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A THEORETICAL BASIS FOR MANAGING HUMAN
RESOURCES IN TOURISM

Z Bayat* & IW Ferreira†

ABSTRACT
The complexity of human resource management as a sub-component of the manage-
ment process per se and as a fully-fledged academic discipline in its own right is
underpinned by basic philosophical and theoretical foundations relevant to the tourism
industry in South Africa.

The article expounds, inter alia, a philosophy of management sciences which
encompasses various approaches to that field vis-à-vis its evolution over time.

Various theoretical perspectives on human resource management are explained in
the article, from philosophy as applicable to the social sciences, through to a
philosophical basis for public management, to a normative theory for the management
of human resources.

A systems model as a possible approach to the field of human resource management
is provided, together with a number of other paradigmatic approaches to the field.

A conclusion is provided at the end, with a reference list completing the article.

INTRODUCTION

In order to explore a theoretical basis for the development of a human resources policy framework
for tourism from a theoretical and normative perspective, a ‘‘funnel’’ approach will be followed to
illustrate the development of the concept from a philosophical point of departure.

A funnel approach allows the researcher to conceptualise the study from a generalistic
perspective to the particular perspective. This means that generalities should first be understood
from a holistic point of view before attempts can be made to understand the particular aspects.

An example of a funnel approach could be that of a systems model, where one is able to adopt a
particular supposition about a given matter, field, aspect, approach or viewpoint from the broader
elements, which will encompass a number of sub-elements and which, as part of the whole, will
contribute to understanding of the complete systems model.

A case in point is Easton’s (1979: 29–30) input-output transformational systems model of a
political system that comprises various external environments, internal environments, a conver-
sion mechanism, an output and a feedback mechanism, feeding goal achievement back to the
relevant original external environment, changing it to become the original objective set for goal
achievement. Once the goal has been achieved and the original external environment accordingly
changed from dysfunctionality to functionality, then a new goal can be set, enabling the
input-output transformational system to commence a new cycle, which, depending on the
successive quests for new goal achievements, can continue indefinitely (Easton: 1979: 29–30).

It has to be pointed out that the systems approach, per se, is not without shortcomings. The
chapter by Erasmus in Bayat and Meyer (1991, chapter 6) has reference here.

In this study, a philosophical and theoretical premise for developing a human resources
framework for tourism from a public management perspective is preceded by a brief explanation
of the term ‘‘philosophy’’, followed by an exposition of viewpoints on the paradigmatic status of
the discipline of public management. This will be followed by a description of the various
theoretical approaches to the subject field of public management, whereafter a description of a
number of theories for human resource management will be provided within the context of the
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development of a human resources policy framework for tourism from a theoretical and normative
perspective.

PHILOSOPHY AS APPLICABLE TO THE SOCIAL SCIENCES

Within the context of the development of a human resources policy framework for tourism from a
theoretical and normative perspective, it is regarded as necessary for this study to take cognisance
of a brief overview of a number of philosophical concepts relevant to the research.

A theoretical and normative approach, such as used in this research study, needs to be
conceptualised from a basic philosophical point of departure that will serve as a firm foundation of
the raison d’être of the science and discipline of public management and its constituent
sub-components, which, for the purpose of this study, include the development of a human
resources policy framework for tourism from a theoretical and normative perspective.

A brief discussion on the meaning and nature and extent of philosophy as a fundamental basis
of all human action and interaction will be provided in this section, bearing in mind that all
discussions and explanations about this study need to take place against a continuum of the
evolution of human development and behaviour as well as political, economic, sociocultural, legal
and environmental external environments with specific reference to the development of a human
resources policy framework for tourism from a theoretical and normative perspective.

Ferreira (1996: 87) cites Copi (1969: 286), who states that the word ‘‘philosophy’’ is derived
from two Greek words, namely philos meaning ‘‘love’’, and sophia meaning ‘‘wisdom’’. From
this explanation, it can be inferred that philosophy means, literally translated, ‘‘the pursuit of
wisdom’’.

Ferreira (1996: 87) refers to Copi (1969: 286), who states that philosophy began in the 6th
century BC in Greek colonies on the western coast of Asia Minor. The earliest philosophers
regarded all knowledge as their responsibility. They were the first scientists and also the first
philosophers. They undertook both to describe and to explain the world around them, and also
presumed to give advice in matters of conduct, both personal and social.

According to Copi (1969: 286), as cited in Ferreira (1996: 87), during the time of Plato
(427–347BC) and Aristotle (384–322BC), philosophers were concerned not only with logic,
mathematics and natural science, but also with literary criticism and aesthetics generally.

The special sciences (the term ‘‘special sciences’’ in this context is understood to mean
specialised sciences, such as economics, psychology, sociology, political science and public
management) acquired large amounts of reliable knowledge and developed their own techniques
of investigation. This resulted in a split from philosophy into separate branches of learning. What
has remained for philosophy, in addition to questions of conduct and value, has itself become a
philosophical issue (Ferreira 1996: 87).

Copi (1969: 286) emphasises that the essence of philosophy is a systematic reflection upon
experience in order to obtain a rational and comprehensive understanding of the universe and
man’s place in it.

As cited in Ferreira (1996: 89), Hughes (1987: 2) holds that, since developing as autonomous
disciplines, the social sciences have tended to re-examine their philosophical foundations only
during periods of crisis, when familiar and trusted methods no longer seem to justify the faith
originally invested in them (Hughes 1987: 11). Understanding of this concept is necessary within
the context of development of a human resources policy framework for tourism from a theoretical
and normative perspective.

According to Hughes (1987: 11), philosophy will always attempt to explain phenomena
conceived in terms of the basic concepts that characterise a discipline, whatever it may be.

Hughes (1987: 13) cites the philosopher Locke, who argued that philosophy simply aims to
clear away obstacles that lie in the way of knowledge, such as vague speech, muddled terms,
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imprecise notions and the like. Philosophers such as Descartes, Leibnitz and Hegel concerned
themselves with metaphysics (the study of existence, of the most general categories that can be
used in describing what exists: universal and particular, space and time, substance and attribute,
necessity and causality). They saw philosophy as being concerned with constructing the whole of
human knowledge into logically connected systems (Copi 1969: 286).

Hughes (1987: 14) also refers to the lack of consensus within the social sciences as to whether
they are sciences, pseudosciences, immature sciences, multiparadigmatic sciences or moral
sciences. Since their appearance on the intellectual scene, they have failed to produce analyses of
social life as convincing as those produced by the natural sciences of the material world.

According to Carpenter (2005), Western philosophy is generally considered to have begun in
ancient Greece as speculation about the underlying nature of the physical world. In its earliest
form it was indistinguishable from natural science. The writings of the earliest philosophers no
longer exist, except for a few fragments cited by Aristotle in the 4th century BC and by other
writers of later times.

The philosophy of Aristotle, also known as Aristotelian philosophy, had the most profound
influence on Western and current sociocultural thinking and behaviour.

According to Carpenter (2005), Aristotle, who began studying at Plato’s Academy at the age of
17 in 367BC, was the most illustrious pupil of Plato, and ranks with his teacher among the most
profound and influential thinkers of the Western world. After studying for many years at the
Academy, Aristotle became the tutor of Alexander the Great. He later returned to Athens to found
the Lyceum, a school that, like Plato’s Academy, remained for centuries as one of the great centres
of learning in Greece. In his lectures at the Lyceum, Aristotle defined the basic concepts and
principles of many of the sciences, such as logic, biology, physics and psychology. In founding the
science of logic, he developed the theory of deductive inference – a process for drawing
conclusions from accepted premises by means of logical reasoning. His theory is exemplified by
the syllogism (a deductive argument having two premises and a conclusion), and a set of rules for
scientific method.

In his metaphysical theory, Aristotle criticised Plato’s Theory of Forms. Aristotle argued that
forms could not exist by themselves but only in particular things, which are composed of both
form and matter. He understood substances as matter organised by a particular form. Humans
beings, for example, are composed of flesh and blood arranged to shape arms, legs and the other
parts of the body (Carpenter 2005).

Nature for Aristotle, according to Carpenter (2005), is an organic system of things whose forms
make it possible to arrange them into classes comprising species and genera. Each species, he
believed, has a form, a purpose and mode of development in terms of which it can be defined. The
aim of science is to define the essential forms, purposes and modes of development of all species,
and to arrange them in their natural order in accordance with their complexities of form, the main
levels being the inanimate, the vegetative, the animal and the rational. The soul, for Aristotle, is
the form of the body, and humans beings, whose rational soul is a higher form than the souls of
other terrestrial species, are the highest species of perishable things. The heavenly bodies,
composed of an imperishable substance, or ether, and moved eternally in perfect circular motion
by God, are still higher in the order of nature. This hierarchical classification of nature was
adopted by many Christian, Jewish and Muslim theologians in the Middle Ages as a view of
nature consistent with their religious beliefs (Carpenter 2005).

Aristotle’s political and ethical philosophy similarly developed out of a critical examination of
Plato’s principles. The standards of personal and social behaviour, according to Aristotle, must be
found in the scientific study of the natural tendencies of individuals and societies rather than in a
heavenly or abstract realm of pure forms. Less insistent therefore than Plato on a rigorous
conformity to absolute principles, Aristotle regarded ethical rules as practical guides to a happy
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and well-rounded life. His emphasis on happiness, as the active fulfilment of natural capacities,
expressed the attitude toward life held by cultivated Greeks of his time. In political theory,
Aristotle agreed with Plato that a monarchy ruled by a wise king would be the ideal political
structure, but he also recognised that societies differ in their needs and traditions, and believed that
a limited democracy is usually the best compromise. In his theory of knowledge, Aristotle rejected
the Platonic doctrine that knowledge is innate, and insisted that it can be acquired only by
generalisation from experience. He interpreted art as a means of pleasure and intellectual
enlightenment rather than an instrument of moral education. His analysis of Greek tragedy has
served as a model of literary criticism (Carpenter 2005).

The above discussion has particular reference to the development of a human resources policy
framework for tourism from a theoretical and normative perspective in that all systems and
procedures for human resource management have to be founded on acceptable philosophical,
theoretical and normative principles.

With the above exposition and brief discussion of the concept of philosophy, the focus will now
shift to a philosophical basis for public management as the mother discipline of the concepts that
are the subjects of this research, namely development of a human resources framework for tourism
from a normative and theoretical perspective.

A PHILOSOPHICAL BASIS FOR PUBLIC MANAGEMENT

Stillman (1976: 3–4) argues that it is pointless to pin down an exact definition of public
management (the discipline), simply because the many variables and complexities of public
management (the practice) make almost every administrative situation a unique event, eluding any
highly systematised categorisation. This difficulty is manifested by the suggestion of different
phases and paradigms in the development of the study field of public management
(Hanekom1988: 70–79).

Any discipline develops from numerous variables existing in a state of ignorance and chaos of
which selected salient elements (variables) have been identified and isolated, and categorised as a
model illustrating and illuminating the composition, place, role and functions of such given
variables in order to bring about knowledge and understanding of their interrelationships with
each other and with external and internal forces. Such variables had to be painstakingly studied
and laboriously linked by using theoretical and normative models that facilitated understanding of
the subject field, the discipline itself and the various relationships between the proposed elements
(variables) contained in the models in order to be able to use such models as points of departure
for studying the discipline and its implications from normative, theoretical and practical points of
departure.

A case in point, particularly from the perspective of developing a human resources policy
framework for tourism from a theoretical and normative perspective, would be Easton’s dynamic
response model of a political system (also known as the analytical input-output transformation
model), described in Easton (1979: 29–30) and which emphasises need generation from existing
dysfunctional external environments. These external environments should be regarded as
dysfunctional by nature and therefore hostile to the well-being of the community. Examples are a
basically unfriendly health environment, which needs goal-setting to change from a dysfunctional
to a functional environment. The same is possible with the education environment, with the great
need for education in South Africa and the need to set goals to alleviate that situation. Another
example is the political environment that constantly needs to be redefined in terms of voter
interests. There is also the constitutional environment, the statutory environment, the cultural
environment, the religious environment, the physical environment and infinite numbers of others
(Easton 1979: 29–30) (illustration of Easton’s model below).

What needs to be understood is that external environments are continually threatening the
survival of society, and it is necessary, on an ongoing basis, for all organisations to set goals to
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avert potentially hazardous situations within given environments, and to pursue those goals
effectively and efficiently.

The needs generated by the dysfunctional external environments serve as the ‘‘inputs’’ into the
system. The generated needs can only be satisfied by goal-setting, the eventual achieving of which
will be considered the ‘‘outputs’’.

It should be understood that, within the context of development of a human resources policy
framework for tourism from a theoretical and normative perspective and from a systems
perspective, external environments are regarded as inherently hostile to the survival of the
organisation, as are certain elements of the internal environment (see figure 1). Goals need to be
set to meet the challenges posed by the hostile external and internal environments, weaknesses
have to be recognised and opportunities utilised in order to change hostile (dysfunctional)
environments into advantageous (functional) ones. This can only be achieved by applying a
SWOT analysis utilising a conversion mechanism, such as a management process, explained and
illustrated elsewhere in this article.
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Figure 1: A systems model for public management.

Source: Adapted from Easton (1979: 29–30) and Ferreira (1996: 401).

The process of need satisfaction, which, according to Easton (1979: 29–40) starts with given
dysfunctional external environments, has to move through an internal environment, consisting of
different value systems, ethical foundations, or foundations and guidelines, and which serve as
‘‘filters’’ to maintain norms and standards in terms of the current body politic, prevailing
community values and legal requirements, particularly those pertaining to law. The process then
moves through a conversion mechanism, also known as an administrative (or management)
process, consisting of various functions (processes) that have to be utilised in order to enable the
institutions faced with the task of satisfying the needs, to proceed with the various steps of the
enabling process. It should be noted that the conversion process can have various forms and may
consist of different approaches. The actual nature of the process depends on the particular situation
at hand and the preference of the policy-makers with regard to determining which particular
enabling process can be utilised to achieve the desired goal (Easton 1979: 29–40).
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After the goal has been achieved and the need accordingly been satisfied, feedback occurs to the
original environment to check whether the need has been optimally satisfied, for example the
provision of primary healthcare facilities where those previously did not exist (Easton 1979:
29–40).

Should the goal have been achieved, feedback will occur to the original environment (which
was the original dysfunctional external environment) and which will now be found to have
changed to a new external environment and which, in turn, will generate new needs that have to be
satisfied by goal-setting and the achievement thereof. An example is a student who arrives at a
higher educational institution with a school-leaving certificate. At that stage, he or she regards this
certificate as dysfunctional, hence the application to improve the qualifications to a degree level.
Once the degree has been obtained, that new higher qualification becomes a new external
educational environment. It is possible that the student will then regard the degree as
dysfunctional for his or her purposes, and a new goal will then be set, that of an Honours degree.
Should the decision be made to pursue the new goal, the process commences again. Again the
existing external environment will be regarded as dysfunctional and will then serve a departure
point to achieve the new goal. Again the process has to proceed through the internal environments
(the normative foundations) that will serve as the watchdog to ensure that the value systems of
society have been adhered to in the process of reaching the goal. Simultaneously, the chosen
conversion model will be employed as the enabling process to bring about the necessary change. It
is possible to use different processes or models for the conversion. When the goal is achieved and
the Honours degree has been obtained, feedback will occur to the previous external environment,
which was the degree, changing it to the Honours degree. The process can now start again if it is
felt that another higher qualification is desired, and it can be repeated indefinitely (Easton 1979:
29–40).

The above process takes place for all external environments, depending on the level of
improvement that is aspired to. The perceived degree of dysfunctionality in terms of the needs that
are generated, coupled with the available resources, will be the deciding factor that will determine
the extent of goal-setting, the values and norms that will be adhered to, the conversion process
which will be used to change the dysfunctional situation to a functional one with the concomitant
achievement of the goal, with the option of repeating the cycle, as desired.

Understanding of a system for management of human resources in the context of tourism is
essential to ensure development of a human resources policy framework for tourism from a
theoretical and normative perspective.

A NORMATIVE THEORY FOR THE MANAGEMENT OF HUMAN RESOURCES

When literature on human resources procedures is researched, it is found that in spite of the
phenomenon of human resources being mentioned regularly in literature on personnel manage-
ment, extensive theoretical information regarding human resources is relatively scarce compared
to other facets of training and development. This observation is substantiated by Glueck (1974:
231) when he states that human resources has not been studied a great deal.

In the paragraphs that follow, the views of a number of human resource management theorists
will be expounded, against the background of development of a human resources policy
framework for tourism from a theoretical and normative perspective.
Erasmus et al. (2005: 41) write that before the Industrial Revolution, income of people was
generated mostly with home crafts or agriculture. With the growth and development of
technology, manufacturing concerns were established, also known as factories, where people
could work and earn a living.

Erasmus et al. (2005: 42) provide an example of an employer who spent company profits on
efforts to improve the living and working conditions of the labour force. These efforts included
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building villages for the workers to live close to their place of employment, schooling facilities for
the workers’ children, and hygienic working conditions in his cotton-mill factories.

During the period 1880 to 1920, according to Erasmus et al. (2005: 42), a number of
evolutionary developments took place with regard to the growth and development of human
resource management. Among those were a growth in the availability of factory-type work, efforts
to improve the general welfare of factory workers and the development of a scientific management
approach to improve levels of production, particularly with respect to factory work.

In the above context, as explained by Erasmus et al. (2005: 42), FW Taylor, who is generally
regarded as the ‘‘father’’ of the scientific management approach, conducted research into the
improvement of workers’ output and productivity rates. Taylor’s theories were supported (by, for
example, Gilbreth and Grant), while knowledge was added by researchers such as Munsterburg,
who published a book on industrial efficiency in 1913 (Erasmus et al. 2005: 42).

During the late 1920s and early 1930s, the Hawthorne experiments were conducted at the
Western Electric Company by Elton Mayo from Harvard University and his colleagues to increase
production at that factory. This research emphasised the human relations context (Erasmus et al.
2005: 42) and paved the way for a better understanding of the human element in human resource
management.

Erasmus et al. (2005: 43) explain that subsequent to increased awareness of the human element
in human resource management that emanated from the earlier studies, various behavioural
scientists influenced the human relations school of thought. Included in those were Maslow
(1954), Argyris (1957), McGregor (1960) and Herzberg. McGregor became known for his X and
Y management theories, which distinguished between authoritative and democratic management
styles.

APPROACHES TO THE PARADIGMATIC DEVELOPMENT OF PUBLIC MANAGEMENT

Ferreira (1996: 91) cites Freysen (1988: 159), who states that a number of different viewpoints
regarding the paradigmatic status of public management are entertained, based on different
metaphysical premises (metaphysics: the study of existence of the most general categories that can
be used in describing what exists: universal and particular, space and time, substance and attribute,
necessity and causality (Copi 1969: 286)) and corresponding views of science.

Freysen (1988: 159) but perhaps argues that according to realistic-empiricist metaphysical
premises and an objective science perception, it may be argued that public management can or
cannot have paradigmatic status. In terms of idealistic- rational metaphysical premises and a
relativistic science perception, it also may be argued that public management has or does not have
paradigmatic status. Freysen (1988: 159) further states that paradigmatic status in the social
sciences is a subjective concept. Should that view be accepted, then, because the social sciences
are subjective in that their subjects of study create their own situations, public management, being
a subjective discipline, does possess a subjective paradigmatic status.

In the following section, the generic approach of Cloete (1998: 88–115) will be described,
followed by the public management approach espoused by Fox, Schwella and Wissink (1991:
4–10), and other related aspects will be explained, relative to development of a human resources
policy framework for tourism from a theoretical and normative perspective.

The generic approach
According to Cloete (1998: 88–115), administration, and by implication public management,
consists of a wide-ranging set of activities or processes that can be grouped according to their
respective functions. Six main generic groupings of activities/processes will be obtained on the
basis of the functions of policy-making, organising, financing, staffing (personnel provision and
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utilisation), determining of effective and efficient work procedures, and determining of effective
and efficient control measures, which can be subdivided into two main categories, namely
checking (controlling), and accountability to ensure that the original target will be reached
(achieved). Management is therefore a collection of activities/processes, and each of the six main
groups mentioned above has to be carried out in full to achieve any objective (regardless of
whether it is a tangible product or a social state) through action. This implies that administration is
not merely a concept or an idea, but a social phenomenon consisting of mental effort and other
activities. It is this state of affairs that makes administration an enabling activity that functions
within a group context (Cloete 1986: 2–3).

In practice, the intention is that a taxonomy (systematising) of the activities is usually
undertaken. Taxonomy is regarded as the first step in the scientific study of a subject (Bosman et
al. 1962: 1752).

The joint action referred to above means that the generic administrative activities or processes
will always precede and/or accompany the functional and auxiliary activities that are concerned
with producing goods or rendering services. According to Cloete (1998: 88–115), the three
categories of activities can be illustrated as follows:

Table 1: The generic approach

Administrative activities and processes Functional activities Auxiliary services
Policy-making
Financing
Organising
Staffing
Determination and improvement of work
processes
Controlling (checking and rendering
account)

For example:
Building roads
Nursing patients
Providing postal services
Educating scholars and students

Data processing
Undertaking public opinion surveys
Collecting and analysing statistics
Research
Decision-making

Source: Cloete (1998: 88–115).

The six main groups mentioned under ‘‘administrative activities and processes’’ cannot be
separated in practice.

The various activities/processes in question are usually considered and undertaken simulta-
neously. For example, when an objective is being set and ‘‘policy is being made’’, cognisance will
have to be taken of what can theoretically as well as in practice be expected of the other processes
of administration and management, in this case organising, financing, staffing, determining of
work procedures and exercising of control, to ensure that the objective is achieved. Thereafter,
when the organisational arrangements are being considered (when organising occurs), it will be
necessary to attend to the availability of funds and to the personnel needed to implement the action
programme. Each of the aforementioned main groups of generic processes in the cycle of
administration constitutes a complex field of activity which becomes even more complex as the
extent and size of the operation expand Cloete (1998: 88–115).

The public management approach
As the principal advocate of the public management approach, Fox et al. (1991: 2) describe public
management as a system of structures and processes, operating within a particular society as
environment, with the objective of facilitating the formulation of appropriate governmental policy,
and the efficient execution of the formulated policy. The concepts ‘‘structures’’, ‘‘processes’’,
‘‘governmental policy’’ and ‘‘efficient execution’’ should, for the purposes of this discussion, be
understood as variables.

The model of Fox et al. (1991: 3–6) takes as its point of departure a perceived general
environment. This general environment consists of various subenvironments, for instance
political, social, economic, technological and cultural, which are only examples of possible
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environments. Those mentioned are taken as being representative of most facets of contemporary
human societal existence and its need-generating elements.

Fox et al. (1991: 3–4) show a specific environment within the general environment that consists
of suppliers, competitors, regulators and consumers. The interaction between the components of
the general environment and the factors of the specific environment are regulated by certain
functions, skills and applications.

The above model can be transposed as a framework for the development of a human resources
policy framework for tourism from a theoretical and normative perspective.

Fox et al. (1991: 5) identify five possible enabling functions or processes that can serve as a
conversion mechanism for goal achievement, namely policy-making, planning, organising,
leadership and motivation, and control and evaluation. These functions are situation bound and
could change as the needs of the particular environment fluctuate.

The POLC model
Bennett (2000: 108–128) describes an approach to management in terms of a basic planning,
organising, leading and control (POLC) model, which is explained in terms of the variables
planning, the planning process, decision-making, organising, responsibility and authority, coordi-
nation, delegation, leading, leadership, motivation, motivation theories, disciplining, communica-
tion, formal organisational communication, and controlling, including setting of standards,
measuring of performance and revisiting original plans and decisions for quality control and
possible adjustment to stay on course towards achieving the vision and the mission of the
organisation.

Bennett’s (2000: 108–128) POLC model can be illustrated as per table 2.

Table 2: Bennett’s POLC model

PLANNING ORGANISING LEADING CONTROL
Planning process
Decision-making

Responsibility and authority
Coordination
Delegation

Leadership
Motivation
Motivation theories
Disciplining
Communication
Formal organisational commu-
nication
Improving communication

Setting standards of perfor-
mance
Measuring performance
Evaluating deviations
Rectifying deviations

Source: Bennett (2000: 108–128).

The model proposed by Bennett (2000: 108–128) facilitates understanding of the management
process, which is inherently complex, particularly from a normative and theoretical point of view.
The model enables managers to apply a structured process along definite steps along a continuum,
such as planning, organising, leading and controlling for the purpose of implementing human
resources policies effectively and efficiently for the greater good of the organisation, the
employees and the clients at large.

OVERVIEW OF THE PUBLIC POLICY PROCESS AS PART OF NORMATIVE
GUIDELINES TO ACHIEVE, MAINTAIN AND ENHANCE THE GENERAL WELFARE
OF SOCIETY

As the fundamental point of departure for developing, proposing and implementing a policy
framework for human resource management in tourism from a theoretical and normative
perspective, this section has particular relevance to this study.

In government, policy is made by politicians and officials in a cooperative and interactive
manner. Fox, Bayat and Ferreira (2006: 107–118) hold that policy-making takes place on different
levels and spheres, particularly in the case of South Africa, on, respectively, the political, the
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executive and the administrative levels and in central, provincial and local government spheres
(Fox et al. 2006: 107–118).

The following paragraphs are devoted to various aspects of public policy-making. This is
regarded as particularly relevant to the development of a human resources policy framework for
tourism from a theoretical and normative perspective.

Public policy and policy implementation explained
Fox et al. (1991: 25–42) identify the following functions of public policy:
• Public policy is policy adopted by government role-players, while non-governmental

role-players, such as interest groups, can also influence the formulation and development of
policy.

• Public policy is purposive or goal orientated, therefore action is directed rather than randomly
selected.

• Public policy consists of a series of decisions taken jointly by politicians and/or officials rather
than by individuals.

• Public policy is what governments do (taking steps to improve the general welfare of the
community), as in, for example, the Health Policy, the Education Policy or the Social Welfare
Policy (Fox et al. 2006: 107–118).

Public policy can be seen, in the light of the above, as a desired course of action that is aimed at
the realisation of public goals and objectives, and which is made public by means of legislation
(Fox et al. 1991: 25–42).

According to Fox et al. (2006: 107–118), the policy process can be illustrated as follows:
• Agenda setting.
• Policy formulation.
• Policy adoption.
• Policy implementation.
• Policy evaluation.
Ismail et al. (1997: 153–155) provide the following checklist for adopting public policies:
• Political feasibility.
• Operational feasibility.
• Technical feasibility.
• Financial feasibility.
• Organisational feasibility
• Personnel implications.

According to De Coning (in Cloete & Wissink 2000: 9), in the South African context, and in the
context of planning in the previous political dispensation, the relationship between planning,
programming and policy management has been changing rapidly. The programme management
approach emphasises the programme approach, a sequential arrangement which entails a
procedural element and a degree of ordering and/or coordinating projects, actions and aspects
which are similar and interrelated (Fox et al. 2006: 107–118).

The programme approach stems from the assumption that the impact of a programme of
interventions is greater and more meaningful than a number of isolated and ad hoc interventions
(De Coning in Cloete & Wissink 2000: 9).

The abovementioned approach is multifaceted, multisectoral and multifunctional. For example,
development organisations such as the Development Bank of Southern Africa typically use a
regional approach to target development assistance with regard to geographical areas, sectoral
composition and nature of the assistance. A programmed management approach in regional
contexts has become necessary for this purpose and usually includes a developmental perspective
with a SWOT analysis (strengths, weaknesses, opportunities and threats) and other potential areas
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for intervention), development support strategies (potential support strategies by all role-players to
address development needs) and specific support programmes (specific projects and programmes
to support development) (De Coning in Cloete and Wissink 2000: 9).

In the above context, Wissink (in Bayat & Meyer (1994: 291) argues that public policy analysis
is an activity that has developed in response to the dire need for an improved public policy process
as a result of the increased demand for knowledge in policy-making and as a means to discern and
utilise information applicable to policy issues (Bayat & Meyer 1994: 291).

Cloete (in Bayat & Meyer 1994: 314) states that the applied nature of policy analysis, as a
component of the policy process, is different from the original conception of an academic
discipline. He poses the question of how the practical recognition and use of policy analysis can be
maximised during policy implementation. Proficiency in the use of policy analysis during the full
policy cycle, including the policy implementation phase, can best be improved by constant
practice and training in policy matters.

According to Hanekom and Thornhill (1993: 15), there is no universally accepted or
agreed-upon system that can be used for the policy-making process. It appears that a useful system
should include at least the phases of goal identification, authorisation, public statement of intent,
implementation and evaluation. Public policy is decided on by the legislator, in this instance
parliament, and therefore public policy can be viewed as the output of the political process
(Hanekom & Thornhill 1993: 15).

Policy-making is an activity that precedes the statement of a goal, and in that respect it involves
thought processes and actions that include selection of the best alternatives to achieve the desired
goal (Hanekom& Thornhill 1993: 47).

According to Cloete (1998: 131), political executive institutions and office-bearers have to take
the initiative in the implementation of policies approved by the legislature. The relevant
legislation can, for example, state what should be done, how it should be done, and where and by
whom it should be done. Nevertheless, there will be many decisions that will still have to be taken
to start the implementation stage. If one bears in mind that this stage of a policy consists of various
activities, such as organising, financing, staffing, determining of work procedures and control
mechanisms, then one can visualise what types of decisions will have to be taken to develop a
political and later an administrative implementation policy (Cloete 1998: 131; Fox et al. 2006:
107–118).

Cloete (1998: 130) argues that usually when policy is formulated, careful thought has to be
given to all possible implications that may occur during the implementation stage. It is the officials
who should be aware of what all the pitfalls are and who is best equipped to predict possible
effects and implications when a given policy is implemented and to explain such implications to
the political rulers. It has to be pointed out, though, that officials should take care to remain
completely objective. When they feel that it may be necessary to obtain information on the
possible political repercussions of a party decision, they have the duty to inform the political rulers
accordingly. For example, any change to the liquor trade policy would immediately affect
numerous interest groups and might have widespread consequences that the political rulers should
know about. The officials should then suggest to the political rulers how they should go about
obtaining such information. There are, for example, various institutions that may be of assistance
in formulating policy and they may wish to suggest that one of these, perhaps a commission of
inquiry or a joint standing committee of parliament, should be used to investigate all possible
implications of such a policy (Cloete 1998: 131). Similarly, the introduction of the non-smoking
policy initially had a serious impact on the tourism and hospitality industry, which had to be given
sufficient time to implement the provisions of the relevant Act.

According to Cloete and Wissink (2000: 117), it is not uncommon for academics and
practitioners to differ in their interpretation of concepts such as goals, objectives, objective
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statements, and activities and tasks as sub-elements of objectives. It is, therefore, essential that a
clear understanding exists of the exact meaning of these terms – in particular goals and objectives
– and how they differ and how to identify them (Cloete & Wissink 2000: 117).

For the purpose of policy design, according to Cloete and Wissink (2000: 117), goals are broad
purposes, while objectives set forth specific aims. Goals are rarely expressed in the form of
operational identifications – that is, definitions which specify the set of operations necessary to
measure something – but objectives are. Statements of objectives can be linked to a period of time
within which policy alternatives are expected to achieve the desired target populations in broad
terms, whereas objectives define target populations specifically (Cloete & Wissink 2000:1 17).

According to Cloete (1998: 132), when the policy of the government of the day and the political
implementation policy have been made known, attention can be given to formulation of a third
policy, namely administrative executive policy. Administrative executive policy is concerned
mainly with the practical steps to give effect to the political implementation policy. Usually it is
left to the officials to formulate administrative executive policy. For example, the policy of the
government of the day may state that every year 2 000 houses should be provided for the poor.
The political executive implementation policy may be that all the houses should be built by the
Department of Public Works. The administrative executive policy may be that the houses should
be built by officials of that department. As this example shows, it is often difficult to draw a clear
line between each level of policy. Where the line is drawn will often depend on the viewpoint of
the ministers concerned and possibly also on the viewpoint of their top official. For example, some
matters that are regarded by one minister as being part of political implementation policy may be
regarded by his or her successor as being part of administrative executive policy, and vice versa.
Ministers, may, in fact, even decide that some aspects of the administrative executive policy
should be treated as political policy and be dealt with only by themselves and the Cabinet. The
final decision depends on the personal views of ministers, and it is often a question of trust, for
example whether they have complete faith in their officials, or whether they are individualists who
may like to make as many decisions as possible themselves (Cloete 1998: 132).

Cloete (1998: 132) emphasises that apart from policy made at the three levels described above,
decisions on various other matters of policy may still have to be taken at the level where the work
has to be done. This is known as the operational level. Decisions at this level will, as a rule, be
taken by supervisors and will concern matters which cannot really affect the nature of the line
function, for example decisions as to whether letters to members of the public should be
handwritten or typed. It will be observed that these policy directives will be confined to specific
areas such as a specific office, section or division of a state department, and consequently only a
small number of officials or members of the public will be affected. This level of policy-making
will usually relate to routine work that can be done by supervisors at a lower level in the hierarchy
(Cloete 1998: 133). Understanding of this process has particular relevance for the development of
a human resources policy framework for tourism from a theoretical and normative perspective.

Executive functions
Montesquieu emphasised in his book L’esprit des Lois (The Spirit of Laws) in 1748 that the three
powers of state – the legislative, executive and judicial powers – must ideally be kept separate.

In contemporary society, reference is made to the legislative institutions and the legislative
functions, the executive institutions and the executive functions, and the judicial institutions and
judicial functions, although the legislature has delegated legislative authority and the judiciary has
delegated judicial authority to the executive institutions.

The executive functions that are performed by public officials are seen as synonymous with the
functional activities, for example the work that is done by public officials (Fox et al. 2006:
107–118).

The executive functions of officials are always linked to the individual posts in an organisa-
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tional structure. Owing to various factors such as the division of the work according to volume and
variety, the nature of the work, and the place and level of the post in the organisational structure,
executive functions of officials/employees will differ in an organisational structure, horizontally
from post to post and vertically from post level to post level.

Planning
According to Fox et al. (1991: 47), in the most simple sense planning is ‘‘deciding in advance
what to do, how to do it, when to do it and who is going to do it’’. Planning thus bridges the gap
from where one is to where one wants to go.

Fox et al. (1991: 47) argue that planning has to follow after policy-making where policy
constitutes a statement of an intention to satisfy a societal need. Such planning is a set of processes
which must be carried out to find the best course of action which has been identified and described
with the policy statement. Policies are translated into a plan by means of the planning process
where policy goals are specified as specific objectives to be attained. A programme is a proposed
set of specific actions intended to implement the plan (Fox et al. 1991: 47).
Fox et al. (1991: 47) indicate the following meanings in which planning is used in a public
management context:
• National context.
• Development context.
• Physical or land-use context.
• Management context.
• Budgeting planning.

According to Shafritz and Russell (2000: 302–304), any organisation’s planning horizon – the
time limit of the organisational planning beyond which the future is considered too uncertain to
waste time on – is an essential factor in assessing its short- and long-term viability.

According to Fox et al. (1991: 49), a number of reasons, such as the following, can be put
forward to emphasise the importance of public management planning:
• Planning contributes to the effective handling of change.
• Planning provides direction.
• Planning provides a unifying framework.
• Planning provides opportunities for increased participation.
• Planning creates higher levels of predictability.
• Planning facilitates control.

Fox et al. (1991: 50) explain that the planning process can be divided into seven phases:
• Assessing the situation.
• Establishing objectives.
• Forecasting.
• Determining alternative courses of action.
• Evaluating and selecting alternatives.
• Implementing selected plans, including linking selected plans to budgets, programmes and

control measures.
• Evaluating the progress of the plan in terms of the assessed needs, the stated objectives and the

set control standards.

Programming
According to Starling (1993: 16–17), a programme is a major organisational objective.
Government programmes are usually designed to fulfil statutory requirements by carrying out the
aims of a public policy.
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Starling (1993: 16–17) argues that programme management requires a thorough grasp of at least
five traditional management functions that are widely accepted as planning, decision-making,
organising, leading and controlling.

Starling (1993: 16–17) shows that planning defines where the organisation and its objectives
want to be in future, and the steps that are contemplated to arrive at such future. He further
explains that planning encapsulates problem identification as well as opportunities, generating of
alternatives and selecting alternatives. This process, according to Starling, goes hand in hand with
decision-making.

Following planning, Fox et al. (1991: 55), discuss programming techniques and explain that at
the stage of implementing the results of planning, a number of techniques have been designed for
scheduling and control purposes. These include aspects such as the Gantt chart, Critical Path
Method (CPM) and Programme, Evaluation, Review Technique (PERT).

According to Nigro and Nigro (1984: 250–251), programme evaluation in government is
performed not only within the administrative agencies delivering services, but also by central
budget and management staff members, legislative committees, and commissions and post-
auditors serving the legislature.

Nigro and Nigro (1984: 251) continue by explaining that in the line agencies, an office high up
in the hierarchy reporting directly to the administrator, as in a state department of mental health, or
to an assistant-secretary, as in some federal agencies, plans and coordinates the evaluation of
programmes activities. It may also undertake evaluation studies, but most are made by the
constituent units and field and project offices responsible for carrying out different programme
activities.

Fox et al. (1991: 55) explain that the Gantt chart is a bar chart that describes progress by
comparing work done against planned objectives. In a CPM chart, bars are replaced by a network
or flow plan which shows how events and activities are related. In CPM and PERT charts, events,
such as ‘‘start designing plans’’, are shown as circles. The time-consuming elements of the
programme are shown as arrows or paths connecting the circles. In this manner, a CPM chart
reflects all significant facets of the programme and presents a visual illustration of its complexity.
From this visual illustration a critical path reveals that the completion of the total project is
dependent on the path that takes the longest time. If any activity on the critical path is delayed, the
completion of total project will be delayed. However, it should be noted that delays in activities
not on the critical path would not necessarily lead to delays in meeting the project deadline (Fox et
al. 1991: 56).

According to Fox et al. (1991: 56), the programming process can be seen as decision stages,
from problem structuring, developing strategies, finding alternatives, making the optimum choice
and implementing the alternative action plan, to monitoring and evaluating the outcomes of the
programme. The decision stages of the programming process and the decision-making techniques
that can be used in each stage are illustrated in table 3.
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Table 3: Elements of the programming process

Decision stages Technique
Problem structuring Classification analysis

Brainstorming
Delphi techniques
Nominal group techniques

Developing programme alternatives Employing various theories, such as Markov analysis
Simulation exercises
Brainstorming
Regression analysis

Comparing programme alternatives Feasibility assessment
Sensitivity analysis
Cost – benefit analysis
Value critiques

Making choices Bayesian theory
Criteria and weighted matrices
Nominal group technique

Implementing the solution Cost internalisation
PERT, CPM and Gantt chart
Zero-based budgeting, sunset legislation

Monitoring and evaluating the outcomes of the chosen pro-
gramme

Gini index/brainstorming
Graphic and tabular displays
Interrupted time-series analysis
Control-series analysis
Regression discontinuity analysis

Source: Fox et al. (1991).

Fox et al. (1991: 230) emphasise that decision-making tools are often used both to make optimal
decisions and to overcome the factors that complicate decision-making processes.

Policy-making does not take place in a vacuum and is not only made by politicians, but refers to
a cooperative, interactive partnership between politicians and officials. The complex and
multidimensional nature of policy implementation invariably causes negative practical implica-
tions. This is why policy must always be regarded as flexible and constantly be subjected to
review. Without a policy it will not be possible to render any public service. Policy-making is
pre-eminently the thought processes relating to the nature and scope of public services. Policy is
thus a vision about what must be done, and when, where and by whom services must be rendered.
Policy-making is thus the setting and publication of specific objectives. The objectives that are set
– as in the executive policy, for example – must be changed into a communicable format for all
subordinate personnel to understand clearly. It is imperative that all officials know exactly what is
expected of them and what the nature and scope of the operational functions entail. After the
legislature has made an executive policy, senior officials are responsible for its implementation.
This requires that specific functions be performed before any services can be rendered (Fox et al.
2006: 117–130).

A THEORY FOR DEVELOPING A HUMAN RESOURCES FRAMEWORK FOR
TOURISM

Andrews (1987: 3) states that the personnel function consists of a network of functions and
functional activities. These, with the aid of defined analytical methods and auxiliary aids and with
the recognition of specific normative guidelines, are exercised in order to provide, utilise,
remunerate, train, develop and maintain a motivated corps of personnel for the public sector.

Various authors have formulated definitions for human resource management:
Carrell and Kuzmits (1986: 3) define personnel management as ‘‘a set of programs, functions,

and activities designed to maximise both personal and organisational goals’’.
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Ivancevich and Glueck (1989: 7) briefly define personnel/human resource management as ‘‘the
function performed in organisations that facilitates the most effective use of people (employees) to
achieve organisational goals and individual goals’’.

Dubrin (1990: 219) defines personnel management as ‘‘staffing’’ with the following definition:
‘‘Staffing is the process of making sure there are the necessary human resources to achieve
organisational goals . . .’’. Although Dubrin’s definition omits the management (utilisation) aspect
of personnel management, his organisational staffing model implies the inclusion of a manage-
ment function.

Stahl (1983: 28) defines human resource management as ‘‘the performance of all managerial
functions involved in planning for, recruiting, selecting, developing, utilizing, rewarding, and
maximizing the potential of the human resources of an organisation’’. Stahl also states that this
definition was devised with private enterprise in mind, but that it could also be made applicable to
the public sector.

Bearing in mind Stahl’s above comment about the universal nature of personnel management,
the description of Dessler (1984: 1) also deserves mentioning here: ‘‘. . . in order to understand
what personnel management is, we have to ask what it is that managers do . . .’’, and ‘‘. . . most
experts agree that there are five basic functions all managers perform: planning, organising,
staffing, leading, and controlling. In total, they represent what is often called the management
process . . .’’. This is also known as the POLC process (Bennett 2000: 128).

Dessler (1984: 2) explains that the function staffing consists of the following concepts and
techniques:
• Job analysis.
• Planning manpower needs and recruiting candidates.
• Orienting and training new employees.
• Wage and salary management.
• Providing incentives and benefits.
• Appraising performance
• Face-to-face communicating.
• Developing managers.

During 1990, the erstwhile South African Board for Personnel Practice (SABPP) had, in
cooperation with the Electricity Supply Commission (ESCOM) published a Generic Competency
Model for Human Resource Practitioners with a notable exposition of their view of what
personnel management entails. The Board viewed personnel management as consisting of four
components adding up to a competence value. Table 4 illustrates the Board’s Generic Competency
Model for Human Resource Practitioners (SABPP 1990: 3–5).

The model shows a useful distribution of salient human resource management variables that
could be universally applied, particularly in the field of tourism, in the context of proposing a
framework for human resource management in tourism from a normative and theoretical point of
departure.

While any such model would not be able to make provision for all possible variables pertaining
to a framework for human resource management in tourism from a normative and theoretical point
of departure, the model would, nevertheless be useful in terms of bringing about improved
understanding of particular dynamics of human resource management, which, for the purposes of
this research, have to be understood in terms of its normative and theoretical underpinnings.
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Table 4: SABPP Competency Model for Personnel Practitioners

COLUMN 1
EDUCATION KNOWLEDGE
BASE

COLUMN 2
TRAINING SKILLS BASE

COLUMN 3
APPLICATION EXPERIEN-
TIAL BASE

COLUMN 4
VALUES – BEHAVIOURAL
BASE

Social sciences
1 Industrial psychology
2 Industrial sociology
3 Industrial law/labour law

Functional
1 Research methodology
2 Measurement
3 Assesment
4 Systems design
5 Group process
6 Mentoring
7 Consulting

Employee level
deployment
1 Recruitment
2 Selection
3 Career management
4 Termination
5 Retirement planning

Professional
1 Systemic thinking
2 Measurement of human
resources
3 Objectivity
4 Judgement
5 Innovation
6 Assertiveness
7 Accountability
8 Integrity
9 Confidentiality
10 Flexibility

Business Sciences
4 Business management
5 Economics
6 Accounting
7 Statistics
8 Computer systems

Managerial
8 Leadership
9 Planning
10 Budgeting
11 Communication
12 Marketing and promotion
13 Negotiating
14 Change management
15 Monitoring
16 Reporting

Administration
6 HR policies
7 HR procedures
8 Job evaluation
9 Compensation management
10 Employee assistance pro-
grammes
11 Occupational health
12 Industrial relations
13 Disciplinary procedures
14 Grievance procedures
15 Accommodation and feed-
ing
16 Recreation

Interpersonal
11 Respectfulness
12 Recognition
13 Responsiveness
14 Empowerment
15 Consultation

Performance development
17 Design

Managerial
16 Customer focus
17 Quality focus
18 Results focus

Employee level
deployment
18 Induction/human resources
19 On-the-job training
20 Off-the-job training
21 Performance assessment
22 Developing counselling
23 Job advancement
24 Educational assistance

APPLICATION EXPERIEN-
TIAL BASE (CONTINUED
FROM COLUMN 3)

Organisational level
Corporate strategy
32 Collective bargaining
33 Business planning
34 Manpower
35 Succession planning

Group level
Intragroup functioning
25 Team development
26 Conflict management
27 Participation

Corporate structure
36 Organisation
design
37 Job design
38 Resource utilisation

Intergroup functioning
28 Matrix
29 Cross-cultural
environments
30 IR structures
31 Trade union relationships

Corporate functioning
39 Corporate values
40 Employee motivation
41 Opportunity equalisation
42 Human resource utilisation

Source: SABPP (1990: 3–5).
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The above units of personnel management, according to SABPP, represent a cross-section of what
personnel managers (human resource practitioners) should be occupied with in terms of their
personnel management function.

From the quoted definitions and descriptions of personnel management (also referred to as
human resource management), Andrews (1988: 16) describes at least four distinctive requirements
for the effective execution of personnel management functions that can be identified:
• Staff have to be provided.
• Staff have to be maintained.
• Staff have to be trained, developed and evaluated.
• Staff have to be effectively utilised.

Andrews (1988: 16) describes these requirements as the functional activities of the personnel
function. The following is a brief description of the four components:

• Provision of personnel
According to Andrews (1988: 16), the provision of personnel ‘‘. . . is made possible by executing
the processes of human resource planning, position determination and job classification,
recruitment, selection and placement’’.

• Maintenance of personnel
Once the personnel has been provided via provision of the personnel function, steps have to be
taken to maintain the presence of the appointed human resources. Andrews (1988: 157) mentions
‘‘compensation packages’’ that can be construed as to include both a salary and various service
conditions. Of these Andrews (1988: 159) includes certain ergonomic factors, such as an attractive
work environment.

• Training, development and development of personnel
Stahl (1983: iv) groups the issue of staff development and training under the heading ‘‘developing
top performance’’. According to Stahl (1983: 275), training and development of personnel is the
very essence of supervision.

Fox et al. (1991: 77) define training as the process by which job-related skills and knowledge
are taught. In the same reference he mentions the term ‘‘accultivation’’, and defines that as the
process by which organisational norms are acquired. The phenomenon of the acquisition of
organisational norms as defined by Fox et al. (1991: 77) pertains well to developing a human
resources policy framework for tourism from a theoretical and normative perspective.

Training is, according to Holden (1986: 231), the most important process to ensure organisa-
tional effectiveness. Training is also necessary for the fulfilment of employee potential. Holden
(1986: 231) cites four elements involved in the training process:
• Social evolution.
• Legal mandates.
• Maximising performance.
• Prolonging employee service.

Regarding social evolution as the first element, Holden states that in a changing environment the
organisation must acknowledge the obsolescence of old approaches to training and training
programmes. Not only must they be designed for new employees, but management must be
prepared to retrain senior officers constantly (Holden 1986: 232).

As the second element Holden (1986: 233) regards legal mandates as of utmost importance for
public employees in the execution of their duties. Officials should be aware of legal implications
concerning their work, as well as the cost of improper performance.

Maximising performance is the third element of training that Holden (1986: 233) discusses. He
emphasises that the best reason for training is to teach employees discretion and judgement.
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Ultimately a good training programme does far more than to prepare employees for the job; it
socialises them into the ideology and values of the organisation. This aspect is regarded as critical
within the framework of a tourism environment.

Regarding the fourth element, prolonging employee service, Holden (1986: 234) refers to a
problem of public service employment, namely employee turnover. Large amounts of money are
spent on training officials for their post. When a competent employee resigns, a vacuum is created
that cannot be filled before the training and experience are combined to provide another employee
capable of competent performance. When these elements of training, as expounded by Holden, are
considered, it can be inferred that the necessary attitudes that have to be cultivated in the
employees within the organisational structure will have to take place via the medium of training.

As most individuals are already equipped with certain values and norms, human resources
procedures would be essential in order to ensure that the values and norms whereby the
organisational goals can be most expeditiously achieved are transferred to employees and officials
not only as soon as possible after the commencement of service, but also as part of a continuous
process of training throughout the period of employment.

• Utilisation of personnel
The inferral is made that once personnel have been provided via the personnel provision process,
maintained with acceptable compensation packages, trained, developed and effectively evaluated,
a process of optimal utilisation of personnel has to follow to ensure that the work is carried out
effectively and efficiently.

Andrews (1988: 19) regards optimal utilisation of personnel as possible through transfers and
promotion, discipline and punishment, and guidance and motivation.

While a number of authors have put forward their own particular models for human resource
management, it should be accepted that no one model will suffice to make provision for all
possible situations that may be encountered in the process of human resource management.
Bearing in mind the situational nature of public management and the similar situation of its
subordinate components, of which human resource management is one, any models that are used
for human resource management should be continuously subjected to review and scrutiny to
determine whether that particular model is still applicable under the prevailing circumstances.

CLOETE’S GENERIC ADMINISTRATIVE MODEL FOR MANAGEMENT OF HUMAN
RESOURCES
Another example of a model for the management of human resources is the one by Cloete
(1975:7), which is depicted in table 5

Table 5: The human resource management model of Cloete (1975: 7; 1998: 285–299)

The administrative process – policy-making, organising, financing, staffing (HRM), determining of work methods and procedures and
control
Auxilliary processes – research, legal services, record keeping, public relations
Human resource management (staffing)
Provisioning of human
resources

Support functions for human
resource management

Training and development of
human resources

Utilisation of human resources

Post creation
Recruitment
Placement
Promotion
Transfer
Termination of service

Service conditions
Record-keeping
Grievances
Labour relations
Joint consultation
Research
Health, safety and welfare

Induction/orientation
The training function
Development of human
resources

Performance appraisal
Motivation function
Conflict resolution
Counselling
Disciplinary matters

Source: Cloete (1975: 7).

Cloete’s model (1998: 214), is a classic example of traditional human resource management
functions. This model is useful in various human resource management environments and could
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also apply to the development of a human resources policy framework for tourism from a
theoretical and normative perspective.

OTHER VIEWS

According to Dessler (1981: 223), human resources means providing new employees with basic
information about the employer, information that they need to perform their jobs satisfactorily. He
further states that human resources is one component of the employer’s socialisation process,
which is an ongoing process that involves instilling in all employees the prevailing attitudes,
standards, values and patterns of behaviour that are expected by the organisation and its
departments. (Dessler 1984: 223).

Cuming (1986: 183) states that human resources training is carried out in order to help recruits
to an organisation overcome their sense of strangeness, secure acceptance, and develop in them a
sense of belonging. A large proportion of labour turnover occurs during the early weeks of
employment, mainly because no effort has been made to make the newcomer feel at home. The
content of such human resources should be of common interest to all newcomers, no matter how
junior or how senior they may be (Cuming 1986: 184).

CONCLUSION

This article briefly investigated, in a funnel approach, theories of the science and discipline of
public management, human resource management, and the management of human resources
procedures in the context of developing a human resources policy framework for tourism from a
theoretical and normative perspective.

A well-known input-output transformational systems model, as adapted from the model of a
political system espoused by Easton (1979: 29–30), was explained as an example of a funnel
approach, where one is able to generate a particular supposition about a given matter, field, aspect,
approach or viewpoint from the broader elements, which will encompass a number of
sub-elements which, as part of the whole, will complete the understanding of the whole systems
model, arguing from the broader generalities (the top of the funnel) to the specifics at the bottom,
narrower, focused part of the funnel.

A brief explanation of the term ‘‘philosophy’’ was given, followed by an exposition of
viewpoints on the paradigmatic status of the discipline of public management. This was followed
by a description of the various theoretical approaches to the subject of management and
management theory. Thereafter followed a description of the evolution of human resource
management theories as well as the critical need for and impact of training within the tourism
environment.
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