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ABSTRACT
The project addresses the issue of professionalism and standards in the tourism industry and the concern that some
operators, who are performing at a sub-standard level, are affecting the reputation of regional areas and Victoria as a
tourism destination. To identify performance development issues and the relatively poor take up of support offerings, a
study of both support providers and tourism operators was undertaken. The investigation of support providers involved
an audit of what key tourism organisations in Victoria offer to tourism businesses. It also included interviews with key
industry personnel to identify issues and views of what works and what doesn’t work in assisting operators to improve
service and product delivery. The face to face interviews conducted with thirty operators located in north-east Victoria,
ascertained their support engagement activities, support needs, knowledge and perceptions of current support offerings.
The findings suggest that there is a gap in what is offered to operators and what they actually need or prefer.
Overall, there is some duplication of effort on behalf of the support providers and a fragmented approach which
confuses a number of operators. Additionally, the way in which various support is delivered does not match the needs of
all businesses. Several recommendations have been proposed to address this anomaly and to assist government and
industry in closing the gap
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SUMMARY
Introduction
The project was motivated by Tourism Victoria’s commitment to enhancing the service skills and professional
standards of tourism businesses in Victoria and in particular to target those who may be underperforming. Tourism
Victoria proposed the project with the intention that the research findings provide input into the implementation of their
Tourism Excellence Strategy 1 launched in April 2006.

Research Approach
The project was undertaken in three stages. The first stage was a review of literature relating to effective skill
development and support provision for business, as well as an analysis of secondary data drawn from State Tourism
Organisations (STO) and industry associations. In the second stage an audit of industry aimed to identify and record the
type and extent of the skill (and professional) development support currently provided to tourism businesses in Victoria.
Data for the audit was collected from secondary data and via interviews with several key tourism organisations who
either deliver or who have an interest in skill development or professional development. In the third and final stage,
interviews were conducted with operators to gain an in-depth understanding of their support needs, barriers affecting
access, gaps in support provisions and the differences across the groups studied. In stage three a total of thirty operators
were interviewed. These operators were located in north-east Victoria. The firm classifications were as follows:
• Level 1—tourism award winners and those operators deemed to deliver high levels of service
• Level 2—members of regional/industry associations who show a moderate level of engagement with industry
and a satisfactory level of visitor service
• Level 3—operators who are not members of associations and who have little or no engagement with industry
bodies or programs.

Key Findings
Based on the explorations of both the support providers (key tourism and government agencies) and the operators a
number of issues have been identified.

The industry
Current support for tourism operators
The investigation of thirty-one industry associations considered the scope and extent of support provision for tourism
operators in Victoria. There are five categories that define the majority of support provided by government and industry
to these operators—Resource Provision; Events; Workshops and Seminars; Certification or Accreditation and Training
Programs. The most common types of support available are Resources (that is, guidelines and information), Events
(expos, conferences, network meetings and forums), Certification/Accreditation programs, Workshops and Seminars.
Overall, there is considerable duplication of the type of support provided by different organisations; however, it is
apparent that each organisation is focused on customising their activities and programs to their specific members and
sector.

1

The Tourism Excellence Strategy is a joint initiative of the Tourism Industry and Tourism Victoria. The aim of the
Tourism Excellence Strategy is that by 2010 Victoria’s Tourism Industry will be recognised for delivering outstanding
visitor experiences.
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Views on support delivery
A number of concerns regarding the current delivery of support to tourism operators were raised:
• There is a need to establish connections between tourism and other industries.
• Tourism support providers should promote existing generic small business support since many programs
and services already exist.
• Key tourism industry organisations should be more open and share intelligence to identify what works and
doesn’t work in terms of support delivery.
• There is a need for increased communication between support organisations and operators, mainly for
industry to better understand the operators.

How to engage operators
A number of ways to engage operators in business improvement activities include:
• redesign of business development seminars to address the issues of importance to operators
• providers addressing modes of support delivery so they match the needs of operators
• developing sound communication channels to raise awareness of issues of importance.

What works and what doesn’t work
The industry personnel demonstrated a strong understanding of what works and what doesn’t work in terms of
developing operators, however the understanding varied from individual to individual. Nevertheless a number of
successful methods were suggested:
• using direct marketing to target these operators
• providing local awards to stimulate participation in smaller, more accessible award programs
• helping operators recognise their issues and directing them to relevant support. Operators need advice about
the usefulness of seminars to determine whether or not they should attend and that local contacts are important
to the provision of this advice
• using existing industry organisations to implement programs
• employing a counselling rather than consulting approach.

Tourism enterprise operators
The third phase of the study focused on the operators and the identification of their behaviours and perceptions with
regard to support usage and industry engagement.

Owner-manager and firm characteristics
Most of the owner-managers involved in the study are middle-aged or older and are a relatively well educated group.
The findings indicate differences in motivations across the three firm level types. For instance, Level 1 firm ownermanagers have a broad range of reasons for running a tourism business whilst Level 3 firms are largely motivated by
satisfaction of goals. Level 3 firm motivations are markedly different when compared to Level 1 and 2 operators in the
category of Sector, Community and Regional Orientation. This finding suggests that they may not value nor see a need
for sector, community or regional involvement. Understanding this difference could indicate that the firms, grouped as
Level 3 firms need a different style of support.

Affiliations and membership
Despite the belief by industry personnel that the level of engagement with industry bodies or programs would vary
according to the predetermined firm level classifications, all of the firms were affiliated to some degree with external
organisations. However, if the outliers are excluded then Level 3 firms have fewer affiliations than Level 1 and 2 firms
and Level 1 firms have the greater number of affiliations overall. Therefore, the level of affiliation varies according to
firm level classification.
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In attempting to identify firms who may most need support it is also worth considering whether the number of
affiliations or type of involvement indicate effective ‘engagement’ and, furthermore, whether either of these highlight
those with better product and service delivery. For instance, Level 1 firm owner-managers are leaders and champions in
their field and tend to have more prominence in their engagement activities as well as a greater number of associations.
A number of findings relating to support usage were also identified and include:
• Types of sources used for information gathering. A range of sources were used by the firms in different
ways when gathering information for successful business operation. The different sources used suggest that
different modes of delivery have different appeal.
• Support usage. Generally, the owner-managers need to gather information to improve marketing; to tap into
new ideas; and to find out about changing trends. To obtain this information a number of the owner-managers
engage in networking.
• Barriers to support use. Overall, there were no apparent extreme barriers restricting the firms in accessing
and using needed support. The most restrictive barriers for all firms were lack of time, lack of awareness and
lack of availability. Interestingly, Level 1 firms appear to have a more positive outlook with regard to potential
barriers.
• Encouragers to using support included awareness of available support; better provision of needed and
relevant support; greater trust that the support providers will deliver the benefits promised would assist ownermanagers; and locally delivered support.
• A range of support needs were identified, however, assistance with employee issues and marketing advice
rated highly across all firms. Employee issues include staffing advice, staff training, skilled labour and keeping
up with changes in legislation.
• When asked about the preferred mode for receiving support, face-to-face contact and group based delivery
rated highly amongst most of the owner-managers. Conversely, support delivered via a phone service was the
least preferred mode.

Firm type differences
When considering the firm level classifications there are a number of key characteristics that distinguish Level 1 firms
from Level 2 and 3 type firms. The key differences suggest that those selecting the firms (based on the three categories
provided) were able to distinguish the firms in terms award participation and the degree of involvement with industry
associations and networks. Of interest is the difference in the Level 1 firms when compared to the other firms in the
study with regard to their attitudes and motivations. Level 1 firms are more positive and passionate about their business
and more willing to ‘have a go’. These owner-managers strongly match the description of entrepreneurs. On the other
hand Level 3 Firms are noted for the lack of involvement in awards and accreditation and lack of energy in seeking and
using support and the owner-managers tend to be more negative and inward looking.

The gap
There is an apparent gap in what is currently available to operators in terms of support provided by industry bodies and
what operators need and want. Based on the audit the most common types of support provided to tourism businesses in
Victoria are Resources (that is, guidelines and information), Events (such as expos, conferences and network meetings),
Certification/Accreditation programs, Workshops and Seminars. However, the owner-managers of Level 2 and 3 firms
(whom that industry wants to target) do not seek nor express a desire for this type of support. For instance, Level 2 and
3 firms do not value accreditation, which explains the poor uptake. Level 3 firms do not have an interest in attending
conferences/workshops; trade shows or industry association events. Instead these firms prefer locally delivered support
which is delivered face-to-face and in the workplace.
Additionally, views about how and why support should be delivered to owner-managers varies across the different
industry and government organisations which may explain why a number of the Level 3 firm owner-managers see
current support offerings as fragmented and confusing. Broadly constructed and delivered support does not reach nor
appeal to a number of the owner-managers. Level 3 firms want support that is directly marketed and based on their
needs, suggesting a need for improved communication in getting information directly to operators. Therefore, having
local people and people who know the operators is important to this process. In the place of workshops and seminars
Level 2 and 3 firm owner-managers prefer a counselling rather than consulting approach, which is important in helping
operators to recognise their specific issues and direct them to relevant support.
As a result of this study a number of recommendations have been made to inform industry, government and the
community to find better ways to assist the service delivery and professionalism of Small Tourism Enterprises (STEs).
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Chapter 1

INTRODUCTION
This study explored the training and support needs of tourism enterprises. The project was motivated by Tourism
Victoria’s commitment to enhancing the service skills and professional standards of tourism businesses in Victoria and
in particular to target those who may be underperforming. Tourism Victoria proposed the project with the intention that
the research findings provide input into the implementation of their Tourism Excellence Strategy 2 launched in April
2006.
The issues relating to standards and professionalism are largely linked to the nature of the tourism industry as an
unregulated industry, particularly when it comes to requirements that are specific to the industry. It is known that many
operators move into the industry with few formal qualifications and a lack of awareness of tourism or business
knowledge. In recent years a general recognition has emerged that the lack of professionalism is an issue, however,
many tourism businesses think that they are not part of the problem and do not need to adjust. Activities such as
networking, training and education programs, business development tools and participating in accreditation programs
and tourism awards provide opportunities for development. Yet, a number of barriers such as lack of time, limited
resources and lack of awareness prevent tourism businesses from accessing the wide variety of tools, events and
programs that may be available. It is also possible that the current offerings either do not meet the needs of tourism
businesses overall or only meet the needs of some operators. To enhance the professionalism and excellence of tourism
businesses an assessment of the availability and effectiveness of skill development opportunities would assist in the
achievement of established standards. To better understand the current support environment and the support and
development needs of operators this project aimed to address a number of key objectives. The main aims were to
identify:
• the skill and professional development opportunities for tourism businesses in Victoria
• the views of tourism businesses of the availability of these skill development opportunities
• issues or barriers that may exist and that affect operators’ skill and service delivery opportunities
• differences and similarities in terms of needs and behaviours across a range of operators.
The study was undertaken in three phases and this report presents the findings of all phases and encompasses both
industry and business views.

2

The Tourism Excellence Strategy is a joint initiative of the Tourism Industry and Tourism Victoria. The aim of the
Tourism Excellence Strategy is that by 2010 Victoria’s Tourism Industry will be recognised for delivering outstanding
visitor experiences.
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Chapter 2

RESEARCH APPROACH
The three project stages used qualitative research. The first stage was a review of literature relating to effective skill
development and support provision for business, as well as an analysis of secondary data drawn from State Tourism
Organisations (STOs) and industry associations. In the second stage an audit of industry aimed to identify and record
the type and extent of the skill (and professional) development support currently provided to tourism businesses in
Victoria. Data for the audit was collected from secondary data and via interviews with several key tourism organisations
who either deliver or who have an interest in skill development or professional development. In the third and final stage
interviews were conducted with operators to gain an in-depth understanding of:
• the needs of Victorian tourism operators
• issues and barriers affecting access to the skill development opportunities
• the effectiveness of existing skill development offerings with regard to access and impact
• any gaps in support provision
• ideas on new opportunities and improvements of existing offerings
• any differences across the different types of firms in terms of needs, behaviours and attitudes.
Issues arising from the first two stages—the review of literature and the audit—guided the development of the
interview instrument used in the third stage where tourism operators were interviewed. The review of the literature
(Stage One) is presented in Chapter 3.
To obtain current and relevant data in-depth interviews were conducted with a total of thirty operators located in
north-east Victoria. To explore any differences in support needs and support usage, a classification of firm types was
used to guide the selection of tourism businesses. The selection of interviewees was specifically guided by the
classification of businesses as outlined in the Tourism Excellence Strategy. The identification of the businesses relied
on input and support from the Steering Committee and NE Tourism Inc. The firm classifications were as follows:
• Level 1—tourism award winners and those operators deemed to deliver high levels of service
• Level 2—members of regional/industry associations who show a moderate level of engagement with industry
and a satisfactory level of visitor service
• Level 3—operators who are not members of associations and who have little or no engagement with industry
bodies or programs.
Equal representation was sought and therefore ten interviews were conducted with operators from each of the three
level classifications. Interestingly, most of the firms were small tourism enterprises (STEs) as they employed less than
twenty workers.
As a final point, it should be noted that from the outset it was understood that there was some difficulty with the
selection process, as it relied on the subjective view of the selectors. However, these judgments were necessary as no
other classification data were available with regard to operator performance and engagement. As outlined in this
summary, it is not certain, even at the local level, that a classification by firm-level type is feasible.
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Chapter 3

TOURISM ENTERPRISE TRAINING AND IMPROVEMENT ISSUES
Tourism Businesses
It is generally recognised that the tourism industry is difficult to define and therefore difficult to analyse. This issue has
been a focus of the Australian Bureau of Statistic’s Tourism Satellite Account (TSA). The TSA suggests a number of
industries and commodities that are tourism related and has classified them according to two groupings—Tourism
Characteristic and Tourism Connected businesses. The Tourism Characteristic businesses are those that would be
significantly affected if tourism were to cease while Tourism Connected businesses have an identifiable tourism related
product that is consumer by visitors in significant volumes (Bolin & Greenwood 2003).
According to Bolin and Greenwood there are a total of 89 623 tourism related businesses (that is, both Tourism
Characteristic and Tourism Connected) in Victoria of which 91% are small or micro businesses or small tourism
enterprises (STEs) 3 . Their importance in terms of economic contribution and employment is widely recognised by both
government and various industry bodies, yet little is known about what drives good performance. This lack of research
is a concern because STEs have higher exit rates than are found in most other industries (Department of Industry
Science and Tourism 2002). The churn rate and poor success rate of STEs is an issue for the industry as the
interconnectedness of tourism product means that the poor performance of one firm can affect other operators and even
an entire destination. STEs are not only numerous but are somewhat unique in the way they operate, therefore, in
exploring support and improvement approaches to enhance their professionalism and performance it is important to
understand the nature of these small firms.

The Nature of Small Tourism Enterprises
When considering STEs and professional standards it is critical to understand how they how function. STEs are unique
in some ways but also share a number of characteristics that are similar to generic small businesses. For instance, they
are not cut down versions of large firms and for a number of reasons relating to structure, resourcing, practices and
motivations they differ to big businesses and, therefore, the way they operate affects their product and service delivery
(Beaver & Jennings 2005).

Major structural and resourcing differences
Many STEs are micro businesses that are owned and operated by families or sole operators. Generally small businesses
have a simpler structure and are more centralised than their bigger counterparts (Jennings & Beaver 1997). The
centralisation of the small firm means that the decision making largely lies with one individual, the owner-manager. For
this reason the organisation structure in small firms tends to be organic and loose, as opposed to mechanistic and
formalised, which is the case in large firms (Jennings & Beaver, 1997). Small firms are also distinctive because they do
not have specialist managers for the various functional areas (Peacock 1999; Thomas 2000). The lack of specialists
means that owner-managers take on many roles and as a result small firms struggle with marketing, strategic planning,
financial management and human resource management. Small firms also suffer from resource limitations and lack
economies of scale (Kotey 2005). Often to better resource the business, good operators will develop strong relationships
with external stakeholders (Gibb 1997), which is why networking is important. Both internal and external relationships
tend to be informal and, therefore, many small business operators do not have formal structures for communication and
decision-making (Jennings & Beaver 1997; Kotey 2005).

Management practice differences
As with structure, management practices in very small STEs also tend to be informal. Most owner-managers operate
with little documentation of strategies, policies and procedures (Kotey 2005). The owner-manager, who has absolute
power and full leadership responsibility, largely determines the culture of a small operation. Furthermore, the
management process in STEs is similar to generic small businesses and is characterised by the highly personal
3

Small tourism enterprises (STEs) are defined as firms employing less than twenty workers
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preferences and attitudes of the owner-manager (Jennings & Beaver 1997; Beaver & Jennings 2005). Classic
management practices such as recruitment and selection of staff are often unplanned and informal. New employees are
usually selected from family and friendship circles. The lack of involvement of outsiders in the internal operations of
the firm means there is less accountability required, therefore monitoring and reporting activities are often poorly done
(Kotey 2005). It has also been observed in studies by McMahon (2001), Kotey (2005) and Peacock (1999) that the
structure and formalisation of management practices in small firms evolves as the firm grows. With growth comes
delegation of tasks, greater specialisation and greater sophistication in monitoring and reporting procedures.
Small firms also tend to have a short-term perspective due to their lack of power in the marketplace and the
restricted range of products or services; making them more exposed to consumer trends and changes. Therefore, shortterm views are likely to exist for learning and training as many small firms do not have business plans or training
budgets.

Entrepreneurial ventures versus traditional small businesses
In a small firm the owner-manager determines the establishment of the business, how it operates and the business
outcomes. Consequently, small businesses differ according to the motivation and personality of the owner-manager.
Studies exploring these characteristics have classified firms into two major groupings—entrepreneurial and traditional
small businesses (Beaver & Jennings 2005; Jennings & Beaver 1997; Liles 1974; Peacock 1999). According to Liles
(1974), the vast majority of small businesses are marginal or traditional firms, which is also likely to be the case in the
tourism industry.
These traditional firms may provide a bare income for the employer and one or two employees; and are often
established to replace a job or to provide an independent lifestyle (Peacock 1999, p. 39). In the tourism industry they are
often referred to as ‘lifestyle’ firms. In this group of firms the owners are more comparable to managers rather than
entrepreneurs.
On the other hand, entrepreneurial-style firms are defined as fast growing or entrepreneurial ventures and as
‘attractive small companies and high potential ventures that are highly competitive because they are innovative, flexible
and efficient’ (Peacock 1999, p. 39). These firms are run by entrepreneurs who are distinguished by one or more of the
following characteristics and practices—innovative, risk-taking, resource coordination, business creation and
opportunistic (Howorth 2005). Although not all small business operators are the same, a key differentiator of an
entrepreneur from a traditional operator is that their main objectives (along with other non-financial aspirations) are
profitability and growth. Notably, businesses operated by entrepreneurs are characterised by innovative strategic
practices and continued growth (Sadler-Smith, Hampson et al. 2003).

Motivation differences
Business success and professional standards may vary from one small business to another depending on the
stakeholders and the motivation for starting the enterprise (Paige & Littrell 2002; Morrison & Teixeira 2004; Beaver &
Jennings 2005). The two types of small firms, entrepreneurial ventures and traditional small businesses, tend to have
different motivations. For example, for the traditional small enterprise (or lifestyle firms in tourism sectors) key motives
may be (cash reserves) rather than sales growth and profit. Furthermore, the need for achieving independence, doing
something they enjoy, elevating a recreation or pursuit, sharing their passion with others, educating others and gaining
control of one’s life, appear to be key motives (Paige & Littrell 2002). Similarly, Getz, Carlsen and Morrison (2004)
suggest that family operated firms (of which there are many in tourism) are motivated by personal, family and lifestyle
dreams. In a study by Bransgrove and King (1996) lifestyle goals were more frequently reported in rural areas.
On the other hand motivations for the entrepreneurial venture are focused on profit and growth as measured by
return on investment (ROI) and shareholder value, as well as market capitalisation and their reputation in the industry
(Jayaraman, Khorana, Nelling & Covin 2000).
In their study of small craft retailers, Paige and Litterell (2002) found three categories which described how the
owner-managers defined their success. These categories are illustrated in Table 1 and can also be described as
motivations and personal goals. The categories of ‘satisfaction of goals’, ‘craft and cultural orientation’ and ‘personal
expression’ are all non-financial outcomes. It has been suggested that these measures of success differentiate the
average small firm (or STE) from large firms.
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Table 1 Factors of success criteria for small craft retailers
Satisfaction of Goals
Achieving personal happiness and fulfilment
Having independence and control over my life
Feeling satisfied with owning my own business
Exceeding customer expectations
Balancing family/personal life with work
Achieving sales growth or increased profit
Craft and Cultural Orientation
Reinforcing the region’s cultural identity
Providing a differentiated product or service
Preserving and elevating the craft tradition
Gaining a positive reputation in the community with consumers and within the craft industry
Personal Expression
Receiving personal gratification of working with crafts
Expressing my skills or talents
Source: Paige and Littrell 2002

While it is worth noting that the STEs with a ‘lifestyle approach’ to business operation (Morrison & Teixeira 2004)
are differentiated by being driven by the non-financial and personal satisfaction goals, as described by Paige and Littrell
(2002), there is increasing recognition that they can also be fast growing firms.

Effective Support for Small Firms
As the identification of tourism business support needs and the value of existing support are both key foci of this study
it is important to explore previous work in this area. For a number of decades, government and industry agencies have
highlighted the need for training and development in small firms and for some time have lamented that inadequacy of
the provision of support (Jennings, Banfield & Beaver 1996). Generally, it has been found that the take up of training
and business development support by small firms, across a range of sectors, is poor. It has been suggested that this is
due to owner-managers not recognising the need for training and development or to barriers in converting a recognised
need into effective demand (Jennings, Banfield & Beaver 1996). There has also been an indication that owner-managers
are sceptical about the value of available support and therefore, are unwilling to commit the necessary time or
resources. Additionally, there may also be ‘a reluctance to admit to needs which may be seen as indicators of deficiency
or inadequacy in the business or in the owner-managers themselves’ (Jennings, Banfield & Beaver 1996, p 90).

Training and Support Provision Issues
Despite the lack of engagement with various support and development programs by small business there continues to be
a number of programs and activities on offer. This suggests that the marketplace for small business assistance may be
operating inefficiently. On the supply side there are many provider offerings that are not taken up in large numbers
while at the same time there are many operator needs that are not being satisfied. Such inefficiency can best be
described as a disparity or misfit between the learning opportunities offered by service providers to small business and
the learning needs of small business owner operators (Breen & Bergin-Seers 2005). It has yet to be fully identified as to
whether this is the case in the tourism industry.
In an ideal world the demand for small business support and the supply of such support should be matched, however
that is rarely the case. Many service providers are inflexible in their offerings because of organisational constraints such
as the time they have available for the delivery of services and the resources they have available for activities such as
training. There is also a lack of understanding of small business learning needs and the lack of needed training programs
for STEs was noted by Getz, Carlsen and Morrison (2004). The disparity between the offerings of support agencies and
the needs of small business operators seems to be largely due to an awareness gap. That is, each side lacks an awareness
of what the other has to offer or is seeking. It may be argued that if the communication between the two parties is
improved, then the awareness of what learning opportunities are available will improve and lessen the disparity between
offerings and needs.
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The disparity also relates to the perceptions of training providers and perceptions of small firm owner managers
concerning the validity of schemes on offer (Jennings et al. 1996, p. 19). In a study by Kerr and McDougall (1999) a
number of operators indicted that bureaucracy was a key barrier to training and support utilisation, particularly with
regard to government funded initiatives. The way in which many of these initiatives operated was seen to be
inappropriate and inflexible. Furthermore, formal training approaches do not appeal to small firms for a variety of
reasons relating to time and resourcing (Gibb 1997). It has been suggested that to bridge the gap between support
provision and support needs it is important to understand how small firms learn in order to develop support programs
and activities to meet these needs. Getz, Carlsen and Morrison (2004) have studied family businesses in tourism and
highlighted a number of support related issues, including, the lack of pursuit of outside support by family businesses
due to the dominance of the family vision; unwillingness to share personal ambitions and fears; lack of understanding
by destination marketers as to the needs of STEs; the importance of divergent professional advice (banking, accounting,
marketing and strategic planning); and the need to be award of the strengths and weaknesses related to sole reliance on
personal and informal networks for support. Although research is emerging in this area there remains a need to better
understand tourism operators and their support engagement and to explore previous small business research need to be
assessed in the tourism context.

The Importance of the Owner-Manager
In small businesses (and STEs) the owner-manager plays a key role in training and development and the standards of
performance within the business. The owner-manager is critical to initiating and supporting change and development
within the business and to determining the ethos and strategic direction for the business (Kerr & McDougall 1999).
While some owner-managers are committed to training and skill development others have the view that training and
development is an operational expense rather than an investment. For these owner-managers anything beyond what is
needed to perform the immediate job is a luxury that can only be afforded when the firm is doing well (Kee &
McDougall 1999). The process of convincing small business operators of the benefits of training is made more difficult
by the volume and geographic spread of these firms. Therefore, again it is stressed that good communication is
important and would be enhanced by a better understanding of their attitudes and motivations with regard to training
and development.

Training and Learning in Small Firms
Training and learning in small businesses is often ad hoc, occurring in the course of normal routines (Kerr &
McDougall 1999). Resources, time and cost constraints mean that training and development are likely to be informal
and conducted ‘on the job’. Learning in small firms is ‘located in the context of external relationships of the firm and in
the context of sharing and developing the collective and individual knowledge in the business’ (Gibb 1997, p. 15). This
means that the owner-manager learns from the customer and other stakeholders, such as, suppliers, bankers,
accountants, regulatory authorities, solicitors, business acquaintances, friends and family. In the many cases effective
operators attempt to reduce risk and uncertainty by building personal relationships of trust and confidence with their
stakeholders and use them to scan the environment to define and meet their future needs (Gibb 1997). It has been
concluded that managing the ‘know who’ relationships and the environmental pressures combined with the key ownermanager characteristics of autonomy, independence, freedom and control provide the basis for entrepreneurial learning.
Therefore, the predominant mode of learning in small firms is—learning from peers; learning by doing; learning by
feedback from customers and suppliers; learning by copying; learning by experimenting; learning by problem solving
and opportunity taking and learning from making mistakes.
Gibb (1993, 1997) believes that effective support for small firm development should build on the action learning
style of owner-managers and also support the development of learning partnerships with key stakeholders. Support
providers should also consider values, attitudes, beliefs, influence and judgment and trust in the design of support
programs and activities rather than design approaches in a vacuum. This study will contribute to further study of support
provision and support needs within the tourism industry context.
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Chapter 4

THE INDUSTRY AUDIT
An audit of the tourism industry in Victoria was undertaken to identify and record the type and extent of the skill
development support currently provided to tourism businesses in Victoria. Data for the audit were collected firstly from
secondary data and then via interviews with several key tourism organisations that were identified by Tourism Victoria
as the Tourism Excellence Strategy Industry Partners. Overall, thirty-one organisations were included in the audit which
involved a desk based search and interviews with managers of key industry bodies as listed below:
• Tourism Victoria (Tourism Excellence Manager, Manager Product Development and Familiarisations,
Sustainable Tourism Officer, Manager Product Development, Manager Tourism Awards, Manager Industry
Development)
• Tourism Alliance Victoria
• Restaurant and Catering Victoria
• Service Skills Victoria
• Small Business Counselling Service
• Office of Small Business.
The interviews aimed to identify key support agencies and good practices in support provision, as well as issues
related to standards improvement in Victoria. Data gathered from the interviews also helped to guide and verify the
content of the audit. Based on these findings the audit provides current information on each of the thirty-one
organisations and the support they provide to operators according to the following categories:
• Activity Group Forums
• Award
• Business Representation
• Certification or Accreditation
• Events
• Resources—guidelines and information
• Training Programs
• Workshop or Seminar.
Following the interviews an email distribution of the draft table to all thirty-one key organisations was carried out to
confirm the accuracy of the audit. Appendix A presents the outcomes of the audit and a full listing of the organisations
and the support they provide to tourism enterprises.

Current Support Available to Victorian Operators
The final list of thirty-one organisations is a result of the audit process. The audit began with the twenty-seven Tourism
Excellence Industry Partners, and additional organisations were added based on information found during the research
process and from suggestions from industry members. The investigation of thirty-one industry associations found that
there is a range of support offered to operators in Victoria. From the nine categories identified in the audit table, and as
shown in Figure 1, the most common type of support available is Resources—guidelines and information, which is
offered by twenty-eight organisations. The second most common type of support was Event (expos, conferences,
network meetings and forums) offered by twenty-two, with Certification or Accreditation and Workshop or Seminar
being the other main forms of support offered by seventeen of the industry organisations. Training Programs and the
Workshops and Seminars were mentioned separately. These five categories identify the main types of support provided
to Victorian tourism operators by the industry and government organisations.
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Figure 1 Types of support offered by Victorian tourism organisations (number)
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Based on the audit it is apparent that awards are offered by nine organisations, indicating that a number of sector
specific award programs exist in Victoria. These included the Australian Hotels Association Awards for Excellence; the
Boating Industry Association of Victoria; Clubs Victoria Achievement Awards; Meetings and Events Australia Industry
Awards; HMAAV; Service Skills Victoria’s Developing Tourism Leadership Awards; Restaurant and Catering Victoria
and Tourism Victoria’s Victorian Tourism Awards.
Business Representation refers to lobbying, liaising and working closely with government to promote the interests of
members. This type of support is only offered by a few organisations, for example, the Boating Industry Association of
Victoria, Tourism Alliance Victoria and the Office of Small Business. Notably, there is a good level of training and
development support provided to Victorian operators with nine out of the thirty-one associations offering Training
Programs and seventeen conducting Workshops and Seminars. The programs range from Occupational Health and
Safety programs by Clubs Victoria, Essentials for Successful Meetings by Meetings and Events Australia, Mentoring
programs by Small Business Counselling Service, to Leadership and Management programs by VECCI. The
organisations providing Workshops and Seminars cover a wide range of topics. Many of these organisations offer a
number of workshops over the year and address issues such as industry forums, Australian Workplace Agreements
Workshops, professional development workshops and ‘Doing Business Better’ seminars. Overall, the extent of
offerings in this support category suggests that there is some duplication across the various organisations.

Industry Views on Developing Standards and Professionalism
Data obtained via the interviews with key industry personnel presented a range of issues relating specifically to the
Victorian tourism industry, and equally as important; ideas about how support is best delivered and how to engage
operators in improvement activities. One industry interviewee considered the concept of Tourism Excellence from two
perspectives; issues relating to entry into the industry such as low barriers, and the lack of money set aside by new
operators for advice and support. It was believed that if these could be addressed, then improved standards would
follow. There was also a view that in working to improve industry standards; emphasis should be placed on developing
solutions to existing business problems and not only on developing new products.
In relation to current tourism issues, a number of interviewees stated that there is a need for industry organisations to
be more open with each other, sharing intelligence regarding what types of support work and don’t work. This increased
communication should not be limited to industry associations, but also applies to the industry knowing the operators’
needs. Operator characteristics were another issue raised. For instance the lifestyle motivations of operators were seen
to affect who will participate in professional development and therefore must be addressed when creating programs to
build excellence. There was also a shared view that connections between various industries and sectors needs to be
established in order to increase levels of excellence as there are many operators who do not realise they are part of the
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tourism industry. Therefore, ‘tourism support providers should tap into [and promote] generic small business support’.
The interviewees were also aware that even though operators are meant to comply with regulations, many do not.
The lack of compliance was believed to be due to a number of factors—not being able to; not knowing how, or the pace
of change being too quick. The issues of whether or not accreditation should be mandatory; how to enforce standards
that are already in place; and the lack of money for marketing such programs, were raised by several industry personnel.
A number of ways to engage operators in business improvement activities were provided by the interviewees, such as
implementing Codes of Practice that place the onus on the operators to respond to complaints. Most importantly, many
industry personnel stated that operators need to be given a reason to participate in improvement programs, as they will
only participate if they see direct benefits in doing so. ‘Small business operators are astute and streetwise and can
usually recognise a good idea’. Several methods of encouraging participation include, redesign of business development
seminars to make them less formal and structured; addressing issues of importance for operators; and developing
programs that will result in tangible results for the businesses. For support to reach a large audience and to be
successful, support providers must also ensure that operators feel that they have ownership of their business and that
any assistance helps operators to balance their lifestyle and business improvement efforts. ‘It’s important not to tell
operators what to do … it’s more about talking to them. Give examples of your own experience and counsel rather than
consult.’
When considering what works in facilitating support delivery, it was suggested that operators should join groups or
networks that strive for excellence. Networks were considered to be extremely important as they are dynamic and
driven by operator needs and desires. Developing relationships with customers was also identified as important to
Tourism Excellence and accreditation was seen as a good way of improving customer management skills. An annual
accreditation renewal process was believed to be critical to the ongoing development of businesses. Another type of
support mentioned as an effective business improvement approach was business awards. Awards programs recognise
excellence and, more importantly, give feedback to operators so that they can identify areas for improvement. The
Starting Up in Tourism workshop, run by Tourism Alliance Victoria, was considered to be a good example of an
approach that works. However, overall, no one approach was seen as better than others, instead there was a view that a
‘multi-pronged approach’ was needed so as to appeal to the different needs of operators. Additionally, there was a view
the there are too many support programs for operators, which is confusing and the ways to help them ‘unravel the maze’
would be an important improvement.
To reach the less involved operators a number of successful methods was suggested and included, using direct
marketing to target these operators; providing local awards to stimulate participation in smaller, more accessible award
programs; helping operators recognise their issues and directing them to relevant support; using existing industry
organisations to implement programs; and delivering support employing a counselling rather than consulting approach.
Some interviewees indicated that operators need advice about the usefulness of seminars to determine whether or not
they should attend and that local contacts are important to the provision of this advice. One interviewee suggested four
criteria for creating and implementing successful professional and skill development programs:
• networking—facilitating open and beneficial groups of operators in similar regions and fields of tourism
• benchmarking—setting realistic, enforceable standards for operators, such as Codes of Practice
• cooperative marketing—multiple industry organisations and businesses working together to promote regions
• intelligent professional development—creating professional development programs that are tailored to meet
the needs of operators and delivered in an efficient and encouraging environment.
Finally, it was identified that developing sound communication channels, addressing issues of importance,
convincing operators that they need to constantly be aware of new regulations, delivering seminars in ways that
encourage participation and learning (such as preliminary seminars that outline future workshops), are all ways that
industry can facilitate engagement in business development activities.
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Chapter 5

THE TOURISM OPERATORS
The third stage of the study focused on the operators and the identification of their behaviours and perceptions with
regard to support usage and industry engagement. The firms were selected for the study based on their recognition by
industry and their involvement in business and industry activities and programs. Three types of firms were identified
beforehand and were classified as Level 1 firms (award winners and high level of visitor service); Level 2 firms (a
moderate level of engagement with industry and a satisfactory level of visitor service) and Level 3 firms (not members
of associations and who have little or no engagement with industry bodies or programs). The findings highlight a
number of issues which help in understanding the differences across individual firms and to better understand whether
current support offerings match the operators’ needs.
Alpha-numeric coding is used throughout this chapter to indicate the data gathered from each of the thirty operators.
The interviewee characteristics are presented in the following section and summarised in Appendix B. Of the thirty
interviewees, seventeen described themselves as owner-operators, nine as CEOs, Managing Directors or General
Managers and three as managers. The small and micro firms are run by owner-operators whilst the Managing Directors
or General Managers and managers generally work in medium-sized or large firms.

Interviewee Characteristics
The analysis of interviewee (or owner-manager) characteristics focused on identifying any key differences between the
different firm-level categories, as described in Chapter 2. The purpose of this process is to better understand whether
particular owner-manager characteristics are common to a firm type. It is believed that the identification of such
characteristics could help in the classification of different operator and businesses and thereby assist in understanding
various support needs.

Age of interviewees
Most of the owner-managers are aged between 30 and 59 years of age with eleven of these in the 50 to 59 age group.
There are no major differences in the age of the owner-managers across each of the three firm-level categories.
Figure 2 Owner-manager age ranges
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Tourism industry experience
Twenty-eight of the owner-managers specified the number of years they have worked in the tourism industry. Over half
of the owner-managers have substantial industry familiarity, that is, with more than 10 years experience in the industry.
Four owner-managers have less than 2 years experience and are therefore new to the tourism industry. The remaining
nine have between 2 and 10 years experience. When considering firm-level differences the findings suggest a difference
between the Level 1 types and the other firm types. Level 1 firms tend to have more industry experience.

Education qualification
The responses to the question about the education qualifications of the owner-managers show that approximately two
thirds of the interviewees have qualifications beyond secondary school and of these thirteen have degrees or
postgraduate degrees. Comparisons across the different firm-levels indicate that there are no significant differences in
education qualifications.

Management and small business experience
Of the thirty owner-managers, nine indicated they have previous management experience and seven have small business
management experience. Of the nine with previous management experience five are Level 1 firm owner-managers.
Amongst other types of experience are technical and professional backgrounds. The technical skills generally relate to
cooking or chef training and the professional areas relate to teaching. Other owner-managers have backgrounds in
administration, community work and sales.

Motivations
When asked about the motivations for operating or working in the business a range of answers were provided. These
responses have been classified using the success motivation factors used by Paige and Littrell (2002) in their study of
craft firms, which according to Morrison and Teixeira (2004) have considerable relevance to tourism enterprises. The
key categories have been modified to suit the tourism industry. The three categories used to describe the different types
of motivating factors include, the need to achieve specific goals, which is described as ‘satisfaction of goals’; the need
for broader involvement and recognition, labelled as ‘sector, community or regional orientation’; and the need for
‘personal expression’. The categorised responses are summarised according to the three different firm levels as shown
in Table 2 which presents how the firms specified their motivations.
Overall, the owner-managers have a number of wants and needs that explain why they are in the tourism industry
and in particular in their current business. Level 1 owner-managers, as a group, have a broad range of motivations
across all three motivational categories. Level 2 owner-managers also have a range of motivations but are generally
motivated by satisfaction of goals and less motivated by personal expression compared to Level 1 operators. Level 3
owner-managers do not have a broad range of motivations; instead they are more motivated by satisfaction of goals than
the other two motivation categories. Their motivations are markedly different when compared to Level 1 and 2
operators in the category of Sector, Community and Regional Orientation. This finding may indicate that they do not
value or see a need for sector, community or regional involvement.
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Table 2 Motivations of owner-managers by firm-level type
Satisfaction of Goals

Achieving personal happiness and fulfilment (quality of life)
Having independence and control over my life
Dealing with constant change and challenges
Feeling satisfied with owning my own business
Exceeding customer expectations
Balancing family/personal life with work (quality of life)
Achieving sales growth or increased profit
Making a living (income) for now or for retirement
Sub-total
Sector, Community or Regional Orientation
Reinforcing the region’s, town’s or sector’s identity
Providing a differentiated product or service
Preserving and elevating the sector (product) or local community
Gaining a positive reputation in the community with consumers and within the
sector or local community
Sub-total
Personal Expression
Receiving personal gratification of working with the outdoors or in what they
do
Expressing my skills or talents (e.g. training others)
Receiving personal gratification of working with people
Sub-total
Total number of firms

Number
of Level 1
Firms
4
2
1
3
1
1
0
1
13

Number
of Level 2
Firms
3
1
0
3
0
2
3
3
15

Number
of Level 3
Firms
2
2
0
1
1
2
0
2
10

3
2
3
3

0
2
4
2

0
2
0
0

11

8

2

3

3

5

4
4
12
36

1
0
4
27

0
1
6
18

Business Characteristics
A range of business characteristics were explored in an attempt to identify any differences across the firm level types.
For example, the use of information technology and level of innovation are the features that distinguish entrepreneurial
firms from the lifestyle or traditional firms. These key characteristics are discussed in the following sections.

Business size
Firm size classification is based on the number of equivalent full-time employees and is defined as follows:
• micro businesses—employ less than 5 employees (and is a subset of the small business classification)
• small businesses—employ less than 20 employees
• medium businesses—employ between 20 and 100 employees
• large businesses—employ over 100 employees.
Table 3 Business size
Frequency

12

Percent

Cumulative Percent

Micro business

17

56.7

56.7

Small business

8

26.7

83.3

Medium-sized business

3

10.0

93.3

Large business

2

6.7

100.0

Total

30

100.0
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In categorising the firms using these classifications nearly all the firms involved in the study are small to medium
businesses with seventeen of these classified as micro businesses (that is, employing less than five employees). When
considering the firm level classification the number of micro and small firms was consistent across the level types. The
Level 1 firm category was the only type with any large firms.

Type of product or service
Figure 3 provides a summary of how the owner-mangers defined the sector in which they operate. Some of the ownermanagers saw themselves as operating in more than one sector. For example, nine operators believed their business was
both a retail store and an attraction.
Figure 3 Firms by sector
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The specific product or service provided according to key sector categories, as defined by the owner-manager, is
listed in Table 4. The numbers listed in each section of the table indicate the ‘number of firms’ providing the product or
service.
Table 4 Product/service description
Attraction
Accommodation

Café, restaurant, hotel

Retail

Winery
Nature-based tour operation

Art Gallery (1)
Zoo (1)
B&B (2)
Caravan park (1)
Luxury motel (1)
Motel (1)
Resort (2)
Retreat (1)
Self-contained apartments (1)
Café (1)
Hotel (2)
Restaurant and gift shop (1)
Tavern and store (1)
Function centre (1)
Cheese (1)
Condiments (1)
Sweet shop (1)
Wool (concept retail) (2)
Bakery (3)
Patisserie (1)
Winery and restaurant (1)
Vineyard (1)
Horse riding (1)
4 WD (1)
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The firms involved in the study were drawn from a range of sectors and across the firm level types there is a mix of
products and services. In the study sample there is strong representation from firms operating in the accommodation,
retail and café, restaurant and hotel sectors.

Age of the business
The age of the business was categorised into three groups—starting up, developing and mature, as shown in Figure 4.
Most of the firms involved in the study are ‘mature’ and only three were in the ‘starting up’ stage. Most of the Level 2
firms are in the mature stage.
Figure 4 Firm level by age of the firm
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* The labels on each bar indicate the number of firms within the firm-level category.

Business structure
The business structure of most of the firms is based on a ‘partnership’ arrangement. An interesting difference across the
firm types is that about one half of the Level 3 firms have a company or statutory board structure whereas over two
thirds of the Level 1 firms are run by sole proprietors or partnerships.
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Figure 5 Firm level by business structure
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Business growth
Not all of the firms were able to provide details on the growth of their business. The three firms in the starting up phase
indicated they did not have enough information to make an assessment. As shown in Figure 6 a large number of firms
reported business growth (as a sales turnover percentage) and twelve indicated growth of more than ten percent. A
difference amongst the firms is that all of the Level 1 firms reported growth to some degree.
Figure 6 Firm level by business growth
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* The labels on each bar indicate the number of firms within the firm-level category.

Use of information technology
Both the type of information technology (IT) tools and the level of usage of IT are often used as a measure of business
innovation and good management practices. During the interviews operators were asked to indicate the types of
applications they used in their business. These applications are shown in Figure 7 and the lower order IT uses are
located at the bottom of the figure and the higher order uses at the top. Most of these applications are relevant to all
businesses; however, online booking and reservation systems may only be pertinent to particular sectors and may
account for lower usage levels.
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Figure 7 Information technology applications used by firm level type
e-commerce
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The total figures indicate that almost all the operators have their own website and use email and PCs for business
administration and communication. Yet, only ten operators utilise e-commerce (that is, the buying and selling of goods
and services on the internet) and most of these are Level 1 firms. Furthermore, the Level 1 firms have a higher usage of
a range of IT applications (and the higher order applications) when compared to Level 2 and Level 3 firms (indicated by
the average total of number of firms).

Level of innovation
The operators were asked to indicate on two different scales the number of new products or services they had
introduced into their business (from ‘no new’ [indicated by 1] to ‘many new’ [indicated by 7]) in the last three years and
how extensive these changes were (from ‘of a minor nature’ [indicated by 1] to ‘quite dramatic’ [indicated by 7]). A
high score on both scales suggests a high level of innovative activity. Table 5 presents a summary of the operators’
responses by firm-level type. The average scores and total average scores for each firm level indicates that the Level 1
firms have a greater ‘innovation intensity’ when compared to Level 2 and Level 3 firms. Interestingly, the innovation
intensity reduces progressively from Level 1 to Level 3.
Table 5 Level of innovation

Level 1
Level 2
Level 3

Number of products
Avg Score = 6.6
Avg Score. = 5.7
Avg Score = 4.7

Changes in products
Avg Score = 5.8
Avg Score = 4.5
Avg Score = 4.5

Average of both
innovative measures
Total Avg = 6.2
Total Avg = 5.1
Total Avg = 4.7

Industry Engagement
This section addresses a number of issues relating to industry engagement including level of membership, involvement
in accreditation and awards and views on codes of practice.

Membership and affiliations
The owner-managers were asked about current memberships and affiliations. This question was essential to
differentiating Level 1, 2 and 3 firms as it is believed that Level 3 firms have little or no engagement with industry and
business associations. A listing of the owner-manager responses is shown in Appendix C and is grouped according to
each of the firm level types. Overall, the firms are associated with a range of organisations, with a number of these
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specific to the sector in which the firms operate. For example, of the nine accommodation businesses four are affiliated
with AAATourism, one with Accommodation and Getaways of Victoria and one with HMAA. A number of the food
and wine producers are aligned with wine and/or food groups for regional marketing.
Tourism and business associations are also important to a number of the owner-operators. A total of fifteen firms are
linked to their regional or local tourism association and eight owner-managers are also members of their local Chamber
of Commerce.
Interestingly, all firm level types have a good level of membership or affiliation. However, the Level 1 firms, as a
group, demonstrate higher levels of membership or affiliation (Total = 34) than the Level 2 (Total = 20) or 3 firms
(Total = 21). It should be noted that the Level 3 firm total membership number is largely attributable to two firms
(3A and 3C) which has skewed the overall total. Firm 3A has affiliation with five different organisations and 3C with
eight different organisations. Three Level 3 firms also mention the use of informal rather than formal networks. This
result suggests that the perception that those businesses are seen as Level 3 firms because they are not engaging with
industry or other entities is inaccurate.

Membership benefits
The interview data also revealed that some of the Level 1 owner-managers are not only members of local and regional
tourism groups but have also played a key role in their establishment. When asked about the benefits of affiliation and
networks there was a range of responses that demonstrate the owner-managers from all firm types recognise their
benefits. As highlighted in the following quotes the benefits include, improved knowledge of the industry; opportunities
to learn from others; lobbying support; and better marketing opportunities through collaboration.
1B: ‘… we get support from them [business and tourism associations] but the main thing is that we know what’s going on
in the industry and that we can have a bit of a say. We need to know because what happens in the town can affect us in a
positive or a negative way, so we’ve got to make sure that we’ve got a clear voice in things that are happening.’
1H: ‘... Well, I can have my input into what changes need to be made and so forth. Just recently I organised a town
advertising campaign. So for me that’s helpful for my business, so we put together a co-operative and we made – I think
we made eight or nine ads, TV ads, and of course the whole town benefits, and I benefit, too.’
2J: ‘… a lot of people couldn’t—if you didn’t have a brochure, they couldn’t see the point of being in an association, but I
think there’s some networking value if it’s a good organisation, it’s what you learn from them. Plus industry advice, the
lobbying that say Accommodation and Getaways Victoria can do. I enjoyed their conference, because you’re talking about
topics and meeting people in the industry.’

Additionally, personal and informal networks are important to a number of firms. For one firm their informal
networks are more important.
2E: ‘... there’s really no progressive association up here, no Chamber of Commerce up here for us to get involved in. So
what we really have is an informal network of local businesses where we all support each other’

These findings suggest that those firms defined as Level 1 firms engage differently to the others as they tend to be
the leaders or champions in their field or sector. Their high profile probably renders them more visible than other firms.

Accreditation
When asked if their business is accredited owner-managers’ responses suggest that there is some confusion between
accreditation and star rating schemes. Of the twenty-eight owner-managers who responded to this question only four
indicated that they are currently accredited. Five firms also indicated they have a star rating with AAATourism.
Of the four accredited businesses three are Level 1 type firms. Firm 1C is a ‘stand out’ business and has Eco
Certification, Better Business Tourism Accreditation and meets the Adventure Activity Standards set by the Outdoor
Recreation Centre. They are also about to undertake the Respect Our Culture accreditation program.
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Table 6 Is the business accredited?
Yes

No

Star rating

Level 1

3

4

3

Level 2

1

8

0

Level 3
Total

0
4

7
19

2
5

When asked about their view of accreditation more negative than positive comments were received. Appendix D
provides an overview of these comments. Those who are negative cite cost, time, lack of value in terms of improved
customer numbers and financial benefits as key issues. There is also a view that customers lack knowledge about
accreditation and what it means. On the other hand, those who perceive accreditation positively value the opportunity it
provides to review/audit and improve their business. It helps to develop knowledge and sets standards for processes and
systems. Overall, there is little variation across the firm types except that Level 3 firms tend to be more negative about
accreditation.

Codes of practice
Nearly all of the owner-managers who responded to the question whether operators should adhere to a code of practice
strongly supported this view. Only three were unsure as to whether the industry and/or businesses should operate with a
code. However, most of the owner-managers referred to their own personal codes or their business mission statement as
the code underpinning the way they operate. The AAATourism rating scheme was mentioned as a code as was a Code
of Practice for employees within museums and a local liquor accord. Overall, the responses were supportive but with a
view that they may not want a code enforced on them.
1J: ‘Yes. Codes of practices are an improvement but they don’t go far enough …’
2F: ‘Oh most definitely. All operators should abide by all codes of practice that are within the specific area that they work
in.’
2I: ‘I guess we don’t have one in print. I like to think that we operate fairly… I guess with integrity.’
3B: ‘Yes I do. Whether we would personally want to be regulated from the outside I’m not sure, but I do believe that
there’s room to move in the industry as far as having that standard being offered to the customer.’
3H: ‘Well, if they’re pertinent to a particular industry sector, I don’t think there’s a blanket standard for tourism
operators because everyone’s business is so different’.

Business and industry awards
When asked about business and industry awards about two thirds of the owner-managers indicated they had either won
an award or been involved in an award (that is, either submitted an application, been nominated or attended an award
ceremony). Of these, nine firms were award winners, as shown in Table 7. There is a noticeable difference between the
Level 1 firms in comparison to Level 3 firms. Five of the Level 1 firms had won an award and a further two have been
involved as either a finalist or ceremony attendee, whereas six Level 3 firms had no involvement at all.
Table 7 Is the business an award winner?
Winners

18

Involved but not winners

Not involved

Total

Level 1

5

2

2

9

Level 2

2

6

1

9

Level 3

2

2

6

10

Total

9

10

9
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Owner-managers’ views of business and industry awards are generally positive. Comments about the positive
aspects of awards encompass the following:
Awards are:
• a good way of evaluating the business
• a third party endorsement
• a way to identify those who excel (best practice)
• a marketing tool
• gratifying.
Conversely, the owner-managers who do not see the value of awards believed:
• the process of application was too hard and was not worth it
• they don’t make a real difference to the business
• winning is more about being able to write a good application than operating a good business.
One owner-manager also felt uncomfortable with pursuing accolades for himself and believed that business success
should speak for itself. Overall, Level 1 and 2 firms tend to be more positive about awards than Level 3 firms. A full list
of comments is presented in Appendix E.

Support Issues
In order to understand how and why owner-managers use support a number of operational and access issues were
explored. This section addresses the operators’ views of success drivers, current business issues, support needs and
usage.

Key Drivers of a Successful Business
A number of factors were mentioned as being important to business success. Generally, quality product and service and
good staff were common responses. As outlined below, the owner-manager’s passion and vision were important to
Level 1 and Level 2 firm owner-managers but were not mentioned by Level 3 firm owner-managers.
The key drivers of a successful business among Level 1 firms were identified as being the owners-managers and
whether they have passion for the business, personal drive and a vision. The Level 1 firms also said that there needs to
be plans in place, attention to detail and good staff. Among Level 2 firms, communication was also noted as important
as was providing a quality product via good staff. The vision and passion were also briefly touched upon. Among Level
3 firms, four firms did not provide a response to this question but the others mentioned that good, quality service was
important.

Key business operation issues
The owner-managers were asked about key issues affecting their operation. Most of the answers from Level 1 firms
reflected that the businesses were based in the north-east of Victoria, namely that some businesses were at the “mercy
of mother nature” as they had to endure recent bushfires and drought but also staff shortages due to the small population
base. The other issue raised was the lack of government support and the problems of accreditation and the red tape
associated with running a business. One firm is battling with export and changing market trend issues.
The key theme from Level 2 firms related to training, managing and retaining staff, particularly due to the extra
challenges faced by regional staff shortages. Some of these firms were also seeking branding and marketing support.
Level 3 firms also mentioned the impact of drought and fires and the variable nature of the snow season, but these
businesses also mentioned the importance of developing good client relationships and good service. The need for
support with business development was mentioned by two firms. One respondent highlighted his frustration with the
local shire and their strategic plan, which cost a great deal of tax payers’ money but did not achieve anything.

Current support needs
The main support needed by Level 1 firms was help with regional marketing and promotion for the region to build an
improved image as an attractive tourist destination. The need for skilled staff was also mentioned. Among Level 2
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firms the promotion of the region was also an issue, particularly to encourage visitors to return following the bush
fires and clarification of what money could be received to counteract the impact of the bushfires. Level 2 businesses
were also concerned with receiving better training for staff and information and support on industrial relations.
Level 3 firms highlighted the need for local council support in terms of the development of facilities such as sewerage
and erecting of tourist attraction signs and tourist routes. The need for staff training by TAFE was highlighted and
government financial assistance was suggested as being a potentially useful support.
Overall, training for staff is a common need across the three levels and for Level 1 and 2 firms, regional
marketing and promotion assistance is also needed. The lack of connection by Level 3 firms with region as a
destination or cluster of products and services is again noted here. The Level 3 firms seem to be more myopic or selffocused than the others.

Support usage
Questions relating to support usage included, level of awareness of existing support, type of support used, support
access and reasons for using particular support.

Awareness of key tourism support organisations
To explore levels of support understanding the owner-managers were asked about their awareness of thirty-one key
tourism organisations listed in the audit. Their responses have been used to categorise the level of awareness for each
organisation according to the following:
• high level of awareness—if 20 or more respondents indicated an awareness of the organisation
• medium level of awareness—if between 10 and 19 respondents indicated an awareness of the organisation
• low level of awareness—if between 1 and 9 respondents indicated an awareness of the organisation.
The level of awareness for each organisation is listed in Table 8 with the organisations with the highest level of
awareness listed first within each column. However, these findings should be viewed with caution as respondents may
have felt obliged to indicate a reasonable level of awareness out of fear of appearing uninformed.
It should be noted that most of those listed as having a high level of awareness are focused on generic or broad
tourism business support (excluding AHA and HMAAV, which are accommodation industry associations). It also
appears that the sector in which the firm operates has affected the level of awareness. For example, the high level of
awareness is likely to be due to the large number of accommodation firms involved in the study. Furthermore, the low
level of awareness for the Australasian Spa Association is likely to be due to the low representation of firms with a need
for this affiliation.
With regard to the firm level types no key differences are apparent. The total average of owner-managers indicating
an awareness of the organisations, as shown below, suggests that Level 3 firms have a higher level of awareness when
compared to Level 1 and 2 firms.
• Level 1 firm awareness—total average = 10.9
• Level 2 firm awareness—total average = 10
• Level 3 firm awareness—total average = 13.4
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Table 8 Owner-managers’ awareness of key tourism organisations
High level of awareness

Medium level of awareness

Low level of awareness

Tourism Victoria
Australian Hotel Association
City of Melbourne
VECCI
HMAAV
Office of Small Business

Restaurant and Catering Victoria
Museums Australia
Melbourne Convention and Visitor
Bureau
Tourism Alliance Victoria
Victorian Caravan Parks
Association
Caravan, RV & Accommodation
Industry of Australia
Tourism Accreditation Board of
Victoria
Small Business Counselling Service

Boating Industry Association of Victoria
Clubs Victoria Inc
Meetings & Events Australia
Professional Tour Guides Association of
Australia
Aboriginal Tourism Australia (Victoria
region)
Accommodation Getaways Victoria Inc.
Australian Tourism Export Council
(VIC)
Bus Association Victoria Incorporated
Australian Camps Association
Outdoor Recreation Centre
Backpacker Operators Alliance of
Victoria (VECCI)
Cultural Tourism Industry Group
Hospitality Sales and Marketing
Association International
Tourism Accreditation Australia Limited
Australasian Spa Association

Another caution with regard to these findings is that some owner-managers may have interpreted awareness as
having utilised the organisation’s services, therefore, it is difficult to know whether the responses mean that the ownermanagers have heard of the organisation only or that they have heard of the organisations and have utilised them.

Types of sources used for information gathering
Owner-managers indicated that they used a variety of sources and support organisations to source information to help
run their business. Most of the sources have a high incidence of use. The most commonly used sources (with more than
twenty owner-managers indicating usage) in order of most used are:
• routine gathering of information from customers
• information from the internet
• industry trade shows
• advice from accountants
• gathering of information from suppliers
• industry publications
• tourism or business related conferences, workshops or seminars.
The approach (or source) least used by the owner-managers is special market research studies or trips. When
reviewing responses according to firm level types some distinguishing differences are apparent. The sources used
within each firm level type are summarised in Table 9 which includes the sources used by most owner-managers (i.e.
between 8 and 10 owner-managers).
Table 9 Firm level types and support sources most used
Level 1 Firms
Trade shows (10)
Industry associations (10)
Customer feedback (9)
Conferences, seminars,
workshops (8)

Level 2 Firms
Accountants (9)
Industry associations (9)
Industry publications (9)
Trade shows (9)
Conferences, seminars,
workshops (8)
Internet (8)
Customer feedback (8)

Level 3 Firms
Customer feedback (10)
Internet (10)
Suppliers (9)
Accountants (8)

All of the Level 1 firms noted that they found attending trade shows and conferences, workshops or seminars
particularly useful as the keynote speakers were passionate about their topic and gave the operator some ideas.
Conversely, only half of the Level 3 firms attend trade shows and conferences, workshops or seminars. Nearly all of
the Level 2 firms obtained needed support by gathering information from accountants, industry associations,
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industry publications and trade shows, whereas, all of the Level 3 firms used customer feedback and the internet.
Of interest is the finding that most Level 3 firms do not use tracking of other businesses, research trips or
consultants. Notably customer feedback was commonly sought by all firm types. These findings suggest that Level 3
firms use free, easily accessible levels of support and they do not go out of their way to find professional development
activities.

Reasons for using support
The main reason why Level 1 firms used support was to improve their business and industry knowledge and to keep upto-date with what is happening in their particular industry and, in so doing, provide a competitive edge. They did this by
benchmarking their performance against competitors, by leading committees and being involved with key organisations
and by gathering new ideas and sound boarding their own. Level 2 firms also sought up-to-date information about the
tourism industry but also noted that they wanted to learn more about marketing, customer service and new emerging
products. The recognition that they did not have all the expertise needed in their own business was also a key motivator
to look for support outside their firm. Level 3 firm motivations are similar to those of Level 2 firms with marketing,
changing trends and the need to develop the business mentioned, particularly if they had recently taken over the
operation.
In summary, the need to gather information to improve marketing; to tap into new ideas and to find out about
changing trends are key reasons why the tourism owner-managers investigate beyond their business.

How support was found
The Level 1 firms found out about available support via networking (personal and informal networks), industry
memberships or a consultant. Level 2 firms found out about the support from informal networks, the shire, the Chamber
of Commerce, or websites. Level 3 firms found out about the support locally and by accessing key associations. This
was achieved by networking and through links with Tourism Alliance Victoria, Tourism Victoria, Restaurant
Associations, Chamber of Commerce, word of mouth and tourism centres. Overall, networking is commonly used as a
means of finding out about available support.

Frequency of usage or access
The support used by Level 1 firms ranged from attending a one day course once, to using different types of support
every day. However, some companies explained that it depended on the type of support being sought that reflected the
frequency of seeking support, such as the need to refer to an industry magazine each year to going to trade shows twice
a year. Level 2 Firms indicated the same frequency of use as Level 1 firms ranging from once a year, weekly, daily,
and, ‘on an as-needs basis’. Only a few of the Level 3 firms commented on frequency of use and those that did
indicated that their usage varied from used regularly, to as needed, to not very often. These findings suggest that
frequency of use varies and is largely dependent on the businesses needs.

Most useful support and benefits
Among Level 1 firms, the industry or sector specific support is appreciated. Trade shows and conferences appear
popular as it provides an opportunity for the owner-managers to meet and find out about new products on offer. A short
session ran by Tourism Victoria on internet marketing was highlighted by one operator as being the most useful session
ever attended because of its practical application to the business. Others mentioned business operation courses, learning
from colleagues, the value of VECCI for staffing advice, the importance of benchmarking and the ongoing use of a
consultant as a business advisor.
The feedback from Level 2 firms suggests that some support is more useful than others and in fact the number of
support offerings and their value was questioned. Networking is seen to be useful. For one owner-manager Tourism
Victoria; conferences held by Tourism Alliance Victoria; and council support, were considered to be good. Other
owner-managers commented on the benefits obtained via their local tourism organisation, legal advisers and
government agencies.
Among Level 3 firms networking again appears as important. In particular, local contacts (committees, industry
associations and other businesses) are the main sources of valued support largely for the exchange of information and
the opportunity to access cooperative regional marketing.
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Recommended support
Level 1 firms recommended networking, trade shows and tourism conferences. However, they highlighted that the trade
show should be specific to their tourism sector. Level 2 firms mentioned using consultancy firms wisely and some
suggested getting involved in the industry and learning from your experiences. Among the Level 3 firms, seven of the
ten had nothing to recommend. The three remaining ones recommended networking, trade shows and industry
associations and publications.

Barriers and Impediments
The owner-managers were asked questions about barriers with regard to seeking and using support. Level 1 firms
indicated that lack of time and the costs involved were inhibitors. They indicated that the distance from Melbourne was
an issue, as was the availability of staff to cover for them while they were away. Interestingly, the firms noted that
naivety about what support was available has been a barrier, as they cannot ask for help if they do not know what
support exists. Among Level 2 firms, the most frequently mentioned barriers preventing them from seeking more
support were lack of time and cost. In addition to these barriers Level 3 firms also noted that most activities were held
too far away from their location.

Key barriers
Each owner-manager was asked to indicate on a scale from one to seven (where 1 = not at all restrictive to 7 =
extremely restrictive) the degree to which the listed barriers affected their ability or desire to seek and use support.
Figure 8 presents their responses together with the average results of the scores.
Overall, there were no apparent extreme restrictions. The most restrictive barriers for all firms were lack of time,
lack of awareness and lack of availability. The least restrictive was a previous bad experience. When considering
differences in barriers according to firm type Level 1 firms saw time of day as the most restrictive issue; Level 2 firms
indicated lack of time; and Level 3 firms see lack of availability as the key impediment.
If the number of extreme scores (that is, 1 as ‘not at all restrictive’ and 7 as ‘extremely restrictive’) for each firm
level is analysed it can be seen that some owner-managers are more negative in their views than others. Furthermore,
the Level 3 firms consider some of the barriers as more restrictive than Level 1 and 2 firms. However, this is largely due
to the responses of one owner-manager. Interestingly, Level 1 firms have a higher number of ‘not at all restrictive’
scores than the other two firm types. This could be interpreted as having a more positive outlook with regard to
potential barriers.
Additionally, a Level 2 firm owner-manager commented on the importance of scheduling support programs in the
low season. Mention was also made by a Level 3 firm owner-manager of the need to prioritise whether the time and
effort needed to utilise the support on offer was worth it.
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Figure 8 The degree of impact of the listed barriers on ability or desire to seek and use support
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Level 1 – Number of 7 scores = 3; Number of 1 scores = 17
Level 2 – Number of 7 scores = 7; Number of 1 scores = 14
Level 3 – Number of 7 scores = 4; Number of 1 scores = 12

Encouragers
When asked about what would encourage the owner-managers to access support in the future the most common
responses (as shown in Figure 9) are awareness of available support; provision of needed and relevant support; and
trusting that the support providers will deliver the benefits promised. The provision of locally delivered support was
also seen as a means of encouraging future access.
For Level 3 firms greater awareness of available support may encourage future use and for Level 2 firms both
provision of needed and relevant support and trust in the providers delivering what they promise would help.
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Figure 9 What would encourage use of support in the future?
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* The labels on each bar indicate the number of firms within the firm-level category.

Type of support needed
The owner-managers also provided details on the types of support needed in the future. These findings are summarised
according to each firm level type. Based on these findings it is evident that although there are a range of needs,
assistance with employee issues and marketing advice rate highly across all firms.
Level 1
• Employee—staffing advice, staff training, skilled labour and changes in legislation (4)
• Marketing and e-marketing (3)
• Regional promotion and local partnerships (2)
• Accounting advice (1)
• Business planning (1)
• Technology advice and customer relationship management and communication (1)
• Networking and engaging externally for ongoing development and information gathering (1)
Level 2
• Networking and engaging opportunities for ongoing development and information gathering (2)
• General regional promotion to help ameliorate the bushfire impact (1)
• Grants and subsides for business development (1)
• Business restructuring advice (1)
• Employee—industrial relations changes (1)
• Marketing (1)
Level 3
• Marketing (3)
• Funding assistance—development funds and grants (1)
• Employee—staffing advice, staff training, skilled labour and changes in legislation (1)
• Hospitality operations advice—e.g. front of house arrangements (1)
• Management training (1)
• Business growth advice (1)
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•
•

Market research support (1)
Legislation changes (1)

Modes of delivery
When asked about the preferred mode for receiving support, face-to-face contact and group based delivery rated highly
amongst the owner-managers, as shown as average results by firm-level in Figure 10. Conversely, support delivered via
a phone service was the least preferred mode.
Some differences across the three firm types are also noted. On average Level 1 firms prefer face-to-face, group
based support and one-off support whilst Level 2 firms prefer face-to-face, group based and series support. Level 3
firms prefer face-to-face and web-based support as well as travelling road-shows.
Figure 10 Modes of delivery preferences
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The scale for assessing delivery preferences was a 7 point scale where 1 = of no value and 7 = of high value.

Best time of day
As shown in the summary below the best time of the day to receive support varies considerably across the businesses
and is largely dependent on the type of business. The most important issue is that it is held outside the peak season.
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Table 10 Preferred time of day for support
Level 1
Late morning or midday 1
Between nine and five 1
If its local—time of day is not an issue 1
Late afternoon or evening 1
Early morning or after 3 pm 1
Anytime of the day as long as it is outside peak seasons (i.e. Easter and school holidays) 3
Level 2
Outside peak tourism season (time varies between winter and summer) 4
After hours
Working hours
Mid-morning or mid-afternoon 1
Middle of the day or weekends 1
Level 3
Day or night 1
Evenings 2
Mornings 1
Outside peak tourism season (time varies between winter and summer) 2

Cost of support
Most of the Level 1 firms indicated that if the support was needed then the cost is not an issue. Although a number of
Level 2 firms agreed with the view that the need is a key driver of how much they would be prepared to pay there was
also concern the high costs are prohibitive. They also talked about the additional cost of time out of the business and of
having to hire replacement staff when employees are sent away for training. They expect to see good value for the
money spent. A number of the Level 2 owner-managers mentioned costs of between $200 and $300 a day as being
reasonable. The Level 3 firms varied in their views about costs, as indicated by the following quotes.
3A: ‘… probably depending on value that we can see for it and $800 to $1,000 ... Get a bit high and there’s got to be some
fairly tight almost tangible benefits from it. At our current stage we could probably afford five or six grand a year without
having to look for very specific outcomes, a general outcome of networking, getting the name out there, getting people to
recognise us.’
3B: ‘I wouldn’t be prepared to pay anything.’
3C: ‘It’s the intellectual property that you are going to take back with you determines what you’re going to pay.’
3G: ‘Five hundred dollars to attend a seminar is legit… any more depends on what it’s offering and who it’s for’.
3H: ‘It depends on what it is and how it is.’

Preferred type of access
Many of the owner-managers indicated that support delivered locally was preferred. Support delivered in the workplace
and delivered face-to-face was most valued.
2G: ‘Having support delivered locally is also important (within 50 to 80 kilometres). Travelling to Melbourne means loss
of time out of the business and money costs.’

Another owner-manager suggested they would be prepared to travel if the benefits were there.
2D: ‘… I don’t have a preference; if it’s specific to my needs most likely I will make that trip.’

Email and phone is seen as good for general enquiries, but not for technical questions.
2E: ‘… if I had someone I could pick up the telephone and ask a technical question to and get a quick response, that would
be lovely. But as far as seeking general information email no, telephone no.’

Additionally, the internet isn’t always suitable.
2J: ‘… sending stuff out on the internet is ... you have to discipline yourself to look at it, whereas with a meeting at a time
you have to be there.’
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Best ways to be informed
The responses to the question about the best way that the owner-managers would like to be informed about support
opportunities or programs was clearly via email, as shown in Table 11.
Table 11 Preferred way of receiving support related information
Method
Email
Mail
Internet
Consultant
Networks
Industry Association
Indirect advertising

Number
18
4
3
1
2
2
1

Areas for improvement
The responses received from the owner managers about suggestions for improvements in the delivery of support or
information restated the need for locally delivered support. Another key issue was the amount of support available,
which at times seems to be overwhelming and fragmented.
1C: ‘Well, I think it’s all there if you want to access it. I’m not dissatisfied at all. We’ve got Alpine Regional Tourism, the
Chamber, we’ve got the Alpine Regional Shire—they’re all working in our regional sort of areas, and they’re all offering
small business advice. And then we’ve got the activity standards guys that write to us all the time; my Eco Tourism write
to us; Tourism Alliance write to us; so there’s heaps of newsletters and ‘If you’re interested in this…’ So I can’t say—all I
ever ask for is someone to come into my business and help me take a step back, but that’s very specific of people who
know the business and know us, and that we can set up a rapport with. But in terms of writing a business plan or
marketing plan, there’s any amount of support there to use if we need it.
3J: ‘I suppose if you had an overall view I would see the whole industry, and because I'm only new it may be just from a
newcomer’s point of view, but I see it fairly disjointed, fairly fractionalized … we’ve got a tourism body, a federal tourism
body, state tourism bodies and then we’ve got little individual pockets of tourism. We have the Strathbogie Association,
Vic Parks Association, Goulbourn River Association, it seems very very fractionalised the whole thing and I don’t know
whether it is because everyone is scrambling for their own little bit of territory but its one of the things I have noticed that
it’s not coordinated very well. But if I would like to see something I would like to see a lot more liaison between all of the
reps so that all the information coming from one is going to all the others and you’re not scratching around trying to find
out who knows what from what particular part.’

Other improvements mentioned included the need for more regional promotion and for better support in accessing
government grants.
3H: ‘Well probably the thing that I’d like more support in is the how to find grants, what grants are available that suit my
business and how do I go about finding them? I’ve got people who are happy to help me write the submissions, but I have
to find the grants that are appropriate.’
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Chapter 6

CONCLUSION AND RECOMMENDATIONS
The focus of this study was to identify more effective ways of enhancing the service skills and professional standards of
tourism businesses in Victoria. The explorations of both the support providers (key tourism and government agencies)
and the operators themselves have identified a number of issues that provide future direction for support providers when
considering how and when to engage tourism businesses in support and development programs. In the following two
sections an overview of the findings for the three phases and their implications are provided and then addressed as
recommendations for industry and government in the final section.

Current Support for Tourism Operators
In the first phase the investigation of thirty-one industry associations identified the scope and extent of support
provision for tourism operators in Victoria. There are five categories that define the majority of support provided by
government and industry to these operators—Resource Provision; Events; Workshops and Seminars; Certification or
Accreditation and Training Programs. The most common types of support available are Resources (that is, guidelines &
information), Events (expos, conferences, network meetings and forums), Certification/Accreditation programs and
Workshops/Seminars. Overall, there is considerable duplication of the type of support provided by different
organisations; however, it is apparent that each organisation is focused on customising their activities and programs to
their specific members and sector.
From the interviews conducted in the second phase with key industry personnel, ideas and suggestions were
obtained regarding both the effective delivery of support and the engagement of operators for raising standards and
achieving Tourism Excellence. According to industry and government personnel Tourism Excellence is affected by low
barriers to entry and the lack of budgeting by new operators for advice and support services. There was also a view that
emphasis should be placed on developing solutions to existing business problems and not only on developing new
products. The characteristics of tourism operators were another issue raised. For instance the lifestyle motivations
were seen as affecting who will participate in professional development and therefore must be addressed when creating
programs to build excellence.

Views on support delivery
A number of concerns regarding the current delivery of support to tourism operators were raised. Firstly, it was
apparent that connections between tourism and other industries needs to be established in order to increase levels of
excellence as there are many operators who do not realise they are part of the tourism industry and therefore may not
respond to tourism based programs. The government representatives mentioned that tourism support providers
should promote existing generic small business support since many programs and services already exist and care
should be taken to make sure the tourism sector is not ‘reinventing the wheel’. It was also believed that key tourism
industry organisations should be more open with each other and greater sharing of intelligence would identify what
works and does not work in terms of support delivery. Furthermore, the need for increased communication between
support organisations and operators was suggested, mainly for industry to better understand the operators. For example,
operators may not comply with regulations for a number of reasons including, inability; lack of knowledge, or the pace
of change rather than because they choose otherwise.
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How to engage operators
A number of ways to engage operators in business improvement activities were provided by the interviewees and
include:
• Business development seminars should be redesigned to address the issues of importance to operators and to
develop programs that provide tangible results for the businesses. It was stressed that operators need a reason
to participate in improvement programs and will only participate if they see direct benefits in doing so.
• Providers also need to address the mode of delivery, for example STE operators tend to prefer less formal to
structured approaches. Delivering seminars in ways that encourage participation and learning (such as
preliminary seminars that outline future workshops) are ways that industry can facilitate engagement in
business development activities.
• For support to reach a large audience and to be successful, support providers must ensure that operators feel
that they have ownership of their business and that they assist operators to balance their lifestyle and business
improvement efforts as opposed to increasing workloads.
• Finally, developing sound communication channels is important to raising awareness of issues of importance
and for understanding the implications of changing regulations.

What works and what doesn’t work
The industry personnel demonstrated a strong understanding, based on past experience, of what works and doesn’t work
in terms of developing operators. For example, it was suggested that awards programs not only recognise excellence
but can also provide an effective business improvement approach as they give feedback to operators for identifying
areas for improvement. It was also believed that Codes of Practice should be considered if they place the onus on the
operators to respond to complaints. Networks were seen to be extremely important as a means of disseminating
information and for supporting business development as they are dynamic and driven by operator needs and desires.
Developing relationships with customers was identified as important to Tourism Excellence and accreditation was seen
as a good way of improving customer management skills. An annual accreditation renewal process was believed to be
critical to the ongoing development of businesses. However, the issue of whether or not accreditation should be
mandatory was raised but no real consensus was apparent.
To reach the less involved operators a number of methods was suggested and include:
• using direct marketing to target these operators
• providing local awards to stimulate participation in smaller, more accessible award programs
• helping operators recognise their issues and directing them to relevant support. Operators need advice about
the usefulness of seminars to determine whether or not they should attend and that local contacts are important
to the provision of this advice
• using existing industry organisations to implement programs
• employing a counselling rather than consulting approach.
Based on a number of years in working with operators one interviewee suggested four criteria for creating and
implementing successful professional and skill development programs. The criteria include:
• networking—facilitating open and beneficial groups of operators in similar regions and fields of tourism
• benchmarking—setting realistic, enforceable standards for operators, such as Codes of Practice
• cooperative marketing—multiple industry organisations and businesses working together to promote regions
• intelligent professional development—creating professional development programs that are tailored to meet
the needs of operators and delivered in an efficient and encouraging environment.

Firm Characteristics and Owner-Manager Perceptions
The third phase of the study focused on the operators and the identification of their behaviours and perceptions with
regard to support usage and industry engagement. The firms were selected for the study based on their recognition by
industry and their involvement in business and industry activities and programs. Three types of firms were identified
beforehand and were classified as Level 1 firms (award winners and high level of visitor service); Level 2 firms (a
moderate level of engagement with industry and a satisfactory level of visitor service); and Level 3 firms (not members
of associations and who have little or no engagement with industry bodies or programs). The findings highlight a
number of issues which enhance the understanding of individual firms and the value of classification into the firm level
groupings.
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Owner-manager and firm characteristics
Most of the owner-managers involved in the study are middle-aged or older and are a relatively well educated group.
Their industry and management experience varies and notably the Level 1 owner-managers have greater experience in
both. Small and micro businesses make up the majority of firms and these firms operate across a range of tourism
sectors. Furthermore, nearly all of the businesses are in the mature life-cycle stage; report growth to varying degrees;
and operate with a partnership structure.

Motivations
The owner-managers’ motivations for operating the business are important to understanding the ‘why’ and ‘how’
questions, with regard to industry engagement and support usage for business improvement purposes. The findings
indicate differences in motivations across the three firm level types. For instance, Level 1 firm owner-managers have a
broad range of reasons for running a tourism business. Level 2 owner-managers also have a range of motivations but are
generally motivated by satisfaction of goals. Level 3 owner-managers do not have a broad range of motivations; instead
they are largely motivated by satisfaction of goals. Level 3 firm motivations are markedly different when compared to
Level 1 and 2 operators in the category of Sector, Community and Regional Orientation. This finding suggests that they
may not value nor see a need for sector, community or regional involvement. Understanding this difference could
indicate that the firms, grouped as Level 3 firms in this study, need a different style of support. These findings suggest
that the more inwardly looking firms may engage in support activities if they are directed specifically at them and
delivered within their business. Level 3 type firms have similar need for support when compared to Level 1 and 2 Firms
and their lack of engagement could suggest that they are not as capable in seeking out support. Like Level 1 and 2 firms
they recognise the importance of good client relationships, good service and the role that effective and well-trained staff
plays in their delivery. This finding indicates that, generally, the firms do not need to be educated about the key drivers
of success instead the poorer performers may need help with taking action to identify weaknesses and building them as
strengths.
Interestingly, Level 3 firm awareness of existing support agencies is relatively high. Therefore, if Level 3 firms are
motivated by achieving personal happiness and fulfilment; balancing family/personal life with work, as well as,
achieving sales growth or increased profit, then they may need a different ‘carrot’ to persuade them to use external
support compared to those who are motivated by involvement in sector and community activities.

Affiliations and membership
Despite the belief by industry personnel that the level of engagement with industry bodies or programs would vary
according to the predetermined firm level classifications, all of the firms in the study were affiliated to some degree
with external organisations. However, if the outliers are excluded then Level 3 firms have fewer affiliations than Level
1 and 2 firms and Level 1 firms have the greater number of affiliations overall. Therefore, the level of affiliation varies
according to firm level classification.
Feedback from those who were involved in the selection and classification of firms acknowledge that, as an
outsider, it is difficult to determine whether firms have any affiliation with external support organisations. This lack of
knowledge made it difficult to identify which owner-managers were active members and support participants.
Therefore, classifying firms based on perceptions of level of engagement with industry bodies or program, in order to
identify those with a greater support need, may be a challenging task.
In attempting to identify firms who may most need support it is also worth considering whether the number of
affiliations or type of involvement indicate effective ‘engagement’ and, furthermore, whether either of these highlights
those with better product and service delivery. For instance, Level 1 firm owner-managers are leaders and champions in
their field and tend to have more prominence in their engagement activities as well as a greater number of associations.

Awards
Additionally, the predetermined firm level classifications defined Level 1 firms as award winners. The results of the
interviews indicated that those classified by industry personnel as Level 1 firms were in fact award winners. Of course,
given the publicity associated with industry awards it is easier to identify award winners than it is to identify those who
are ‘engaging’ with industry and support bodies.
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Accreditation
Very few businesses involved in the study are accredited and views of accreditation are more negative than positive.
Cost, time, lack of value in terms of customer numbers and financial benefits are key issues. The lack of consumer
knowledge about accreditation and the different accreditation programs was a concern of the operators.

Types of sources used for information gathering
A range of sources were used by the firms when gathering information for successful business operation, however, there
are some differences in the types of sources used. Level 1 and 2 firms, amongst other sources, attend trade shows and
conferences, and workshops or seminars whereas Level 3 firms tend to rely on their own resources—customer
feedback, the internet, accountants and suppliers. The different sources used by owner-managers suggest that different
modes of delivery have different appeal.

Support usage
Generally, the owner-managers need to gather information to improve marketing; to tap into new ideas and to find out
about changing trends. To obtain this information the owner-managers engage in networking, which is also commonly
used as a means of finding out about additional support and professional development.

Barriers to support use
Overall, there were no extreme barriers apparent which have restricted the firms in accessing and using needed support.
The most restrictive barriers for all firms were lack of time, lack of awareness and lack of availability. The least
restrictive was a previous bad experience. The findings indicate that some owner-managers are more negative in their
views about barriers than others. Interestingly, Level 1 firms appear to have a more positive outlook with regard to
potential barriers.

Encouragers
When considering what would encourage the owner-managers to engage more in support activities a number of
enhancers were identified. For example, awareness of available support; better provision of needed and relevant
support; and greater trust that the support providers will deliver the benefits promised would assist owner-managers.
The provision of locally delivered support was also seen as a means of encouraging future access. These findings place
the onus on the support providers to improve communication and to meet the specific business improvement needs of
the owner-managers.

Type of support needed and preferred mode of delivery
A range of support needs were identified, however, assistance with employee issues and marketing advice rated highly
across all firms. Employee issues include staffing advice, staff training, skilled labour and keeping up with changes in
legislation. When asked about the preferred mode for receiving support, face-to-face contact and group based delivery
rated highly amongst most of the owner-managers. Conversely, support delivered via a phone service was the least
preferred mode. The differences noted across the three firm types include—Level 1 firms have a preference for one-off
support; Level 2 firms prefer support delivered in a series; and Level 3 firms prefer web-based support, as well as
travelling road-shows. Again these differences create a challenge for service and support providers and the way in
which support should be delivered.
The best time of the day to receive support varies considerably across the businesses and is largely dependent on the
type of business. The most important issue was that it be delivered outside the peak season. While the Level 3 firms
varied in their views about costs most of the Level 1 firms indicated that if the support was needed then the cost is not
an issue. Although a number of Level 2 firms agreed with this view there was also concern that high costs are
prohibitive. They also talked about the additional cost of time out of the business and of having to hire replacement staff
when employees are sent away for training. Overall, the owner-managers expect to see good value for the money spent.
In general, many of the owner-managers indicated that support delivered locally was preferred and support delivered
in the workplace and delivered fact-to-face was most valued.

Firm Type Differences
When considering the firm level classifications there are a number of key characteristics that distinguish Level 1 firms
from Level 2 and 3 type firms, as shown in Table 12.

32

SUPPORT PROVISION FOR VICTORIAN TOURISM BUSINESSES

Table 12 Comparison of key characteristics across the three firm types
Level 1 Firms
Have considerable industry
experience
Have previous management
experience
Are motivated by the need for
broader involvement and
recognition (described as ‘sector,
community or regional
orientation’) and the need for
‘personal expression’
Have good business growth
Have a high usage of a range of
Information Technology(IT)
applications
Have a very high ‘innovation
intensity’
Have good membership with
local and regional tourism
groups and also play a key role
in their establishment
Pursue and value accreditation

Level 2 Firms
Have less industry experience
than Level 1 firms
Have little management industry
experience
Have a broad range of
motivations but more motivated
by self-satisfaction

Level 3 Firms
Have less industry experience
than Level 1 firms
Have little management industry
experience
Are strongly motivated by selfsatisfaction

Business growth is spasmodic
Have a lower usage of a range of
Information Technology(IT)
applications compared to Level
1 firms
Have an ‘innovation intensity’
lower than Type 1 firms but
higher than Type 3 firms
Have some affiliations but not to
same extent as Level 1

Business growth is spasmodic
Have a lower usage of a range of
Information Technology(IT)
applications compared to Level
1 (but higher than Level 2 firms)
Have a low ‘innovation
intensity”

Generally not accredited

More negative about
accreditation
Have little or no involvement

Are tourism or business award
winners
Believe that the drivers of
success are passion, vision and
personal drive of the ownermanager, planning and good
staff
Find available support via
networking, industry
membership and/or consultants

Involved but not winners

Find trade shows and
conferences useful for meeting
other owner-managers
Barriers include lack of time and
availability of support, however,
are more positive in their
outlook and do not see barriers
as restrictive
Have a strong preference for
face to face support
Believe that if support is needed
then cost is not an issue

Have some affiliations but not to
same extent as Level 1

Their view of passion and vision
as key drivers is not as strong as
Level 1. Valuing staff is high

Are less passionate and strategic
than the other firms

Use a wider variety of support
than Level 1 or Level 3

Attend trade shows and
conferences

Have a myopic and self-focused
view of support needs and tend
to seek support that comes to
them
Do not usually attend trade
shows or conferences

Barriers include lack of time and
availability of support

Barriers include lack of time and
availability of support

Have a strong preference for
face to face support
Would be encouraged by the
provision of needed and relevant
support

Have a preference for face to
face and web-based support
Are not energetic in their pursuit
of support and are inhibited by
cost. They want local, webbased or in-house support

The above differences suggest that in this study those selecting the firms based on the three categories provided
were able to distinguish the firms in terms award participation and the degree of involvement with industry associations
and networks. Of interest is the difference in these Level 1 firms when compared to the other firms in the study with

33

Enhancement of service skills and professional standards
regard to their attitudes and motivations. They are more positive and passionate about their business and more willing to
‘have a go’. These owner-managers strongly match the description of entrepreneurs. On the other hand Level 3 Firms
are noted for the lack of involvement in awards and accreditation. These owner-managers also tend to be more negative
and inward looking. Level 2 firms have some involvement in awards, but are not necessarily award winners. They are
similar to Level 3 firms in that they like to access support by informal networks.

The Gap
When comparing what is currently available to operators in terms of support provided by industry bodies and what
operators need and want there is an apparent gap. Based on the audit the most common types of support provided to
tourism businesses in Victoria are Resources (that is, guidelines and information), Events (such as expos, conferences
and network meetings), Certification/Accreditation programs and Workshops/Seminars. However, only the Level 1
firms utilise most of the resources currently provided. For example, it was found that Workshops and Seminars are not
actively attended by Level 3 firms. Events, Accreditation and Awards are also not used or valued by Level 3 firms,
which explains their poor uptake. This study suggests that the owner-managers of Level 2 and 3 firms (who are those
that industry wants to target) do not seek nor express a desire for the full range of support provided by industry and
government. Instead Level 3 firms prefer support which is provided locally, face-to-face and in the workplace. For these
firms web-based information may be useful but helping the owner-managers to know (that is, raising awareness) about
key web-sites is important. Also, suppliers and accountants are valuable sources of information and are preferred over
industry associations.
Additionally, views about how and why support should be delivered to owner-managers varies across the different
industry and government organisations which may explain why a number of the Level 3 firm owner-managers see
current support offerings as fragmented and confusing. Broadly constructed and delivered support does not reach nor
appeal to a number of the owner-managers. Instead they want support that is directly marketed and based on their needs.
This suggests a need for improved communication in getting information directly to operators. Therefore, having local
people and people who know the operators is important to this process. Instead of workshops and seminars Level 2 and
3 firm owner-managers seem to prefer a counselling rather than consulting approach. This approach is important to
helping operators recognise their issues and directing them to relevant support.

Recommendations
As found in other studies of small businesses, there is no one best way for organisations to learn and improve their
performance with regard to product and service delivery. Categorising firms according to performance or industry
engagement is not always easy. In this study it has been found that although the good performers, or Level 1 type firms,
are easy to distinguish and describe it is not so easy to classify the Level 2 and Level 3 firms. Therefore, classifying
firms by level of engagement with industry bodies or programs, in order to identify those with a greater support need,
seems to be a challenging and potentially unnecessary task. Instead, it may be more beneficial to develop multi-pronged
approaches and inclusive programs targeted at regional areas that can be disseminated at the local level. Providing more
focused and needed support via local networks have more likelihood of capturing the ‘less engaged’ to raise standards.
As informal networks are frequently used by operators, developing partnerships between government, industry
associations and local communities are likely to have value in engaging a range of different operators.

Recommendation 1:
Industry, government and the community should collaborate to identify the needs of local businesses by engaging with
the operators themselves and by consulting local experts.
Of significance to the improvement of professionalism and standards is a greater awareness, on behalf of the support
providers, of the different motivations for operating a tourism enterprise. The ‘lifestyle’ owner-managers, for instance,
may be switched off engagement in development activities if it affects the quality of the life choices they have made.
For these owner-managers maintaining their lifestyle is most likely to be more important than raising standards or
improving their business. Such firms will need to be supported in a different way. Additionally, concerns such as ‘lack
of awareness of relevant support’ and ‘trust that the provider will deliver on their promises’ are issues inhibiting support
uptake. Therefore, better communication on the part of the support provider is essential to breaking down the barriers
and for both the delivery and development of relevant support to tourism operators. For example, Events, Workshops or
Seminars are the main forms of support offered by tourism and industry organisations, however, not all firms want to
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attend trade shows and conferences or workshops and seminars. Instead, Level 3 firms prefer to rely on their own
resources and stakeholders such as, customer feedback, the internet, accountants and suppliers (that is, they don’t like to
move beyond their own business). These findings suggest that support providers need to rethink their approach in the
way they deliver support and in some cases tap into existing sources, such as accountants and to deliver the support in
the operators workplace.

Recommendation 2:
Local partnerships should concentrate efforts on direct communication with operators and local experts to identify what
will stimulate businesses to engage in development activities.

Recommendation 3:
Through the establishment of ongoing communication processes focus on identifying the most appropriate mode of
delivery to match the changing needs of different owner-managers. Support providers will most likely need to be more
flexible in their delivery of support and information.

Recommendation 4:
Utilise existing support agents and credible groups currently accessed or known by owner-managers to promote and
‘badge’ support and development offerings.

Recommendation 5:
Where possible take advantage of occurring urgent issues affecting operators (e.g. the need to respond to new
legislation or to counter a recent crisis) to include professional development activities.
With regard to activities for raising professionalism and standards there is concern that industry and government
may be duplicating efforts. Furthermore, the confusion created by the fragmented approach in the delivery of support is
deterring operators from utilising available support. These two issues suggest that support organisations need to be
working together to avoid ‘reinventing the wheel’ in relation to support development and delivery.

Recommendation 6:
Improve communication across government and industry bodies to build a cohesive and consistent approach to
engaging owner-managers in support activities and to ensure more effective use of resources.
The above recommendations are not necessarily new to industry and community organisations. Nevertheless, they
reinforce current trends and the push to be more collaborative. The recommendations also highlight concerns about
duplication of effort and the need for better communication channels between government departments and industry.
The implications of the study emphasise the need for a bottom-up approach to support development and the importance
of ‘working with' businesses. The message for industry and government is that program development and delivery
should be underpinned by sound awareness of operator issues and the knowledge that STEs are heterogeneous;
therefore, not all will be open to assistance and development.
From a theoretical perspective the findings support much of the literature regarding small business assistance and
business development. In particular, there is evidence to suggest that the ‘good enterprises’ (e.g. Type 1 firms) are
learning organisations capable of sourcing information, skills and developing knowledge to ensure the improvement and
sustainability of their business. These enterprises also exhibit the key characteristics of entrepreneurial firms—
innovative, risk takers and motivated to succeed and are less likely to need outside assistance.
The study’s contribution to existing theory is the development of a typology of best practice STEs. The
characteristics outlined for the Type 1 firms in Table 12 form the basis for further quantitative testing with a larger
sample. Furthermore, the characteristics of Type 3 firms provide a preliminary profile of those firms who are the more
‘difficult to reach’. There is anecdotal evidence to suggest that this group may make up the majority of small firms in
the tourism sector who are often invisible to those wishing to raise the industry’s standards. Finally, the characteristics
identified provide a better understanding of the differences amongst STEs to assist both academics and the industry in
future research planning and program development.
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APPENDIX A: Audit of Victorian Support Providers
Aboriginal Tourism
Australia (Victoria region)

Accommodation Getaways
Victoria Inc.

Australian Tourism Export
Council (VIC)

Australasian Spa Association
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Certification or Accreditation
Certification through Respecting Our Culture (ROC) Program
Resources—guidelines & information
Financial Management Guide
Links to other government or industry sites
Case studies are provided
Training Programs
Respecting Our Culture (ROC) Tourism Development Program
ROC Coordinator System
Workshop or seminar
Business Development Symposium
Corroboree Indigenous Tourism Expo
Stepping Stones for Tourism
Resources—guidelines & information
Industry Representation at State and Federal levels
Industry Code of Conduct and Standards
Industry Research
National Industry Network
‘National Round Up’ Industry Briefing
‘Bedpost’ Newsletter and regular bulletins
‘A Guide to Establishing and Managing an Accommodation Business in
Victoria’ with telephone hotline assistance
AGV Accommodation Guide
Better Business Tourism Accreditation Program—discounted application and
annual fee
Product and Service discounts
Member listing on the Association website with optional online booking
facility
National industry promotions and gift voucher program
Workshop or seminar
Regional workshops, mentoring and networking
Annual Conference workshops (Melbourne Metro)
Event
Annual Industry Conference and Dinner
Certification or Accreditation
Tourism Export Code of Conduct
Resources—guidelines & information
Media centre, many publications and press releases
Industry development: Backpacker tourism Advisory Panel
Export Ready—e-learning
Approved Destination Status (ADS) program
Event
The ATEC Symposium
Meeting Place and Leadership
Management Conference
Certification or Accreditation
Developing an accreditation program in conjunction with Tourism Australia
Code of ethics for all new and renewing members
Resources—guidelines & information
List of members and suppliers
Networking Chapters
Tips for new entrants to industry
Industry Publication Spa Australia
Training Programs
Training package through Australian National Training Authority
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Australian Camps
Association

Australian Hotels
Association

Bus Association Victoria
Incorporated

BOAV Backpacker Operators
Alliance of Victoria
(VECCI)

Boating Industry Association
of Victoria

Event
Annual National Conference
Certification or Accreditation
Accreditation program
Resources—guidelines & information
Education to foster professional practices in camp operations
A network of stakeholders at local and national level
Event
Annual conference
Resources—guidelines & information
Communicates to 8500 hoteliers through national magazine ‘OURhotel’
Policy documents addressing key industry issues
Event
Networking opportunities through meetings and events
Award
National Convention & Awards for Excellence
Resources—guidelines & information
"Bulletin" newsletter issued monthly
Schedules setting out amendments to the various Awards associated with
employment
Reports & Articles
Event
Annual Bus Maintenance Conference and Expo
BusVic Golf International 2006
Networking through regular meetings held in regional areas
Certification or Accreditation
Tourism Accreditation Program
Resources—guidelines & information
Information/phone service
Networks
Member only website
Industrial Relations support
Compass Newsletter
Workshop or seminar
Many seminars and events run through VECCI
Industry specific seminars and events
Opportunity to participate in all VECCI seminars/events at member rates
Certification or Accreditation
Victorian Marine Awards Breakfast
Enforceable Code of Practice
Resources—guidelines & information
Recent statistics
E-newsletter and quarterly industry news
Member Directory
Developing statistics on value of the Industry in Victoria
Workshop or Seminar
Industry forums
Business Representation
Works with government to represent recreational boating industry
Industry representation and Government lobbying to include destinations on
the water within a tourism policy
Training Programs
Marine Career and Training Education for Victoria
Event
Melbourne Boat Show and Summer Boat Show
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Caravan, RV and
Accommodation Industry of
Australia (CRVA)

City of Melbourne

Clubs Victoria Inc

Cultural Tourism Industry
Group (CTIG)

HMAAV
Hotel Motel and
Accommodation Association
of Victoria
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Certification or Accreditation
Promotes accreditation and runs their own accreditation program (Managed by
Tourism Accreditation Board of Victoria)
Resources—guidelines & information
Publishes “The Business of Caravan Parks”
Forum for industry on current issues
Event
National Conference
Caravan Show in each Capital City
Resources—guidelines & information
Event Management Planning and Logistics Guide
Customer Service Training
Workshop or Seminar
International Business Series
Event
List of business events
Award
The Melbourne Awards
Grants
Start-up and business expansion
Export Entry
Business support services
Resources—guidelines & information
Industrial Relations hotline
Liquor licence and food safety advice
Development of Occupational Health and Safety programs
Clubs Revue magazine
Club constitution re-drafting
Tax advice
Events Calendar
E-Newsletter
Legal & Financial Advice
Recruitment source
Training programs
Responsible Serving of Alcohol
Occupational health and safety
Business development
Team building
Financial: GST start-up and financial reporting
Workshop or seminar
AWA Workshop
Regular seminars and briefings
Award
Achievement awards
Resources—guidelines & information
Networking opportunities with other arts and cultural organisations
Members newsletter
Access to advertising in the Cultural Guide to Victoria
Cultural Tourism References
CTIG Guide 2006–2007
Workshop or seminar
Professional development workshops
Event
Creative Tourism Conference
Networking Events
Resources—guidelines & information
Newsletters & updates
Advice to members
Templates
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(VECCI)

Hospitality Sales and
Marketing Association
International (HSMAI)

Meetings & Events Australia

Melbourne Convention +
Visitors Bureau (MCVB)

Museums Australia (MA)

Member only website
Industrial Relations support
Event
Annual Dinner and Industry Conference with Workshops
Award
Awards for Excellence
Training Programs
Staff training guides
Workshop or seminar
Industry specific seminars and events
Opportunity to participate in all VECCI seminars/events at member rates
Resources—guidelines & information
Sales and marketing information
Knowledge
Business development
Networking facilities
Member only section on its ‘econnect’ research and resources website area
containing: Resources for customer market segments & business development,
publications, magazines and portals, vendors and suppliers and professional
development.
Certification or Accreditation
The Meetings Industry Accreditation Program (AMM, AIMM, AMMC)
Resources—guidelines & information
Organising Meetings: An Essential Learning Guide
MEA Education Resources for self-directed learning
Online calendar of events
Product support
Training
MEA Residential Program a four-day, intensive training program
Essentials for successful meetings
Workshop or seminar
Face-to-face Sessions. Designed for various levels of industry experience to
assist in the progression of career paths.
One-day "Essentials for Successful Meetings" introductory
Event
Annual industry conference—MEA National Conference
Award
Meetings and Events Industry Awards
Resources—guidelines & information
Access to Melbourne Meetings Calendar
Monthly Members Update E-Newsletter with opportunities to promote
businesses at up & coming events or special offers
Event
Opportunities to participate in various national and international trade shows
including: AIME Melbourne, Team Australia Hong Kong, North America &
Europe, EIBTM in Europe
Client/member networking functions (2 per year)
Member information forums and refresher programs (2 per year)
Certification or Accreditation
National Accreditation Scheme for Museums
Resources—guidelines & information
MA magazine
Publications for sale including:
Copyright, internships and exhibition guidelines,
Marketing mix
A national venue directory
Partnership information
The Museums Australia Vocational Education and Workplace Learning
Network
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Workshop or seminar
Museum leadership program
Event
Museums Australia National Conference
Office of Small Business
(Business Unit of
Department of Innovation
Industry and Regional
Development (DIIRD),
Victorian Government)

Outdoor Recreation
Centre

Professional Tour Guides
Association of Australia
(PTGAA)

Restaurant & Catering
Victoria
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Resources—guidelines & information
Information services regarding: starting, managing and improving your
business
Victorian Business Line
Business advice and resources from 12 Victorian Business Centres across
Victoria
Publications and step by step guides online
Quarterly newsletter
Workshop or Seminar
Over 300 workshops and seminars run annually on a range of business
Grow Your Business grants program
StreetLife—projects funded to deliver small business
Small Business Counselling and Mentoring Program
Business representation
Advocates on behalf of the small business sector, liaising between industry,
individuals and government.
Events
Energise Enterprise, Victoria’s Small Business Festival—four week program
encompassing over 200 small business events
Certification or Accreditation
Adventure Activity Standards
Accreditation support
Resources—guidelines & information
Standards
Human Resources Tool Kit—Your Business Success Starts Here
Starting Business
Certification or Accreditation
Accreditation for Tour Guides through the national tour guide accreditation
framework, Guides of Australia.
Resources—guidelines & information
Quarterly newsletter
Information updates
Social functions
Breakaway Travel Club and World Interline Tours
Contact with Interstate and Overseas Guides
Foundation member of Guiding Organisations Australia
Event
Networking Association
Conducts the 'Melbourne's Golden Mile' guided walking tour in co-operation
with Museums Victoria.
Certification or Accreditation
Certified Professional Restaurateurs
Resources—guidelines & information
Guidelines (safety, waste, employment)
Serving up Flexibility
Industry wide statistics report
The Occupancy Cost Report
Monthly newsletter ‘Essence’
Waste Wise Catering Toolkit
Workshop or seminar
‘Doing Business Better’ seminars
Chefs in the City initiative
Event
Melbourne Food and Wine Festival
Award
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Restaurant & Catering Victoria Awards for Excellence

Service Skills Victoria

Small Business Counselling
Service

Tourism Accreditation
Board of Victoria (TABV)
(Managed by Service Skills
Victoria)
Tourism Alliance Victoria

Certification or Accreditation
Better Business Accreditation program (Managed by Tourism Accreditation
Board of Victoria, which is managed by Service Skills Victoria)
Resources—guidelines & information
Hospitality Equipment Guidelines
Apprenticeships
Newsletter
Industry Change Drivers Report
Workshop & Seminar
Annual Industry Training Forum
Training Program
Caravan Package Training Guide
Section of website dedicated to training
Group training organisations
Award
Developing Tourism Leadership Awards
Event
World Skills National Championships
Resources—guidelines & information
Business Plan Guide
Profit & Loss and Cash Flow Templates
How to sell your product to retailers
Helping businesses to prosper
Stock management and control
Workshop or seminar
Businesses to prosper
Training Programs
Mentor programs
Certification or Accreditation
Industry quality assurance and accreditation programs
Better Business Tourism Accreditation Program
Certification or Accreditation
Partnership with Tourism Accreditation Board of Victoria
Manage Visitor Centre Information Accreditation
Resources—guidelines & information
Development and support of a range of business development activities and
resources
Many publications such as: Crisis Communication Handbook, Planning for
Tourism Fact Sheet
Members only section of website
Business networks in regional clusters and events
Regional Tourism Managers link
Provide Public Liability Insurance for members
Industry Research
Monthly Newsletter
Workshop or seminar
Starting Up In Tourism workshops
Professional & business development workshops and seminars
Action Packed—Adventure and Nature Based Tourism workshops
Business Representation
Independent representation and lobbying on behalf of members.
Event
Country Victoria Events program
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Tourism Victoria

Tourism Accreditation
Australia Limited
VECCI

Victorian Caravan Parks
Association

VTIC Victoria Tourism and
Industry Council
(VECCI)
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VIC Tourism Conference
AGM and Members Luncheon
Friends of Tourism Breakfast
Activity Group Forums
Adventure group forums
Visitor Centre Information Network
Regional Conference Group
Certification or Accreditation
Partners with Tourism Accreditation Board of Victoria
Resources—guidelines & information
Website specific to Tourism Excellence Strategy
Comprehensive links for training and business development, including funding
opportunities
Product Development
Newsletter
Workshop or seminar
Victoria’s International Exchange—annual trade forum & workshops
Tourism Marketing Master Class
Award
Melbourne Airport 2006 Victorian Tourism Awards
Certification or Accreditation
Sector program (accommodation accreditation)
Generic programs for whole tourism industry
Resources—guidelines & information
Comprehensive support for all business needs
Employment advice
Training Programs
Many training courses such as Leadership & Management, Customer Service
and Communication Skills
Event
Many networking events including breakfasts and luncheons
Resources—guidelines & information
Range of services including: Member enquiry line for information and
assistance with legislative, compliance and operational requirements
Web-based communication and knowledge database
Quarterly issue of VicParks industry newsletter
Annual consumer Caravan Park Guide for Victoria
Representation and lobbying on behalf of industry at all levels
Event
Annual Conference and Trade Display, including
Award
Industry Award Dinner in conjunction with AAA Tourism
Resources—guidelines & information
Provides information on recent industry news and forums
Conducts an annual survey to find out what issues are affecting Victorian
Tourism
Workshop or seminar
Many seminars and events run through VECCI
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APPENDIX B: Key Owner-Manager Characteristics
#

Role of interviewee

Time in tourism industry

Highest education
achievement

Age of
interviewee
40–49
20–29*

1A
1B

owner-operator
managing director

8 years
15 years

1C

owner-operator

20+ years

Postgraduate Diploma
Not completed secondary
school
Diploma

1D

owner-operator

3 years

Degree

40–49

1E
1F

owner-operator
guest services manager

24 years
5 to 10 years

Vocational qualification
Degree

40–49
-

1G

director

Postgraduate Diploma

50–59

1H

owner-operator

20 years (cultural and tourism
sectors)
30 to 35 years

50–59

1I

manager

20 years

1J

owner-operator

30–39

2A

Degree

20–29

2B

sales and marketing coordinator
owner-operator

6.5 years full time, 25 years
part time
1 year

Not completed secondary
school
Diploma Hospitality
Management
Diploma

50–59

2C
2D
2E
2F
2G
2H

general manager
company director
owner-operator
general manager
managing director
owner-operator

19 years
2.5 years
5 years
5 years
over 8 years
25 years

2I
2J

owner-operator
owner-operator

15 years
3 years

3A
3B
3C

campus director
owner-operator
CEO

23 years
19 years

Completed secondary
school
Degree
Vocational qualification
Postgraduate Diploma
Vocational qualification
Degree
Not completed secondary
school
Degree
Completed secondary
school
Postgraduate Diploma
Degree
Degree

3D

joint owner-operator

0 years

Degree

30–39

3E

20 years

Trade qualification

40–49

3F
3G

chef and owner-operator
(with wife)
owner-operator
director

18 months

40–49

3H

owner-operator

12 months

3I

owner-operator

6.5 years

Completed secondary
school
Completed secondary
school
Not completed secondary
school
-

24 years

13 months
3J manager/ lessee
* Started young with casual work and then as an apprentice chef

50–59

30–39

50–59
40–49
50–59
30–39
50–59
50-59
30–39
60–69
40–49
50–59
50–59

40–49
30–39
50–59
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APPENDIX C: List of Membership or Affiliation by Firm Level
Organisation

Level 1
firms

Accommodation and Getaways of Victoria
Albury-Wodonga Regional Tourism Forum

Level 2
firms
1

Total
1

2

2

Australian Alpaca Industry Association

2

2

Australian Specialist Cheesemaker’s Association

1

1

AAA Tourism

2

Alpine Regional Tourism

2

Alpine Valley Wine Group

2

4

1

1
1

Bakers Industry of Victoria
Chamber of Commerce

3
1

Founder of the Public Gallery’s Association of Victoria

1

Grape Check (grape growing association)

1

5

8
1

1

1

2
1

1

Hotel Motel and Accommodation Association of Victoria

1
1

King Valley Tourism Association

1

1

Crossroads Victoria (a consortium of businesses in Milawa
Destination Albury Wodonga

4

2

Alpine Resorts Tourism

1

1
1

Lions Club

1

1

Mansfield Mt Buller Tourism

1

1

Meetings and Events Australia
Gourmet Food and Wine in the NE Region (marketing)
and Milawa Food Group
Milawa Regional Tourism

1
1

1

1
2

1

1

Murrindindi Regional Tourism Association

1

1

Museums Australia

1

Mystic Mountain Tourism (marketing)

1

National Gallery of Australia

1

1

NE Valleys Food and Wine Association

1

1

North East Tourism Inc

3

1
1

2

Parks Victoria
Public Galleries Association of Victoria

2

1

6

2

2

1

Restaurant and Catering Victoria
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Level 3
firms

1
1

2

3

Rotary

3

3

Taste Alpine (a collective group)

1

1

Tourism Alliance Victoria

2

2

4

Tourism Victoria

1

1

2

VECCI

2

2
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Victoria’ High Country Regional Marketing
Visitor Information Centre

1

Yarra Valley Regional Marketing Pty Ltd

1

1

1

2

1

1

Unnamed organisations
Business associations

1

Tourist association

1

TOTAL

34

1

20

1

2

21

75
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APPENDIX D: Views on accreditation
Positive Views
Level 1 Firms
1 C: We aim to always have all certifications, and run the best operation so that if a competitor started in our
area, (no existing competitor) we would be the best by far and would not be threatened.
1 E: They are good to know more about your business.
1 F: Accreditation is important. They have internal and external audits.
1 I: It’s valuable. People look for it and they measure you.
Level 2 Firms
2 F: I’d be happy to look at any [accreditation] that would benefit and anything that would help us move
forward.
2 G: It helps to develop knowledge and sets standards for processes and systems.
2 J: … I believe in those sorts of quality indicators, and I think it’s a huge amount of work and I don’t think it’s
very widely recognised by the public, but I think it’s a very valuable exercise.
Level 3 Firms
3 A: I think accreditation—the AAA accreditation I think can establish us and help us to grow the standard
within the industry.
3 B: It provides certain standards, which is good.
Negative Views
Level 1 firms
1 B: Some operators put all their effort into accreditation and not into producing product. We like to produce.
1 D: It’s not worth the money or time spent on it, honestly. The only benefit is received from AAA is being on
their website as their customer use it when searching.
1 H: I just don’t think we need someone to tick us that we’re okay or the best. We get our feedback from our
customers, and our customers love us and we very rarely have a customer complain—I’m not saying we don’t
have them, but it’s how we handle them that is the most important thing.
1 J: I have a view that it encourages good practices and I also have a view that perhaps it endeavours to
champion or reward participants who go down the path of accreditation. It hasn’t quite fulfilled its potential at
this stage. It should be focused on developing a quality business (service and products) not sure that the current
programs achieve this.
Level 2 Firms
2 B: Benefits?—I’m not sure. I don’t know if people are actually taking any notice of the accreditations yet, but I
presume eventually they will. If you are not accredited, well, you don’t know how things are going to go in the
future…
2 C: If there was a commercial value in it and it was offered, then we would. It’s not something I’ve chased up,
no.
2 E: It’s a marketing ploy which doesn’t suit our purposes. It really means nothing. Two operators in the area
said it’s too much work, and they’re sorry they took part.
2 I: A bit of a fallacy…
Level 3 Firms
3 C: I think it’s pretty biased towards whatever they want to get a result from … So I think you have to be very
careful about what you’re trying to achieve when you are doing these accreditations because you could give
accreditation to a person that is marvellous in one thing, but absolutely hopeless in everything else …
I mean accreditation is good for businesses to get them to look at their business and it highlights a lot of stuff
and it helps them with their business …
I’d rather have this mountain affiliated with the Good Food and Wine District, or the Legends Wine and High
Country…
How much business do they actually drive to you because you have a tick—you know, in our industry there’s
been a lot of debate in this area about the accreditation process. Yes, it’s good for the business, but at the end of
the day, does it give you more business?
And I don’t believe accreditation works in the long run.
Affiliations are good because you work with your peers, and gain peer reputation and respect.
3 E: Knows of a new accreditation for the owner of the restaurant (not the business) via RCA. Not sure of the
details though. Generally doesn’t see the value of accreditation—as merely recognises that you have met set
criteria.
3 G: Accreditation didn’t seem to be important but being awarded a Chef’s Hat rating is highly valued and seen
to be important to the businesses growth and reputation.
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3 H: It’s generally marketing the business that’s of a more high priority for me at the moment than anything.

Ambivalent or don’t know - 2
Level 1 Firms
1 G: It makes no difference financially. I suppose other museum people might say oh they’re accredited, look
and the place could be empty and you’d still have that box ticked. I don’t know, I’m ambivalent.
Level 3 Firms
3 D: They haven’t thought about it yet, just getting the business running.

47

Enhancement of service skills and professional standards

APPENDIX E: Views on awards
View of Awards
Positive Views
Level 1 firms
1 C: I think one of the biggest things is the Tourism Awards because you’ve just got to—you can’t fluff it.
Operator thinks they are a good way of evaluating their business, as they thought they were sustainable, even
during fire and drought, but when this year’s fires came they had no business for a month.
1 D: Awards are good as you learn a lot during the application process. They are … a bit of a prestigious thing
and I gather from comments from our customers that they recognise the fact that if somebody gets an award,
that’s worth more than a lot of advertising, and you get a lot of media attention which again is very important.
1 E: They are good to find out more about the business.
1 F: We see awards as important as they are a third party endorsement that can influence wine sellers.
1 H: See the award as a positive.
Yeah, it does look good on the wall. Well, yes [there are benefits], what they do is when we win the award, the
prize is —this year I got a thousand dollars worth of advertising on the Albury radio station; we’re touted
through the region … and also the local TV, Prime, they run a series of ads of the winners of the Business
Excellence awards are—and we won our category.
1 I: I think awards are important and I certainly think that they’re something you should participate in if the
opportunity comes along and you’re aware of them.
Level 2 firms
2 A: Awards encourage people to do better and they identify areas within the region that people are excelling in
so you know who to look out for and who to get tips off.
2 C: It just makes you feel good. You get a bit of free advertising or something.
2 D: I think awards are great. She would like to receive assistance such as marketing promotions or advertising
rather than a trophy or certificate.
2 F: They’re good as a marketing tool but I haven’t seen the awards … He would like to see more promotion of
the local awards and the region.
2 J: I mean I’m not exactly sure how important awards are. They’re certainly very prestigious and it was very
encouraging, it was great to be with—we didn’t win, but it was great to be with … Yeah, and you were
certainly put in a certain—you were certainly judged well by your peers and I think it does look good. They
date pretty quickly, but I can see a value.
Level 3 firms
3 A: It shows your competitors that you’re in the competition; they make you look at your policies and
procedures which keep you on the ball.
3 B: I think anything that sort of gets people together and makes people lift their game a bit is a good thing.
3 C: I think tourism awards probably have a bigger profile … for media, if you are winning awards it gives you
a lot more media opportunities.
3 F: Awards a personally gratifying ... helps them along. Awards help attract visitors.
Negative Views
1 G: The Museum’s Award, they give you awards every year and some little museum run by volunteers at the
edge of the Wimmera gets an award and then the State Museum gets an award and I think ... well where are we?
There’s no category for us or there wasn’t and every so often there’s a shuffle of deck chairs a bit. So
eventually I suppose you might get a bit of a tick and some award you can hang on the wall but … I don’t think
an award makes a difference. Maybe some of the councillors at the council would feel good about it because
it’s something they understand. But, I really think the bums on seats means more to them.
1 J: I suppose part of the process is that you’re giving yourself accolades and that doesn’t sit easy with me.
You’ve got to go and pitch yourself as being a worthy recipient, like I think the success of your business is
usually measured by other people’s reactions and not your own. So … you know it might be a bit old fashioned
but … I’d like to be known to be successful but not for me to then label myself as being successful and having
to [promote it].
2 B: No one came to take a look at their property, and he doesn’t think awards can be judged by words on an
application form … the places that have won these things, and it’s now over a very regular basis, it’s just the
ones that know how to put in the applications because no one comes and looks at a property.
2 G: After having entered the Vic Tourism Awards as finalists … wouldn’t do it again as they do not see a
benefit ... it’s just not worth it.
2 I: It did [mean something] in the first year and maybe even the second but after that it didn’t. I think maybe
because it’s a submission thing where you submit yourself and they’re not necessarily judging you, they just
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judge it off the submission and I just went well I know I can write a good submission because I went to Uni for
four years. It was really nice, everyone entered it. As the years have gone on less people bother entering
because they didn’t win. We’ve not ever entered anything further afield. There’s things in our [non-tourism]
industry and probably now there’s more but certainly before we’ve never really gone after that market. Again I
don’t really identify with it.
3 E: Sees the marketing and promotional benefits that winning an award could provide. He has nothing against
awards but has reservations about them largely because they are too broad (have a vast number of criteria).
3 H: No well our [previous] business won many awards, but generally it’s a lot of effort to go to. I mean I’ve
looked at the Victorian Business Women’s Awards and the amount of guff you have to go through, it’s like it’s
just too hard.
3 I: At the end of the day, it’s really just a piece of paper. And the best advertising you can have and the best
award you can have is for when people go away and say we stayed in this really great motel, the service was
fantastic, it was clean, it was comfortable, we were well looked after. And that’s the best award. We got a thank
you card and a Tattslotto ticket from a guest and to me that was better than any plaque.
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transfer.
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Introduction
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