c e  s e c t o r ’

is best seen as a gener ic term encompassing a diverse range of heterogeneous

c o n s t i t u e n t  p a r t s . A s  s u c h , i t  i s  p re f e r a b l e  t o  a n a ly s e  i n d i v i d u a l  p a r t s

o f  t h e  s e c t o r  r a t h e r  t h a n  s e r v i c e s  a s  a  w h o l e.

Ref lect ing th is  approach, the focus  within the analys i s  to  be under taken

h e r e  w i l l  b e  o n  o n e  o f  t h e  s e r v i c e  s e c t o r ’ s  c o n s t i t u e n t  p a r t s ,  n a m e l y

t h e  h o t e l  i n d u s t r y. T h e  h o t e l  i n d u s t r y  h a s  s e e n  c o n s i d e r a b l e  g row t h

i n  r e c e n t  ye a r s , w i t h  t h e  t o t a l  n u m b e r s  e m p l oye d  r i s i n g  f ro m  2 7 9 , 5 0 0

i n  J u n e  1 9 8 8  t o  3 1 8 , 7 0 0  i n  J u n e  1 9 9 8  ( O f f i c e  f o r  N a t i o n a l  S t a t i s t i c s ,

1998) . Howeve r, a s  Luca s  (1995: 14 )  s t at e s , t he re  rema in s  a  r emarkable

d e a r t h  o f  i n f o r m a t i o n  o n  h u m a n  r e s o u r c e  m a n a g e m e n t  i s s u e s  i n  t h e

i n d u s t r y, w h i c h , s h e  a r g u e s , i s  a l l  t h e  m o r e  s u r p r i s i n g  g i ve n  t h e  o f t -

q u o t e d  p h r a s e  w i t h i n  t h e  i n d u s t r y  t h a t  ‘ p e o p l e  a re  o u r  m o s t  i m p o r t a n t

r e s o u r c e ’ . T h e  a n a ly s i s  w i t h i n  t h i s  b o o k  t h e r e f o r e  a i m s  t o  h e l p  t o  f i l l

t h i s  g a p.

Te s t s  o f  t h e  re l eva n c e  o f  m a i n s t re a m  H R M  t h e o r y  w i t h i n  h o t e l s  h ave

several  impor tant  implicat ions where hotel  industry research is  concerned.

As  s tated  by  Lucas  (1995:14), a  body  o f  l i terature  has  deve loped  showing
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t h e  s e c t o r  t o  b e  s o m e h ow  ‘ d i f f e r e n t ’ ,  b e i n g  c h a r a c t e r i s e d  by  a d  h o c

m a n a g e m e n t ,  a  l a c k  o f  t r a d e  u n i o n s  a n d  h i g h ,  p o s s i b ly  u n av o i d a b l e

l a b o u r  t u r n ov e r.  A  v i ew  c o m m o n ly  e x p r e s s e d  a m o n g  h o t e l  m a n a g e r s

according to Mull ins  (1993:1), i s  that  these key fundamental  organisat ional

d i f f e re n c e s  re n d e r  i n a p p ro p r i a t e  t h e  g e n e r a l  p r i n c i p l e s  o f  m a n a g e m e n t

d ev e l o p e d  i n  o t h e r  i n d u s t r i e s ,  a s  t h ey  f a i l  t o  t a ke  i n t o  a c c o u n t  t h e

u n i q u e  c o n t i n g e n c i e s  f a c i n g  m a n a g e r s  w i t h i n  t h e  h o t e l  i n d u s t r y.  A l s o ,

t h e  a r g u m e n t  t h a t  t h e  i n d u s t r y  i s  s o m e h ow  ‘ d i f f e r e n t ’  i s  o f t e n  u s e d

t o  e x p l a i n  w hy  h o t e l  m a n a g e m e n t  r e s e a r c h  t e n d s  t o  b e  c h a n n e l l e d  i n t o

i n d u s t r y - s p e c i f i c  j o u r n a l s  a n d  e x c l u d e d  f r o m  t h e  m a i n s t r e a m .

However, Mullins (1993:7–8) believes that the only substantive difference

b e t we e n  h o t e l s  a n d  m a n u f a c t u r i n g  i s  t h a t  t h e  c u s t o m e r  i s  i n e x t r i c a b ly

invo lved  wi th in  the  proces s  i t se l f , r ather  than  s imply  be ing  the  rec ip ient

o f  t h e  p r o d u c t  a t  t h e  e n d  o f  i t .  W h i l e  i t  i s  t r u e  t h a t  t h e  h o t e l  s e r v i c e

cannot  be  s toc kp i l ed  and  produc t ion  smoothed  out  to  cope  wi th  demand

surges , and  that  i t  i s  more  d i f f i cu l t  to  ac h ieve  economies  o f  sca le  because

s i t e  s e l e c t i o n  i s  d e t e r m i n e d  by  c o n s u m e r  d e m a n d s ,  t h e s e  d i f f e r e n c e s

a r e, a c c o r d i n g  t o  M u l l i n s  ( 1 9 9 3 ) ,  m e r e ly  c o n t e x t u a l .  E v e r y t h i n g  e l s e

that  ho te l  manager s  have  to  do, fo r  example, the  p l ann ing  o f  ob jec t i ve s ,

s t r a t e g y - m a k i n g , e n s u r i n g  l e g a l  r e q u i r e m e n t s  a r e  m e t , a n d  o r g a n i s i n g ,

d i r ec t ing  and  con t ro l l i ng  s t a f f ,  i s  common  to  f i r ms  i n  a l l  o the r  s ec to r s.

T h e re f o r e, t h e  t h e o r e t i c a l  u n d e r s t a n d i n g  o f  ‘ m a n a g e m e n t ’  s h o u l d  n o t

b e  a ny  d i f f e r e n t  i n  h o t e l s  t h a n  i n  t h e  r e s t  o f  t h e  e c o n o my. T h o s e  w h o

a r g u e  o t h e r w i s e ,  s u g g e s t s  M u l l i n s  ( 1 9 9 3 : 1 5 ) , a r e  p r ov i d i n g  a n  e x c u s e

f o r  l a c k  o f  i m p r ove m e n t .  G i l b e r t  a n d  G u e r r i e r  ( 1 9 9 7 )  s u p p o r t  t h i s

position, claiming that there is an increasing realisation of the generalisability

o f  h o t e l  m a n a g e m e n t  p r i n c i p l e s , w i t h  m a n a g e r s  m ov i n g  b o t h  t o  a n d

f r o m  o t h e r  s e c t o r s  o f  t h e  e c o n o my. T h ey  a l s o  h i g h l i g h t  t h e  i n c r e a s i n g

r e c o g n i t i o n  o f  t h e  i m p o r t a n c e  o f  g e n e r a l  m a n a g e m e n t  q u a l i f i c a t i o n s

a s  o p p o s e d  t o  i n d u s t r y - s p e c i f i c  q u a l i f i c a t i o n s .  M o re ove r, g i ve n  t h a t

mu c h  o f  t h e  e x c e l l e n c e  l i t e r a t u r e  f o c u s e s  o n  t h e  i n d i v i d u a l ,  i t  m ay

wel l  be  more  su i ted  to  the  hote l  indus t ry, where  co l l ec t i ve  re l at ionsh ip s

a r e  a t  a  m i n i m u m .

By  ana ly s ing  the  ro le  o f  HRM wi th in  the  hote l  indus t r y, th i s  book  i s

able to test  the asser tions made by Gilber t and Guerr ier (1997) and Mull ins

(1993) . I f  i t  i s  found  that  HRM theor y  prov ides  a  su i t able  f r amework

with in  whic h  to  locate  ana lyses  o f  the  hote l  industry, there  wi l l  no  longer

be  any  ju s t i f i c a t ion  to  e i ther  marg ina l i s e  ho te l  i ndus t r y  re searc h  in to
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special i st  industry jour nals, or to ignore HRM theory within hotel  industry

empir i ca l  ana ly se s.

The human resource management model

As the aim of this book is to assess the relevance of HRM within a hotel industry context, it

is necessary at the outset to provide a definition of HRM. The definition used here draws

strongly on the models presented by Beer et al. (1984), Guest (1987) and Walton (1985).

These models typify the prescriptive solutions offered in response to new challenges it is

argued that companies have faced since the end of the 1970s and the early 1980s. As stated

by Piore and Sabel (1984), the conditions that enabled stable, mass production systems to

thrive in the past, no longer exist. For example, global competition has increased, product

life-cycles have shortened, product markets have become increasingly differentiated and

increasingly turbulent, and consumer tastes have become increasingly sophisticated. In

addition, competition from low-wage developing countries now precludes the possibility of

competition on price or cost factors (Beaumont, 1993:24).

As suc h, i t  i s  argued that  Wester n companies  have been under increas ing

pressure  to  seek a  new approach, involv ing a  re- focus ing of  act iv i t ies  onto

the product ion of  h i-tech, h igh value-added products. Rather than focusing

s imply  on product iv i ty  and cost  factor s  a lone, companies  must  now ensure

high quality production, a high level of innovation and production flexibil ity,

in  order  to  be  able  to  take  advantage  of  h igher  va lue-added new market

niches, as and when they emerge. The new approac h to HRM that companies

would  have  to  adopt  in  the  face  o f  these  c ha l lenges  i s  encapsulated  with in

the  Beer  e t  a l . (1984), Guest  (1987)  and Walton (1985)  models.

Implicit within these models of HRM is that if  organisations are to achieve

the  requis i te  leve l s  o f  innovat ion, organi sat iona l  f lex ib i l i ty  and product

qua l i ty  to  be  able  to  compete  in  increas ing ly  turbulent  product  markets ,

traditional Taylor ist ways of managing and working, well suited to production

of standardised goods for large and stable markets, will no longer be adequate.

It is no longer sufficient to view worker s as unthinking automatons following

order s  l a id  down by  management. Hence, a l l  o f  the  models  o f  HRM stress

the need to generate employee commitment to quality, to encourage worker s

to take responsibility for quality, to develop systems through which employees

can contr ibute  to  the  process  o f  cont inuous  improvement, and to  create

an environment where worker s feel  confident to be innovative and creative.

The emphas i s  i s  increas ing ly  on what  Blyton and Tur nbul l  (1992:4)  re fer

to  as  ‘ re leas ing  untapped reser ves  o f  human resourcefu lness ’ , and get t ing
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worker s  to  go  ‘beyond contract ’  —going  the  extra  mi le  for  the  company.

Gett ing  the  ‘people’  s ide  of  the  organi sat ion  r ight  i s  therefore  seen as

the  key  to  the  ac h ievement  o f  compet i t ive  advantage.

A fur ther  source  of  potent ia l  compet i t ive  advantage  i s  provided by  the

in imitab i l i ty  o f  human resource  sys tems. As  they must  take  into  account

complex issues of  power and resistance to change, effect ive human resource

systems are  extremely  d i f f i cu l t  to  copy. By  compar i son, other  resources

available to the firm, such as technology, marketing, engineer ing and financial

systems, are  a l l  repl icable  (Bec ker  and Gerhar t, 1996:781). I f  compet i t ive

advantage  i s  generated  a long any  one of  these  d imens ions, ga ins  would  be

shor t- l ived as  compet i tor s  would  be  able  to  copy the  sys tems developed.

Being more diff icult to mimic, human resource systems are therefore capable

of  prov id ing  sus ta ined compet i t ive  advantage.

The  cent ra l i t y  o f  the  manner  in  wh ic h  human  re sources  a re  managed

in terms of the achievement of competitive advantage has two major implications.

F i r s t ly, i t  becomes  e s sen t i a l  tha t  HR concer ns  and  HR dec i s ion-mak ing

become sen ior  management  pr ior i t i e s , and  not  the  re spons ib i l i t y  o f  a

separate, sub-board level  spec ia l i s t  funct ion (Beaumont, 1992:21, 1993:1,

17; S torey, 1992:26–7) . Th i s  i s  one  e lement  o f  what  Gues t  (1987)  re fer s

to  a s  ‘ s t rateg ic - in teg rat ion’ . Guest  (1987)  s tates  that  a s  human resources

are  the  most  var iable  resource a  company possesses, and the  most  d i f f icul t

to  under s t and, they  a re  un l ike ly  to  l e ad  to  compet i t i ve  advantage  un le s s

fu l ly  in teg rated  in to  the  s t r ateg i c  p l ann ing  proces s. A  boardroom focus

on  marke t ing, f inance  or  product ion  for  example, w i l l  f a i l  to  t ake  in to

account  the  more  complex  i s sues  o f  va lues , power  and  company  cu l ture.

As  suc h, HRM has  a  r ight fu l  p lace  a longs ide  other  core  management  ro les

a t  boardroom leve l .

Secondly, the centrality of human resources to the achievement of competitive

advantage  resu l t s  in  a  ph i losophy that  the  precur sor  o f  h igh  per for mance

wi l l  be  the  ac h ievement  of  a  set  o f  HR outcomes  or  goa l s. HR pol ic ies

and practices within the organisation should be geared towards the achievement

of  these  goa l s. The models  presented by  Beer  e t  a l. (1984), Guest  (1987)

and Walton (1985)  a l l  make th i s  point . For  example, Walton (1985)  s ta tes

that  centra l  to  the  HRM phi losophy should  be  the  be l ie f  that  employee

commitment will  lead to enhanced performance. The impor tance of el icit ing

workforce  commitment  i s  a l so  one  of  the  HR outcomes  s tressed  with in

the  model  presented by  Beer  a t  a l  (1984). This  model  a l so  s tresses  the

impor tance of  competence ( in  ter ms of  a t tract ing, keeping and developing
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people with requis i te  ski l l s  and knowledge), cong r uence (the minimisat ion

of  conf l ic t  between interes t  g roups)  and cost  e f fect iveness  (both  for  the

organi sat ion, the  ind iv idua l  and soc iety  as  a  whole) . The HR goa l s  with in

the  Guest  (1987)  model  are—once aga in—high commitment, funct iona l

and organisational flexibility, high quality (in terms of recruiting and retaining

sk i l led  and mot ivated employees, publ ic  image and job  per for mance), and

f inal ly, s trateg ic  integrat ion (the high prof i le  accorded to HR issues  within

the  bus iness  s t ra tegy  and the  incor porat ion  of  an  HRM per spect ive  with in

line management decision-making). This latter issue is also stressed by Storey

(1992:27), who states that l ine management should recognise the impor tance

of  HRM and engage  in  behav iour  and dec i s ion-making  whic h  re f lects  th i s.

HRM should be the int imate  concern of  l ine  manager s. They should ‘own’,

implement  and act  in  accordance  with  HRM pr inc ip les.

The HR outcomes are  therefore seen as  the  pr imary or  f i r s t  order  goals

of the organisation, which, if achieved, will lead to a considerable organisational

payof f . Looking  f i r s t  a t  the  goa l  o f  commitment, Guest  (1987)  argues  that

committed employees  wi l l  be  more  sa t i s f ied, more  product ive  and more

adaptable, more  wi l l ing  to  accept  organi sa t iona l  goa l s  and va lues, and to

exer t  ‘extra-role’  ef for t  on behal f  of  the organisat ion. Committed worker s

are  a l so  more  l ike ly  to  make  e f fect ive  contr ibut ions  wi th in  cont inuous

improvement processes. Moreover, self-directing workers need less supervision,

so cutting overheads in terms of manager ial  headcount becomes a possibil ity.

Also, i f  the organisat ion achieves a  coincidence of  interest  between worker s

and managers, organisational change is less l ikely to be viewed with suspicion

(Beer  e t  a l . , 1985:37–8). I f  the  f lex ib i l i ty  goa l  s t ressed  by  Guest  (1987)

is achieved, with a multi-skilled workforce able and will ing to move between

tasks as the work demands, a more effective uti l isation of labour will  result.

F ina l ly, the  goa l s  o f  qua l i ty  (Guest , 1987)  and competence  (Beer  e t  a l . ,

1985)  wi l l  equip  a  f i r m with  the  sk i l l s  and resources  necessary  i f  the  f i r m

is  to  dea l  with  c hange  in  the  face  of  unstable  environments.

Achieving human resource outcomes

While the achievement of a set of HR outcomes is seen as the precursor to higher

performance within models of HRM, in order to achieve these HR outcomes,

organisations have at their disposal a range of HR practices, relating to recruitment, job

design, pay systems, communication and training. Particu-larly emphasised within the

HRM literature is the importance of the principle of reciprocity within the design of
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these HR practices. If workers are to be expected to be committed to company goals,

to be flexible, and to contribute towards continuous improvement processes, the

company must provide in return fair treatment, a commitment to employment security

and to career development, and a removal of status differences between workers and

managers, for example. This is an essential principle. Workers cannot be expected to be

committed to the organisation, and play a part in business improvement, unless the

organisation is prepared to make a commitment back.

T h i s  p o i n t  i s  a r g u e d  by  Wa l t o n  ( 1 9 8 5 ) , w h o  s t re s s e s  t h e  i m p o r t a n c e

of practices emphasising mutuality. He highlights the impor tance of horizontal

and ver t ica l  job  integ rat ion, whic h  enables  worker s  to  have respons ib i l i ty

a n d  i n f l u e n c e  ove r  t h e i r  wo r k . H e  a l s o  h i g h l i g h t s  t h e  i m p o r t a n c e  o f

s i n g l e  s t a t u s  a n d  e m p l oy m e n t  s e c u r i t y  c o u p l e d  t o  re t r a i n i n g  w h e r e  o l d

j o b s  a re  e l i m i n a t e d  a n d  n ew  o n e s  c re a t e d , a n d  c o m p e n s at i o n  b a s e d  o n

equity  ga in  shar ing, s toc k owner sh ip  and prof i t  shar ing. Beer  e t  a l . (1984)

s t a t e  t h a t  t h e  key  H R  p o l i c y  a r e a s  o f  i m p o r t a n c e  a re  t h o s e  re l a t i n g  t o

employee influence, human resource flows (recruitment, dismissals, promotion

decisions, appraisal, training and development), outflows from the organisation,

reward systems and work patter ns. Guest (1987) emphasises the impor tance

o f  c a re f u l  s e l e c t i o n , j o b  d e s i g n , t h e  m a n a g e m e n t  o f  c u l t u re, a n d  t h e

impor tance  o f  the  deve lopment  o f  va lues  emphas i s ing  the  organ i s at ion—

employee  l i nkage. As  suc h , bo th  t he  f o r ma l  and  p syc ho log i c a l  con t r a c t s

o f f e re d  t o  s h o p f l o o r  wo r ke r s  s h o u l d  b e  a k i n  t o  t h o s e  t y p i c a l ly  o f f e red

t o  m a n a g e r s  ( G u e s t , 1 9 8 9 : 4 3 ) .

HRM—its relevance to the hotel industry?

Turning to the hotel industry, the main issue of consideration is whether or not the

philosophy or principles underlying the models of HRM discussed here, and the practices

stressed within those models, are of relevance. In other words, are there performance gains

to be made by adopting the philosophy that as human resources are the key strategic lever

within the organisation, competitive advantage is dependent upon the achievement of certain

HR goals? In turn, is the achievement of these HR goals dependent upon the adoption of a

coherent, strategically integrated package of innovative HRM practices? These are among the

central questions that will test the validity of HRM as a concept within the industry.

However, the  re levance  of  HRM with in  the  hote l  industry  i s  not  s imply

dependent  upon an  ana lys i s  o f  the  extent  to  whic h  es tabl i shments  have

adopted the  approaches  as  espoused with in  the  models  o f  HRM discussed

above. The mainstream HRM literature contains within it a series of asser tions
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in  re la t ion  to  a  range  of  factor s  that  potent ia l ly  in f luence  the  approac h

that  a  company takes to HRM. A test  of  the relevance of  HRM within hotels

must  a l so  therefore  tes t  whether  the  in f luences  on HRM dec i s ion-making

debated within the mainstream l iterature have the anticipated impact within

a  hote l  industr y  context. The fo l lowing sect ions  cons ider  the  in f luences

as  d i scussed  with in  the  mainstream l i terature.

Factors influencing approaches taken to HRM

Situational contingency approaches to HRM—the impact of

product markets

Product markets are seen as particularly influential within the mainstream literature in

determining the approach to HRM that companies are likely to adopt. The approach to HRM

described above is all very well where a firm is pursuing a strategy producing high value-

added goods or services in a knowledge-based industry, for example (Legge (1995:67)

quoting Capelli and McKersie (1987:443–4)). However, as Legge continues, what of

situations where the firm is competing within a labour-intensive, high-volume, low-cost

industry generating profits through increasing market share by cost leadership? In such

organisations, employees are likely to be seen as a variable cost that needs to be minimised.

As such, the approach to HRM described within the models presented above may only be

applicable in certain product market environments. In other situations, a ‘hard’ approach to

HRM emphasising a quantitative, calculative management of headcount might be more

appropriate. As Boxall and Dowling (1990:202) state, the full utilisation model of HRM is

but one approach to the management of human resources. It is not generic as it excludes all

approaches where employees are considered to be expedient, exchangeable factors of

production.

This  point  i s  made with in  a  range  of  typolog ies  presented by  Mi les  and

Snow (1984), Schuler (1989), Schuler and Jackson (1987) and Tichy, Fombrun

and Devanna (1982). Within these ‘situational contingency’ models of human

resource management, the key message is that HRM strategy should suppor t,

or  f i t  bus iness  s t ra tegy. As  suc h, whether  or  not  the  approac h  to  HRM

descr ibed by Beer et al. (1984), Guest (1987) and Walton (1985) is appropr iate

should be cont ingent  upon the bus iness  s trategy of  the organisat ion, which

in  tur n should be dependent  upon the nature of  the  product  market  with in

which the organisation is competing. These approaches are therefore underpinned

by what  Evans  and Lorange  (1989)  descr ibe  as  a  ‘product  market  log ic’ .
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The more  success fu l  the  organi sat ion  i s  a t  ach iev ing  f i t  between product

market, bus iness  s t rategy  and HR s trategy, the  more  success fu l  i t  wi l l  be

in  ter ms of  ac h iev ing  organi sat iona l  outcomes.

T h e  t y p o l o g i e s  d eve l o p e d  by  t h e  ‘ s i t u a t i o n a l  c o n t i n g e n c y ’  t h e o r i s t s

f o c u s  o n  t wo  m a i n  i s s u e s . T h e s e  a re  f i r s t ly, p ro d u c t  m a r k e t  s t r at e g y,

and  second ly, g rowth  s t r ategy  or  organ i s at iona l  l i f e -c yc le s. Tur n ing  f i r s t

t o  t y p o l o g i e s  f o c u s i n g  o n  p ro d u c t  m a r ke t  s t r a t e g y, S c h u l e r  ( 1 9 8 9 )  a n d

Schuler and Jackson (1987) base their analysis  on strategy models presented

by  M i l l e r  ( 1 9 8 6 )  a n d  Po r t e r  ( 1 9 8 0 , 1 9 8 5 ) . T h ey  s t a t e  t h a t , d e p e n d e n t

upon  the  produc t  marke t  env i ronment  w i th in  wh ic h  a  f i r m i s  opera t ing,

i t  wi l l  adopt  e i ther  an innovator, qual i ty  enhancer  or  cost  reducer  product

m a r ke t  s t r a t e g y  ( S c h u l e r  a n d  J a c k s o n , 1 9 8 7 : 2 0 8 ) . T h ey  mu s t  t h e n  l i n k

HR s t r a tegy  and  bus ine s s  s t r ategy, the  r a t iona le  be ing  that  e ac h  s t r ategy

w i l l  re q u i r e  e m p l oye e s  w i t h  d i f f e r i n g  s k i l l  l eve l s ,  d i f f e r i n g  l eve l s  o f

c re a t i v i t y  a n d  c o n c e r n  f o r  q u a l i t y, d i f f e r i n g  d e g re e s  o f  w i l l i n g n e s s  t o

t a ke  r i s k s  o r  w i l l i n g n e s s  t o  a c c e p t  re s p o n s i b i l i t y  a n d  a d a p t a b i l i t y  t o

c h a n g e. Fo r  e x a m p l e, i n  a n  o r g a n i s a t i o n  f o c u s i n g  o n  a  c o s t  re d u c t i o n

b u s i n e s s  s t r a t e g y, t h e  H R  s t r a t e g y  wo u l d  e m p h a s i s e  t h e  r e d u c t i o n  o f

o u t p u t  c o s t - p e r - e m p l oye e. T h i s  wo u l d  b e  a c h i eve d  t h o u g h  t h e  u s e  o f

non-standard employment, subcontract ing and Taylor ised working pract ices

suc h  as  job  prescr ipt ion, a  h igh  deg ree  o f  spec ia l i sat ion, min imal  t ra in ing

and development and a high degree of monitoring. The HR strategy appropriate

to  f i r ms adopt ing  a  qua l i ty  enhancer  bus iness  s trategy  would, by  contras t ,

a i m  t o  f o s t e r  e m p l oye e  c o m m i t m e n t  t o  q u a l i t y  a n d  c o n t i n u o u s  q u a l i t y

i m p rove m e n t . Wi t h i n  t h e  i n n ovat o r  f i r m , t h e  H R  s t r a t e g y  wo u l d  f o c u s

o n  t h e  d eve l o p m e n t  o f  a n  e nv i ro n m e n t  c o n d u c i ve  t o  t h e  s t i mu l a t i o n  o f

c re a t i v i t y. Wi t h  g ro u p s  o f  h i g h ly  t r a i n e d  s p e c i a l i s t s  wo r k i n g  t o g e t h e r,

t h e  H R  s t r a t e g y  wo u l d  n e e d  t o  e l i c i t  a  h i g h  d e g re e  o f  c o l l a b o r a t i o n ,

and  decentra l i s at ion  o f  power  to  those  respons ib le  for  innovat ion. With in

t h e  q u a l i t y  e n h a n c e r  a n d  i n n ovat o r  a p p r o a c h e s  t h e re f o re, t h e re  i s  a  f a r

g reater  scope for  the h igh commitment approach to HRM descr ibed above.

Where the firm is competing on pr ice, such an approach would be considered

i n a p p ro p r i a t e.

Other  models  with in  th i s  t rad i t ion  a l so  s tress  the  impor tance  of  the

product  market  a s  a  deter minant  o f  the  approac h  taken to  HR s trategy.

Miles  and Snow (1984) look at  the rate  of  innovat ion as  the key cont ingent

var iable. The approac h  to  HRM should  vary  depending  upon whether  the

firm is  a prospector (highly innovative), an analyser (moderately innovative)
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or  a  defender  (rarely  innovat ive). The more  innovat ive  the  approac h to

strategy, the more appropr iate  developmental  approaches  to HRM become.

An alternative approach is  taken by Kochan and Barocci (1985) and Tichy,

Fombr un and Devanna  (1982), whose  s i tuat iona l  cont ingency  typolog ies

re la te  to  organi sa t iona l  l i fe-c yc le. Koc han and Barocc i  (1985)  argue  that

as an organisation progresses through star t-up, g rowth, matur ity and decline,

human resource  act iv i t ies  wi l l  va ry  depending  upon the  s tage  of  the  l i fe-

cyc le  reac hed. For  example, concer ning  recr ui tment, the  emphas i s  dur ing

star t -up would  be  on the  recr u i tment  of  the  most  ta lented candidates. As

the  organisat ion prog resses  through growth s tages, recr ui tment  remains

impor tant, but  at tent ion a l so  has  to  be  pa id  to  success ion p lanning  and

the management of  inter nal  labour markets. As  the organisat ion prog resses

into matur ity and decline stages, managing labour turnover to effect workforce

reductions becomes more impor tant. Kochan and Barocci (1985) trace similar

pat ter ns  with in  the ir  model  with  re ference  to  compensat ion  and benef i t s ,

tra in ing  and development  and labour  re la t ions. S imi lar ly, Tic hy, Fombr un

and Devanna (1982) focus  on the way in  whic h the str uctures  of  bus inesses

change as  they develop. The appropr iate approaches to select ion, appraisa l ,

rewards  and development  wi l l  c hange  as  the  organi sat ion  passes  through

single product, g rowth by acquisit ion of unrelated businesses, diver sif ication

and mult i -nat iona l  phases.

Product markets are therefore viewed as instrumental within the mainstream

HRM l i terature  in  deter mining  the  approac h  to  HRM that  companies  are

l ikely  to  adopt. Within the context  of  the hotel  industry, being a  consumer

ser v ice, i t  would  be  sens ib le  to  hypothes i se  that  product  market  s igna l s

will also prove to be highly influential. However, it is by no means a foregone

conclus ion that  hote l s  f aced with  par t icu lar  market  demands  wi l l  c hoose

to meet those demands in the manner predicted by the situational contingency

models. As  argued above, muc h HRM theor i s ing  has  taken p lace  with in  a

manufactur ing  paradigm. There  i s  no par t icular  reason why, therefore, the

techniques widely held as appropr iate to a quality enhancer business strategy

within manufactur ing wil l  be deemed appropr iate to a ser vice-based qual ity

enhancer  s trategy. For  example, i t  may not  necessar i ly  be  the  case  that

the  enhancement  o f  commitment  i s  centra l  to  the  ac h ievement  o f  qua l i ty

in  a  ser v ice  context, and even i f  i t  i s , the  HRM tec hniques  for  maximis ing

commitment in hotels may well differ from those used within a manufactur ing

setting. Therefore, even if hotels emphasise the impor tance of product markets

within their business strategy, it  remains to be seen whether the HR strategy
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adopted to  ac h ieve  the  demands  of  a  g iven bus iness  s trategy  wi l l  be  as

predicted  with in  the  s i tuat iona l  cont ingency  models  o f  HRM.

The s i tuat iona l  cont ingency models  ra i se  a  fur ther  impor tant  quest ion,

namely, the approach to business strategy most l ikely to lead to competit ive

success  in  the  hotel  industry  product  market. On th is  i s sue, muc h depends

upon emerg ing  consumer trends. With in  the  mainstream l i terature, there

is considerable debate. Piore and Sabel (1984) in their f lexible special isation

thes i s , argue  that  with  the  saturat ion  of  consumer  goods  markets  in  home

markets, with consumer tastes becoming increasingly sophist icated and with

the  emergence  of  low-wage industr ia l  economies  in  South  East  As ia  and

Lat in  Amer ica, Wester n  companies  have  had to  re focus  the ir  s t ra teg ies  on

the high quality production of special ised or customised goods and ser vices.

Similarly, Walton (1985) argues that  the condit ions enabl ing control  models

of  management  to  thr ive  no longer  ex i s t . Product  markets  are  no longer

character i sed  by  a  s table  leve l  o f  demand for  mass-produced s tandardi sed

products  and ser vices. Increas ingly, instabi l i ty, argues  Walton, i s  beg inning

to  a f fect  a l l  organi sat ions. Hence  a  premium i s  increas ing ly  at tac hed to

respons iveness  to  customer needs.

However, th i s  argument  i s  not  without  i t s  cr i t ic s. Hyman (1991)  and

Poller t (1991) argue that the extent of product market change is  over stated.

For example, much of the success of Japanese consumer electronics companies

i s  in  mature  mass  markets  reac h ing  sa turat ion, where  cost  control  and the

use  of  mass  product ion tec hniques  i s  equa l ly  as  impor tant  as  a  focus  on

innovat ion, or  the  provis ion of  customised or  batc h  produced goods.

A s imilar  inconclusiveness  in relat ion to the nature of  the hotel  industry

product  market  might  a l so  be  expected. For  example, wi th in  the  hote l

industry  product  market, i t  remains  to  be  seen whether  the  provi s ion  of

ser v ice  qua l i ty  i s  now more impor tant  than pr ice  compet i t iveness  or  t ight

cost  control. This  i ssue must  be addressed before conclus ions can be drawn

concerning the universal applicabil ity of the Beer et al. (1984), Guest (1987)

and Walton (1985)  models  o f  HRM with in  the  hote l  industr y.

The strategy-making process

While product markets are viewed as the key determinant of HRM within the situational

contingency models discussed above, there is a tacit assumption within the situational

contingency typologies that the meshing of business strategy and HR strategy is a

straightforward, uncomplicated process. However, several writers argue that this is a
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somewhat stylised view, which fails to take into account a range of factors that might hinder

such a process of integration. As such, product markets may not be as deterministic as

immediately assumed.

Fir stly, Legge (1995), drawing on the work of Whittington (1993), argues

that  i t  i s  only  poss ible  to  matc h  HRM pol ic y  to  bus iness  s t rategy  where

strategy reflects a ‘classical deliberate’ approach emerg ing from a conscious,

rational decision-making process. Where strategy is evolutionary or emergent,

or  where  i t  i s  processua l , emerg ing  in  smal l  success ive  s teps, there  i s  no

long-term formulated business strategy to which HRM policy can be matched.

Therefore, s ituational  contingency models are only able to make predictions

concerning the appropr iateness of different approaches to HRM in companies

whic h  not  only  consc ious ly  at tempt  to  integ rate  HRM pol ic y  and bus iness

s trategy, but  a l so  have a  consc ious ly  p lanned, for mulated bus iness  s trategy

in  the  f i r s t  ins tance.

The ev idence  suggests  that  the  c las s ica l  de l iberate  approac h  descr ibed

by Legge  (1995)  i s  f ar  f rom the  nor m with in  the  UK. For  example, Whipp

(1992: 50–1) argues that strateg ic planning is absent in most British companies.

S imi lar ly, Beaumont  (1993:18)  comments  that  many companies  in  the  UK

have been pur su ing  an  incons i s tent  set  o f  act iv i t ies  over  the  1980s  and

into the 1990s, involving downsizing, lay-offs and redundancies, while simultaneously

emphas i s ing  product  or  ser v ice  qua l i ty. These  act iv i t ies  do  not  add up to

a consistent, coherent strategy. Thus, to use Mintzberg’s (1987) terminology,

strategy in the UK has tended to reflect ad-hoc formation rather than planned

for mulat ion. I f  the fundamental  touchstone of  HRM is, as  s tated by Keenoy

(1990), that  i t  i s  meshed with bus iness  s trategy, what  i s  HRM meshed with

in  the  major i ty  o f  companies  where  suc h  s tra teg ic  ana lys i s  does  not  take

place, or  l ac ks  cons i s tenc y?

Secondly, even where  there  i s  a  wel l - for mulated  bus iness  s t ra tegy, how

l ike ly  i s  i t  that  there  wi l l  be  an  integ rat ion  of  HRM with  that  s t rategy?  I t

is  not necessar ily the case that this will  happen automatically. Indeed, Mabey

and Sa laman (1995:49)  descr ibe  the  chances  of  suc h integ rat ion occurr ing

as  ‘extremely  rare’ . They argue that  the  process  o f  for mulat ing  a  s trategy,

ident i fy ing  the  key  behav iour s  necessary  to  implement  the  s trategy  and

introducing the  organisat ional  processes  required to  generate  the  required

behav iour s  as sumes  that  sen ior  management  have  been ab le  to  scan  the

environment  for  key  s igna l s , have  ana lysed  those  s igna l s , and then have

been wi l l ing  and able  to  re for mulate  organi sa t iona l  s t r uctures. Thi s , they

state, i s  a  ‘daunt ing and demanding l i s t  of  prerequis i te  s teps  for  any g roup
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of  sen ior  manager s ’ . Thi s  l i s t  may be  made even more  daunt ing  by  the

fact  that , a s  h igh l ighted by  Guest  (1987)  and S i s son and Storey  (1990),

manager s  with in  the  UK have  typ ica l ly  demonstrated  a  l ac k  of  s t rateg ic

capabi l i ty  and ab i l i ty  to  manage  c hange.

Third ly, the  ab i l i ty  to  adopt  an  HRM strategy  appropr iate  to  bus iness

s trategy  may a l so  be  par t ly  dependent  upon the  power  and in f luence  he ld

by the per sonnel or HR function. Whipp (1992) states that  where per sonnel

management  i s  undeveloped with in  an  industr y, the  appropr iate  s tra tegy

i s  unl ikely  to  emerge. This  i s  suppor ted by  Guest  and Hoque (1994a)  who

found that where a firm has a well-developed sophisticated personnel department,

it  is  more l ikely to be pur suing practices associated with an HRM approac h,

on the  pr inc ip le  that  i t  i s  the  per sonnel  depar tment, or  the  manager  with

responsibil ity for personnel who is the most l ikely to encourage or champion

HRM initiatives. Similar arguments are presented by Marginson et al. (1993),

using data from the 1992 Warwick Company Level Industr ial Relations Survey.

He suggests  that  where  there  i s  a  per sonnel  or  HR director  a t  boardroom

level  there  i s  a  h igher  l ike l ihood of  an  integ rat ion  between HRM strategy

and bus iness  s t ra tegy.

However, Beer  e t  a l . (1985:27)  suggest  that  a  fur ther  reason for  a  poor

f it  between HRM and business  strategy might l ie  within the HR depar tment

i t se l f . I f  HRM and bus iness  s t rategy  dec i s ion-making  i s  not  integ ra ted,

there  i s  the  danger  that  HR depar tments  wi l l  develop prog rammes that

l ine  management  do not  cons ider  re levant. This  might  occur  where  there

is a difference in perspective between the long-term, people-or iented approach

adopted by  HR manager s  and the  shor t- ter m, prof i t s -or iented  approac h

adopted by l ine  manager s. Suc h d i f ferences  could expla in  the  introduct ion

of  some aspects  o f  HRM in  s i tuat ions  where  the  bus iness  s trategy  suggests

a  need for  a  more  ca lcu lat ive, cost -consc ious  approac h.

In  the  context  o f  the  hote l  industry, the  re levant  quest ions  therefore

concer n f i r s t ly, whether  there  i s  a  tendenc y  for  s trategy-making  with in

the industry to reflect a conscious, planned approach, or an ad-hoc, emergent

approach. I t  i s  only  where a  for mulated bus iness  s trategy exis ts  and where

a  consc ious  meshing  takes  p lace  that  bus iness  s tra tegy  would  be  expected

to impact  on HR pol ic y  choice  in  the  manner  predicted by Miles  and Snow

(1984), Sc huler  (1989), Schuler  and Jackson (1987)  and Tic hy, Fombr un

and Devanna  (1982). I f  s t ra tegy-making  i s  consc ious  and p lanned, to  what

extent do hotels  make a conscious effor t  to mesh human resource strateg ies

with  bus iness  s t rategy?  Also, the  ab i l i ty  o f  management  to  handle  c hange
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within the hotel industry, and the relative power and influence of the personnel

function may influence the approach taken to HRM within the sector. Answers

to  these  quest ions  wi l l  deter mine whether  i s sues  concer ning  the  s trategy-

making  process , v iewed as  in f luent ia l  wi th in  the  mainstream l i terature,

should  a l so  be  deemed impor tant  with in  the  hote l  industr y.

Workforce characteristics

Several arguments are made within the HRM literature relating to the potential impact of

workforce characteristics on HRM policy choice. Firstly, Beer et al. (1985:25) raise the

contention that the motivation, capacities and potential of the workforce will restrict policy

choices available to management. Similarly, Guest (1987) states that many workers will not wish

to show high intrinsic motivation at work, and thus attempts to apply innovative HRM techniques

to an established workforce will not always be practical (Guest 1987:516). The adoption of HRM

will therefore be restricted if the workforce proves resistant to change, or where working

practices are entrenched. The take up of HRM may be proportionately higher on greenfield sites

where management are given a clean slate, and where they do not have to fight against existing

attitudes and existing systems of industrial relations (Guest and Hoque, 1993).

Relating to workforce skill levels, Beaumont (1993:26–7) and Keep (1989)

argue that the deficiencies in skills training and in vocational education in

the UK, as highlighted by Finegold and Soskice (1988), will potentially hamper

the introduction of HRM. Suppor ting this view, Hendry and Pettig rew (1990:

28) refer to research by Daly, Hitchens and Wagner (1985) and Steedman

and Wagner (1987) which examines matched pairs of German and British metal-

working and kitchen furniture manufacturers. The research demonstrated that

the lack of availabil ity of worker s with high-level skills in the UK influenced

firms’ decisions to concentrate production on the cheaper, mass-produced

end of the market.

Existing workforce characteristics are therefore seen as a critical determinant

of the approach taken to HRM within the mainstream HRM literature. It  is

l ikely that workforce character istics will  be viewed as an equally impor tant

determinant within the hotel industry. To assess this issue, it will be necessary

to evaluate the extent to which the hotel industry workforce is likely to prove

amenable, or is l ikely to respond to HRM. It may be the case, for example,

that overall  skill  and training levels are too low for an HRM approach to

prove viable. Similarly, resistance to change may present a problem. These

questions will  need to be addressed if  it  is  to be ascer tained whether the

arguments concerning the influence of workforce characteristics on the approach
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taken to HRM discussed within the mainstream literature are relevant within

the hotel industry.

The impact of trade unions

It is commonly argued that a trade union presence will militate against the adoption of

HRM. Where a union is present, union officials might resist the introduction of innovative

HRM practices. In particular, they are likely to resist practices emphasising direct

communication between management and employees, thus bypassing traditional union

collective bargaining channels. They are also likely to resist practices attempting to elicit

employee commitment to the organisation and hence result in a reduction of the perceived

need for a trade union amongst the workforce. HRM practices, Beaumont (1992:35) claims,

with their emphasis on teamwork, flexibility, employee involvement, participation and

commitment, ‘drive a wedge’ between unions and their members and is therefore logical for

union officials to resist the introduction of such practices.

Conver se ly, i t  has  o f ten  been argued that  a  l ac k  of  t rade  unions  wi l l

fac i l i t a te  the  adopt ion of  HRM. As  Beer  e t  a l . (1985:32–3)  argue, non-

union firms will invest heavily in HRM policies including employment security,

g r ievance  procedures  and open-door  pol ic ies , maybe of fer ing  ter ms and

condi t ions  whic h  are  more generous  than those  in  unionised companies,

in  order  to  mainta in  the ir  non-union s ta tus.

However, Guest  (1995)  presents  a  d i f ferent  v iewpoint. He argues  that

there  i s  a  g reat  dea l  in  common between HRM and trade union object ives.

For  example, both  emphas i se  the  ach ievement  o f  s tatus  reduct ions, job

secur i ty, sk i l l  enhancement  and h igh  bas ic  pay. Guest  (1995)  a l so  argues

that  muc h of  what  has  been introduced in  the  UK under  the  descr ipt ion

of  HRM has  been p iecemeal , unstrateg ic  and somewhat  ha l f -hear ted, and

has had l i t t le  impact on performance. As such, he argues that  unions should

champion the introduction of a more strateg ic HRM approach, instrumentally

encourag ing management and ass ist ing them in the implementat ion of  high-

qua l i ty  management  pract ices , and a l so  ensur ing  there  i s  no  s l ippage  in

the  operat ion  of  those  pract ices. The union’s  ro le  therefore  becomes  one

of  ‘ inter na l  consul tant ’ , and i s  leg i t imated in  the  eyes  o f  management, a s

they  rea l i se  the  benef i t s  o f  jo int  par tner sh ip. This  approac h  i s  suppor ted

by the  Trades  Union Cong ress  (1994), who argue  that  unions  can  p lay  a

h ighly  in f luent ia l  ro le  in  developing  a  ‘world  c las s  workplace’ .

The debate within the mainstream HRM literature concerning the relationship

between unions and HRM is therefore somewhat inconclusive. In the context
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of  the  hote l  industry, i t  wi l l  be  somewhat  d i f f i cu l t  to  tes t  empir ica l ly  the

impact  of  t rade  unions  on HRM, g iven the  lac k  of  recognised trade  unions

within the industry. Never theless, i t  wil l  be poss ible  to develop hypotheses

as to whether managers take advantage of the non-union nature of the industry

to exper iment with new approaches to HRM or to adopt labour-intensifying

or  cost -cutt ing  pract ices.

The impact of labour markets

Beer et al. (1985:31–2) argue that where labour market conditions are tight, companies are

under increased pressure to ensure the recruitment and retention of the most qualified and

capable employees. As such, there will be a greater emphasis on policies relating to wages,

career advancement and working conditions likely to attract and keep such staff. Similarly,

Ramsay (1991) claims that under tight labour market conditions, managers threatened with

potential control loss will attempt to incorporate the workforce by allowing them to

participate in management decision-making, thus stifling conflict. As soon as conditions

allow, however, they return to a more direct approach. As far as the hotel industry is

concerned, this debate raises the question as to whether there is any labour market pressure

on management to adopt practices that encourage the recruitment and retention of the most

able staff, or to adopt practices aimed at averting workforce recalcitrance.

Organisation characteristics

It is widely acknowledged that in very small establishments, formal HRM practices may be

inappropriate. For example, effective communication may be achieved via informal face-to-

face contact rather than via expensive and complex formal communication techniques. As

such, HRM may be inappropriate within small seaside resort hotels employing only a handful

of staff. It will therefore be necessary to take into account establishment size when assessing

the extent to which HRM is practised within the hotel industry, or at least the level within

the organisation at which it is likely to be practised.

National ownership

A body of literature has developed concerning the relationship between ownership and

HRM. Examples include the research on Japanese management (for example Oliver and

Wilkinson, 1989, 1992; Trevor and White, 1983; Wickens, 1987; Wood, 1996), which

demonstrates that Japanese firms, on the whole, have adopted a more strategic approach to

HRM than have their UK-owned counterparts. More recently, attention has focused on
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establishments from other national origins. For example, Beaumont, Cressey and Jakobsen

(1990), Guest (1996) and Guest and Hoque (1996) find a surprising lack of interest in

techniques associated with an HRM approach amongst German-owned firms operating

within the UK. The impact of national ownership on the approach taken to HRM within the

hotel industry is worthy of further consideration, particularly if a relationship between HRM

and performance can be identified.

Impact of financial markets

According to Kirkpatrick, Davies and Oliver (1992:132) and Purcell (1989: 69–71), there

has been a rapid trend towards diversification and divisional-isation within the UK. This is

because in the UK, the stock market emphasis on short-term financial results has encouraged

a policy of decentralisation, as companies attempt to ensure a regular positive cash-flow by

operating in a range of product markets, all of which will mature at different times (Sisson

and Storey, 1990). This in turn has led to the adoption of M-form company organisation,

which is seen as the best way of managing a diversified business. The enterprise is therefore

not seen as a unified business but as a collection of businesses.

However, M-form structures render infeasible the concept of a corporate-

wide HR strategy. This  i s  because eac h segment of  the business  wil l  require

d i f ferent  approac hes  to  HRM, depending  upon the  product  market  and

upon the  s tage  in  the  product  l i fe-cyc le  reac hed. HRM dec i s ion-making

is  therefore devolved to divis ional  level. In the absence of an HRM presence

at corporate level however, financial cr iteria, management accounting, tighter

shor t-r un f inanc ia l  control s  (Ar mstrong, 1989)  and h igh  accountab i l i ty  o f

d iv i s iona l  prof i t s  (Purcel l , 1989)  wi l l  come to  dominate. Suc h pressure

to achieve results in financial terms will preclude the longer term developmental

activit ies relevant to the ‘soft’  motivation and commitment-or iented aspects

of HRM (Kirkpatrick, Davies and Oliver, 1992:142–3). Even if line management

had an interest in pursuing HRM goals or where the product market suggested

HRM to be applicable, such approaches would be precluded by the immediate

imperative of short-term financial performance targets imposed by the corporate

centre  (S i s son and Storey, 1990).

According to Storey (1992:43), the arguments presented above may well

be  over s ta ted. He s tates  that  there  i s  cons iderable  var i at ion  between the

HR policies adopted by the divisions within M-form companies, which suggests

that  there  are  other  factor s  in f luenc ing  management  behav iour  other  than

simply company structure. He questions whether or not it  would be possible

to develop unit  level  HR strateg ies without corporate management suppor t,
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and a l so  notes  that  compet i t ion  for  investment  funds  with in  a  g roup i s

o f ten  dependent  upon the  ab i l i ty  to  demonstrate  that  advances  have  been

made in  ter ms of  HRM.

Never the less , the  re levance  of  th i s  debate  to  the  hote l  industry  wi l l

depend upon whether there is any pressure from decentralisation as described

by  Ar mstrong (1989), Kirkpatr ic k, Davies  and Ol iver  (1992)  and Purcel l

(1989)  with in  the  hote l  industry. I f  so, i t  wi l l  a l so  be  poss ible  to  tes t  the

extent  to  which  that  pressure  i s  l ikely  to  res tr ic t  the  adopt ion of  an  HRM

approach.

Summary

This chapter has developed a framework that outlines the models of HRM as presented by

Beer et al. (1984), Guest (1987) and Walton (1985), and highlights the factors that are likely

to encourage or restrict the implementation of the approach to HRM as encapsulated within

those models. The framework demonstrates that the likely adoption of HRM is dependent

upon a range of influences relating to product markets, the resourcing of the personnel

department, the ability of managers to handle change effectively, workforce characteristics,

union presence, labour market conditions, organisational size, national ownership and

financial markets.

The a im of  th i s  book i s  to  tes t  the  va l id i ty  o f  th i s  f ramework with in  a

ser v ice  industr y  context, namely  the  hote l  industr y. The f i r s t  tes t  o f  the

relevance of HRM in the hotel industry concerns the extent to which practices

associated with an HRM approach have been adopted. The second test concerns

the  factor s  that  are  l ikely  to  in f luence  the  approac h taken to  HRM, in

par t icular, whether the factor s  v iewed as  inf luent ia l  within the mainstream

HRM l i terature  are  a l so  v iewed as  impor tant  with in  the  hote l  industry. I f

manager s within the industry have to contend with a  range of  contingencies

not  taken into  account  with in  the  mainstream debates, the  suggest ion wi l l

be  that  the  hote ls  are  indeed somehow ‘di f ferent’ , and that  the  framework

out l ined above  i s  o f  l imited  re levance.

The final test of the relevance of HRM within the hotel industry concerns

the re lat ionship  between HRM and perfor mance. This  i s  a  cr i t ica l  quest ion

concerning the applicability of HRM—it would only prove sensible to encourage

the  wider  adopt ion of  HRM in  the  industry  i f  i t  can  be  demonstrated  that

HRM has  a  contr ibut ion to  make to  super ior  per for mance.

The book tests these issues in the following manner. The following chapter

examines  the  factor s  that  wi l l  potent ia l ly  in f luence  the  approac h  taken
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to HRM with in  the  hote l  industr y, and develops  hypotheses  re la t ing  to

the  l ike ly  impact  o f  these  f actor s. This  c hapter  a l so  develops  hypotheses

concerning the impact of factors not discussed within the mainstream literature

that  are  cons idered impor tant  with in  the  hote l  industry. In  drawing out

the differences and similarities between the factors seen as potential influences

on the  approach taken to  HRM discussed with in  the  two sets  of  l i terature,

this  i s  a  key c hapter in determining the appl icabi l i ty  of  HRM theory within

a  hote l  industr y  context.

The subsequent chapters test the hypotheses developed, taking a quantitative

empir ical  approach to examine the extent to whic h HRM has been adopted,

the factor s influencing the approach taken to HRM, and also the relationship

between HRM and organi sat iona l  per for mance. Chapter  3  introduces  the

empir ica l  under pinning  of  the  book, namely  the  1995 Sur vey  of  Human

Resource  Management  in  the  Hote l  Industry. Data  generated  with in  th i s

survey are compared with data from a sample of manufactur ing establishments,

to  as sess  f rom a  comparat ive  per spect ive  the  extent  to  whic h  pract ices

assoc ia ted  with  an  HRM approach have  been adopted with in  the  industr y.

Chapter 4 uses  data  from the 1995 Sur vey of  Human Resource Management

in  the  Hote l  Industry  to  examine empir ica l ly  the  factor s  in f luenc ing  the

approach taken to  HRM. Chapter  5  provides  a  cor roborat ion of  the  resul ts

ac h ieved with in  Chapter s  3  and 4  f rom a  qua l i tat ive  per spect ive.

Chapter 6 looks at perfor mance issues. A number of studies have recently

ascer ta ined a  l ink  between HRM and per for mance. These  s tudies  inc lude

Ar thur (1994), Guest and Hoque (1994b, 1996), Huselid (1995), Ichniowski,

Shaw and Prennushi (1994) and MacDuffie (1995). Chapter 6 assesses whether

s imi lar  per for mance  e f fects  can  be  ident i f ied  with in  the  hote l  industr y.

In  a  s imi lar  ve in  to  the  mult ivar iate  ana lyses  under taken with in  ear l ier

s tudies  o f  the  impact  o f  HRM on per for mance, th i s  c hapter  eva luates  the

relat ionship between HRM and perfor mance within  the hotel  industry, and

also the circumstances within which HRM contributes to superior performance.

Note

1 Littler (1989:19) estimates that in 1982 only about 1.4 million people worked in a mass
production industry, and the number of direct workers on the line was only half that
number.
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