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Abstract 
 

Small and medium tourism enterprises (SMTEs) form the backbone of New Zealand’s 
tourism industry. They are pivotal to a destination and important vehicles of regional 
economic development. However, they are characterised as being resource poor and 
vulnerable commercial operations. Despite this, it has been reported that SMTE owner-
managers are not strategic planners, have an under-appreciation of strategic planning and 
are therefore unlikely to seek planning assistance. Why are those who could benefit most 
from strategic planning least likely to undertake such an approach? 

This research explored the perceptions and approaches SMTE owner-managers have of 
strategic planning. This was based on semi-structured interviews of owner-managers of 
fifteen SMTEs on New Zealand’s West Coast. 

It was found that most owner-managers are informal and ‘back of the envelope’ planners. 
This was compensated for by their experience, which allowed intuitive decision-making. 
Considerable operational involvement resulted in a need for owner-managers to prioritise 
their time. Therefore, taking the time to document plans was not considered necessary. 
Despite these findings, owner-managers valued planning. They could be described as being 
strategic by the means of ‘strategic intent’, in which intentions are not explicit target 
statements, but more subtle ambitions. These business decisions were long-term 
considerations, which reflected their motivations and objectives. This strategic intent was 
evident in the owner-manager’s experience with the business. With lifestyle a motivator for 
starting the business, lifestyle also became a business objective and the basis for their 
strategic decisions. One way this occurred was the strategic decision regarding growth. With 
few staff, owner-managers were time poor and not enjoying the lifestyle they expected. To 
relieve this situation, the business could employ more staff to free the owner-manager from 
the daily operative work. However, this required greater turnover and customer volume, 
although such growth does not reflect the initial intention for the business. Alternatively, 
business growth has a number of implications, which may make it unfeasible, resulting in a 
‘Catch-22’ situation. 

Regardless of whether a business grew or not, this common predicament meant owner-
managers were making strategic decisions, albeit influenced by lifestyle. This thesis outlines 
the strategic decision and its surrounding factors. It also conceptualises strategic planning in 
a manner that is appropriate to SMTEs, focussing on the role of strategic intent. 

Most importantly, this research highlights the need to recognise SMTEs’ unique 
characteristics, such as that of lifestyle motivations, without dismissing them as 
unprofessional or lacking commitment. Understanding and recognising these characteristics, 
which are so often unlike other industries or business types, will serve to address the 
development needs of this important sector of the tourism industry. 



 

 iii

Preface 
 

This Master’s thesis would not have been possible without the input and support of a number 

of people. 

 

My first thanks goes to Dr. Anna Thompson (nee Carr), supervisor for both my Dissertation 

and Master’s thesis. I could not have asked for a better, more supportive supervisor for my 

post-graduate studies. Many thanks also go to Dr. Brent Lovelock, for his co-supervision of 

my Masters and publishing support. I was extremely fortunate to have not just one, but two 

fantastic supervisors. 

 

Mum and Dad also deserve many, many thanks for patiently (and painfully) enduring, 

financially and otherwise, all my years of study as I know for a while there appeared to be no 

end in sight. 

 

This research would of course not have been possible without the participation of the fifteen 

West Coast business owner-managers. Their willingness, enthusiasm and honesty provided 

me the greatest incentive to do the best job I could on this thesis, and have truly made it 

what it is. I cannot express enough my sincerest gratitude for the time they gave up, and the 

questions they allowed me to ask! 

 

I also wish to thank the Ministry of Tourism for their Tourism Research Scholarship, as well 

as the considerable non-financial support they have given me over this course of study. In 

particular, many thanks to Bruce Bassett, Chrisana Archer and Martin Švehla. 

 

Thanks also go Andrea, Daniela, Jenny, Martine, Achim and Dave. You all provided a much 

needed critical eye when my sight was wavering and hopefully I can return the favour one 

day. 

 

Finally, thanks to all the friends in the Annexe, Robins Road, Wellington and elsewhere that 

allowed me to rejoice, moan or keep worryingly silent about my thesis. Your support meant a 

lot. 



 

 iv

Table of Contents 
 

Abstract ....................................................................................................................... ii 
Preface ....................................................................................................................... iii 
Table of Contents ....................................................................................................... iv 
List of Tables .............................................................................................................. vi 
List of Figures ............................................................................................................ vii 
List of Abbreviations ..................................................................................................viii 
 

Chapter One: Introduction ......................................................................................1 
1.1 Introduction ............................................................................................................................1 
1.2 The Importance of SMTEs .....................................................................................................1 
1.3 SMTEs’ Characteristics..........................................................................................................2 
1.4 Research Aims and Objectives..............................................................................................3 
1.5 New Zealand Tourism............................................................................................................4 
1.6 The West Coast .....................................................................................................................6 
1.7 Structure of the Thesis.........................................................................................................10 

Chapter Two: Small & Medium Sized Tourism Enterprises..................................11 
2.1 Introduction ..........................................................................................................................11 
2.2 Defining a SMTE..................................................................................................................11 
2.3 The Size of the SMTE Sector ..............................................................................................17 
2.4 The Importance of SMTEs ...................................................................................................20 
2.5 Resource Poverty ................................................................................................................23 
2.6 Owner-Manager’s Experiences............................................................................................31 
2.7 Conclusion ...........................................................................................................................51 

Chapter Three: Strategic Planning and Business Assistance.................................52 
3.1 Introduction ..........................................................................................................................52 
3.2 Strategic Planning................................................................................................................53 
3.3 Business Assistance ............................................................................................................66 
3.4 Conclusion ...........................................................................................................................75 

Chapter Four: Methodology ..................................................................................77 
4.1 Introduction ..........................................................................................................................77 
4.2 Research Question ..............................................................................................................77 
4.3 Qualitative Research in Tourism..........................................................................................78 
4.4 Semi-Structured Interviews..................................................................................................80 
4.5 Participant Selection ............................................................................................................83 
4.6 Data Collection ....................................................................................................................86 
4.7 Analysis ...............................................................................................................................90 
4.8 Limitations of the Research .................................................................................................93 
4.9 Conclusion ...........................................................................................................................94 

Chapter Five: Results ...........................................................................................95 
5.1 Introduction ..........................................................................................................................95 
5.2 General Business Characteristics ........................................................................................95 
5.3 Occupational Experience .....................................................................................................96 
5.4 Entry Motivations .................................................................................................................99 
5.5 Planning Approaches.........................................................................................................101 
5.6 Rationale for Planning Approaches....................................................................................104 
5.7 Perceived Value of Planning..............................................................................................107 
5.8 Business Assistance ..........................................................................................................108 
5.9 Conclusion .........................................................................................................................118 

 



 

 v

Table of Contents (continued) 
 

Chapter Six: Discussion....................................................................................120 
6.1 Introduction ........................................................................................................................120 
6.2 Perceptions of Planning .....................................................................................................120 
6.3 Approaches to Planning.....................................................................................................122 
6.4 Assisting SMTEs’ Planning ................................................................................................132 
6.5 Conclusion .........................................................................................................................133 

Chapter Seven: Conclusion ...................................................................................136 
7.1 Introduction ........................................................................................................................136 
7.2 The Importance of SMTEs .................................................................................................136 
7.3 SMTEs’ Characteristics......................................................................................................137 
7.4 Research Questions and Methodology ..............................................................................138 
7.5 Results and Discussion......................................................................................................139 
7.6 The Contribution of this Research .....................................................................................141 
7.7 Future Research ................................................................................................................142 
7.8 Conclusion .........................................................................................................................143 

 

Appendices .............................................................................................................144 
Appendix One: The Shape of Tourism in New Zealand...............................................................145 
Appendix Two: Key Economic Statistics......................................................................................146 
Appendix Three: Ethics Reporting Sheet .......................................................................................147 
Appendix Four: Interview Request Letter / Ministry of Tourism Letter ..........................................151 
Appendix Five: Participants’ Information Sheet ...........................................................................152 
Appendix Six: Participants’ Consent Form.................................................................................154 
Appendix Seven: Interview Schedule..............................................................................................155 

 

References ..............................................................................................................157 
 
 



 

 vi

List of Tables 
 

2.1 Definitions used in the study of small and medium tourism and  
 hospitality businesses ..............................................................................16 

3.1 Definitions used in the strategic planning field.........................................55 

4.1 Location of interviews on the West Coast ................................................84 

4.2 Example of themes and sub-themes........................................................92 

5.1 Participants’ general business characteristics .........................................97 

5.2 Participants’ occupational experience......................................................98 

5.3 Specific business objectives ..................................................................103 

 



 

 vii

List of Figures 
 

1.1 The West Coast of the South Island, New Zealand ...................................7 

1.2 West Coast seasonality..............................................................................9 

2.1 The owner-manager’s evolution...............................................................33 

3.1 Strategic management model ..................................................................57 

3.2 Model of owner-manager’s tendencies ....................................................65 

4.1 Location of interviews on the West Coast ................................................85 

6.1 Owner-manager’s ‘Catch-22’ .................................................................123 

 



 

 viii

List of Abbreviations 
 

ANZSIC Australia and New Zealand Standard Industrial Classification 

DoC Department of Conservation (New Zealand) 

DTO District tourism organisation 

EC European Commission 

FIT Free and independent traveller 

FTE Full time equivalent 

HAPNZ Holiday Accommodation Parks Association of New Zealand 

HRM Human resource management 

ICT Information communication technology 

ITOC Inbound Tour Operators Council (New Zealand) 

MED New Zealand Ministry of Economic Development 

NTA National tourism association 

RTO Regional tourism organisation 

SME Small and medium sized enterprise 

SMTE Small and medium sized tourism enterprise 

STF Small tourism firm 

TIANZ Tourism Industry Association New Zealand 

TRENZ Tourism Rendezvous New Zealand (trade show) 

 

 



 

 1

Chapter One: Introduction 
 

1.1 Introduction 

Small and medium tourism enterprises (SMTEs) are an important component of the 

tourism industry. They can represent a destination while also being important vehicles of 

regional economic development. However, they are often characterised as being 

resource poor who are vulnerable as commercial operations (Andrew, Baum & Morrison 

2001; Morrison 2002). Yet it is reported that SMTE owner-managers are not strategic 

planners (Page, Forer & Lawton 1999; Friel 1999; Ateljevic & Doorne 2004; Peters & 

Buhalis 2004; Dale & Robinson 2007). This begs the question, why are those who could 

most benefit from strategic planning least likely to take such an approach? 

 

This thesis explores the nature of SMTEs’ strategic planning in New Zealand, with the 

view to informing business assistance initiatives. With the owner-manager as the 

exclusive subject of enquiry, this research has produced some interesting findings. 

Understanding of SMTEs’ unique characteristics, which are so often unlike those in 

other industries or business types, will serve to address the development needs of this 

important component of the tourism industry. 

 

In setting the context for this research, this first chapter introduces the themes 

addressed in the literature review (Sections 1.2 and 1.3), followed by the research 

objectives (Section 1.4). Sections 1.5 and 1.6 then outline the greater research context 

of tourism in New Zealand and the West Coast of the South Island. 

 

1.2 The Importance of SMTEs 

Small and medium tourism enterprises make up a significant component of the tourism 

industry, particularly in New Zealand. Their large mass has stimulated much research 

and policy interest into the characteristics of these businesses, often with the view of 

enhancing their performance. However, this interest also stems from the benefits these 
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businesses bring to regional economies and communities through employment and 

local ownership, as tourism entrepreneurship is seen as an alternative to other 

industries experiencing decline (Wanhill 2000; Fleischer & Felsenstein 2004; Smith 

2006). SMTEs also play a pivotal role in destination development, with their substantial 

number, collective impact and close interactions with the traveller’s experience (Andrew, 

Baum & Morrison 2001; Morrison 2002). As a result, the success of the tourism industry 

is dependent on the small and medium businesses within it (Dale & Robinson 2007; 

Ministry of Tourism, Tourism New Zealand and Tourism Industry Association 2007a) 

and many regional economies rely upon their success. 

 

1.3 SMTEs’ Characteristics 

Despite their importance to tourism, SMTEs are often plagued with inherent 

weaknesses that marginalise them from the greater tourism economy (Morrison 2002). 

One of the prevailing SMTE characteristics is the ‘resource poverty’ these firms face 

(Kozak & Rimmington 1998; Andrew et al. 2001; Augustyn 2004; Dale & Robinson 

2007). Typically, such poverty is considered in terms of inadequate capital (Morrison & 

Teixeira 2004a), thus affecting many other tangible resources these businesses require. 

It is their ‘skill poverty’, however, that could arguably have the greatest affect on these 

businesses, increasing their vulnerability as a commercial operation. An SMTE’s main 

source of skill is the owner-manager and “one of the primary ingredients in small firm 

success must be the managerial competence of the owner manager” (Beaver & Lashley 

1998, p.226). Therefore, SMTEs’ resource poverty and vulnerability means these firms 

are often associated with endangerment or failure (Morrison 2002). 

 

Owner-managers are the vital component of a SMTE as they fulfil a pivotal role around 

which their business centres. In many instances, this person(s) determines the very 

characteristics that make these businesses unique. One such characteristic is their 

reason for starting a small tourism business. Research has consistently shown that non-

economic, or lifestyle, motivations are primary determinants for starting a SMTE, and 

these motivations have been the subject of much discussion within the literature 

(Ateljevic & Doorne 2000; Getz & Carlsen 2000; Haber & Reichel 2005; Nilsson, 
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Petersen & Wanhill 2005). These distinct motivations can determine how the business is 

operated, as “goals reflect the personal motivations and priorities of the small business 

owner-managers themselves” (Dewhurst & Horobin 1998, p.28). For example, lifestyle 

motivations can translate into unique measures of business success that are not 

commercially focussed, but rather more concerned with their ability to maintain or 

protect this lifestyle (Andrew et al. 2001). As a result, protecting the small status of the 

business is often a priority, as growth may be seen as a threat to the owner-manager’s 

lifestyle (Dale & Robinson 2007). With this ‘non-growth’, the business revolves around 

the owner-manager, where they undertake all day-to-day duties. This results in a 

“complex commercial ‘marriage’” to the business, where their human dimensions are 

embedded within the organisation (Morrison & Teixeira 2004a, p.169). 

 

The owner-manager’s high degree of operational involvement can result in severe time 

limitations, even though time is regarded as the business’ most valuable resource 

(Beeton & Graetz 2001). This lack of time and managerial overload is considered a 

major growth inhibitor and serious constraint to business development (Curran 1996; 

Peters & Buhalis 2004). Furthermore, time limitations reduce an owner-manager’s 

propensity to undertake business planning. Instead, immediate personal judgement 

influences business decisions, as the owner-manager’s time is spent merely ‘fire-

fighting’ short term problems as they frequently arise (Peters & Buhalis 2004). With 

resource poverty and short term ‘fire-fighting’ seemingly being inherent limitations of 

SMTE success, one wonders how this can be avoided. The widely reported benefits of 

strategic planning could be seen as a solution for these businesses, where a long-term 

and considered orientation replaces a short-term, reactionary approach to business 

management. Therefore, with these benefits in mind, this thesis explores the role of 

strategic planning in the context of New Zealand SMTEs. 

 

1.4 Research Aims and Objectives 

In considering the potential role strategic planning has within the small tourism 

business, a number of areas of enquiry arise. It is reported that SMTEs do not plan 

strategically (Page, Forer & Lawton 1999; King, Bransgrove & Whitelaw 1998; 
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Margerison 1998; Ateljevic & Doorne 2004; Peters & Buhalis 2004; Dale & Robinson 

2007), have an under-appreciation of planning (Byers & Slack 2001; Ateljevic 2002) and 

are disinclined to seek external planning assistance (Morrison, Breen & Ali 2003). 

Based upon the normative proposition that strategic planning could help overcome 

inherent SMTE difficulties, this research sought to understand the perceptions and 

approaches owner-managers have of planning. Specifically, the objectives of this 

research were to; 

- Identify SMTE owner-managers’ planning approaches 
- Examine their rationale for these approaches 
- Investigate the perceived value owner-managers have of planning 
- Identify ways in which SMTEs’ planning can be assisted 

 

Before investigating the necessary literature to conduct this study (Chapter Two and 

Three), the following section outlines the context of this research; New Zealand and the 

West Coast of the South Island. 

 

1.5 New Zealand Tourism 

New Zealand’s economic environment and history is an important background to 

understanding SMTEs’ operating environment. Prior to the 1980s, New Zealand enjoyed 

a privileged export trading relationship with Britain, being the primary supplier of most 

agricultural commodities. However, this colonial relationship was affected by Britain’s 

entry into the European Economic Community in 1973, when New Zealand’s protected 

agricultural trade became subject to unprecedented competition (Cameron & Massey 

1999). 

 

New Zealand was also thought to be “one of the most regulated countries outside the 

communist world” under the then National government, with fifty years of “active 

government interference in economic affairs” (Cameron & Massey 1999, p.1). However, 

in 1984 the newly elected Labour government introduced “the most sweeping reforms 

the New Zealand economy had seen in 50 years” (Prime Minister David Lange, quoted 
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in Cameron & Massey 1999, p.2). These reforms were not only radical, but were 

introduced much “further and faster than other countries adopting fashionable free-

market policies” (Cameron & Massey 1999, p.2). This restructuring period saw less job 

security and greater unemployment, forcing many into self-employment. The reforms 

had many implications for New Zealand’s agricultural industries and rural society;  

Family farms have declined, small towns have been depopulated, and numbers of 
rural schools, health centres and public transport services have been reduced. 
The quality of rural life deteriorated…. All the indicators are pointing out that 
small-scale tourism development has become an important part of new produces 
for regional and rural economic regeneration (Ateljevic 2002, p.29). 

 

In the gradual move from an agricultural to services based economy (Cameron & 

Massey 1999), tourism has arguably become one of New Zealand’s largest export 

industries, contributing $8.8 billion (18 percent) to total New Zealand exports in 2007. 

This exceeded other traditional export industries, such as dairy ($7.3 billion or 15 

percent) (Statistics New Zealand 2008a). In the twenty years since 1987, international 

visitor arrivals to New Zealand increased 192 percent from 844,000 to 2.47 million in 

2007 (Statistics New Zealand 2008b). Annual arrivals are forecasted to increase 26 

percent to 3.08 million in 2014. These arrivals are forecasted to result in 60 million 

visitor nights, an increase of 27 percent between 2008 and 2014 (Ministry of Tourism 

2008a). In 2006, tourism employed approximately one out of every ten people of New 

Zealand’s workforce (Statistics New Zealand 2008a). With this period of steady growth, 

tourism has received much attention from local and central government as a leading 

economic sector. This is reflected in the New Zealand Tourism Strategy 2015, which is 

led by the vision of tourism being “valued as the leading contributor to a sustainable 

New Zealand economy” (Ministry of Tourism et al. 2007a, p.16). 

 

Tourism’s importance to New Zealand’s economy is reflected in the public and national 

organisations that directly support the industry. These include; 

- Tourism New Zealand, the international marketing agency that implements the 
‘100% Pure’ campaign (Tourism New Zealand 2008a) 

- The Ministry of Tourism, which provides advice and information to government, 
manages and monitors government investments in tourism and undertakes 
tourism research for the benefit of the tourism industry (Ministry of Tourism 2008b) 
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- Tourism Industry Association New Zealand (TIANZ), the largest membership-
based and private sector trade organisation representing tourism businesses in 
New Zealand (TIANZ 2008a). 

 

The industry is also represented by a number of tourism-specific associations, such as 

the New Zealand Hotel Council, the Bus and Coach Association and the New Zealand 

Maori Tourism Council. In terms of local governance, regional tourism organisations 

(RTOs) are typically the only public tourism body present at the regional level and are 

primarily responsible for marketing their regions as destinations while also acting “as a 

bridge between tourism operators, national tourism bodies and local and central 

government” (Ministry of Economic Development 2008). For a representation of the 

overall structure of tourism organisations in New Zealand, please refer to Appendix 

One. 

 

1.6 The West Coast 

This study was conducted on the West Coast of New Zealand’s South Island (Figure 

1.1). This region serves as a good example of a regional economy utilising tourism as a 

means of development, in the face of changing times. Its remoteness and small-scale 

tourism development has resulted in a large number of small, locally owned businesses. 

 

Enterprise data from Statistics New Zealand can give an indication of the prominence of 

small and medium sized tourism businesses. Using the ANZSIC1 code accommodation, 

cafes and restaurants, 59 percent of these businesses in the West Coast had less than 

twenty employees, compared to 47 percent for all New Zealand accommodation, cafes 

and restaurants (Statistics New Zealand 2008c). Additionally, it is reported that more 

than 550 businesses in the West Coast are reliant on tourism (Rhodda 2006). 

Comparing this count with Statistics New Zealand’s (2008d) total enterprise count 

means that approximately 16 percent of all West Coast businesses are reliant on 

tourism.  Furthermore, Rhodda (2006) found that a third of tourism businesses have 

been established since 2001. 
                                                 
1 Australian and New Zealand Standard Industrial Classification 
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The West Coast’s abundance of natural resources has long provided the basis of its 

economy. Historically, the West Coast has been heavily dependent upon primary 

industry including mining, agriculture and forestry. However, with moves to protect its 

resources, particularly its native forests, four-fifths of the region is now part of the 

national conservation estate and managed by the Department of Conservation (DoC) 

(Kirby 1996). As a result of this resource protection, the West Coast received a $92 

million sum in 2001 from the New Zealand Government, to adjust for the loss of its 

indigenous forestry industry the privatisation of much infrastructure in the 1990s 

(Development West Coast 2008a). This fund is now managed, invested and distributed 

 
Figure 1.1  The West Coast of the South Island, New Zealand 

Grey District

Buller District

Westland District 
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by Development West Coast. With the extensive protection of natural resources, 

combined with the transformation of New Zealand’s economy, tourism in the West 

Coast has now grown to be a key economic sector, bringing about significant levels of 

private and public sector investment (West Coast Regional Council 2006). Tourism’s 

prominence in the region is evident by accommodations, cafés and restaurants 

comprising 9 percent of all West Coast businesses, compared with only 3 percent 

nationally. Furthermore, these businesses employ 14 percent of the West Coast 

workforce, whereas only 6 percent of the New Zealand workforce is employed by this 

sector (Statistics New Zealand 2008d). Refer to Appendix Two for key economic 

statistics of the West Coast and New Zealand economies. 

 

In terms of tourism activity, the region can be thought of as having two locales. The 

southern part of the West Coast, Westland District, has an established tourism industry 

with a long history. This is largely due to the two iconic glaciers, Fox and Franz Josef, 

and their associated townships. The large expanse of conservation estate in this locale 

is also a significant natural attraction for visitors. On the other hand, the northern locale, 

made up of the Buller and Grey Districts, has experienced more recent tourism 

development in the absence of the iconic attractions such as Fox and Franz Josef 

glaciers. Attractions in this northern region include Punakaiki, or the Pancake Rocks, the 

Buller River Gorge, Cape Foulwind Seal colony and distinctively rugged stretches of 

coastline (Tourism West Coast 2008; Development West Coast 2008b). 

 

The West Coast received a total of 1.9 million visitors in 2006, 60 percent of which were 

international travellers (Ministry of Tourism 2007). Total visitor numbers to the region 

are forecasted to grow 2.5 percent per annum to reach 2.26 million in 2013 (Ministry of 

Tourism 2007). The region experiences a summer-based seasonality and its peak 

month is January, as indicated by commercial accommodation guest nights (Figure 1.2 

over). This graph also indicates the growth of tourism in the region over the past eight 

years, particularly in the peak summer season. 
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Figure 1.2 West Coast seasonality 

Commercial Accommodation Guest Nights - West Coast
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Source: Statistics New Zealand 2008e 

 

Total visitor expenditure in the West Coast was approximately $232 million in 2006. This 

comprised $134 million spent by international tourists and $99 million by domestic 

tourists (Ministry of Tourism 2007). The average length of stay in the region is 1.3 nights 

for international tourists and 2.0 nights for domestic (Ministry of Tourism 2007), which 

are relatively short periods for a region that stretches 600 kilometres. The West Coast’s 

small population of approximately 30,000 people, over such a large land mass, means 

the towns are relatively small. The largest town, Greymouth, has a population of 

approximately 10,000, while the smallest town in the study sample, Haast, has a 

resident population of only 300 (Resource Management Services 2002). Therefore, it is 

important to keep in mind that although this study was conducted in eight of the region’s 

largest towns, the population of these towns is still relatively small. The governance 

structure of the West Coast has two tiers. The West Coast Regional Council is the main 

governing body for the region as a whole while three territorial local authorities are 

responsible for their respective districts; Westland, Grey and Buller. The regional 

tourism organisation (RTO) is Tourism West Coast, which is responsible for the 

promotion of the whole region (Cameron, Memon, Simmons & Fairweather 2001, p.5). 
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At the time of writing, Tourism West Coast was funded by the three West Coast district 

councils, but received no funding from the West Coast Regional Council or central 

government. In addition to marketing the region, Tourism West Coast provides 

operators a number of ‘user pays’ services, such as advertising space (Matthews, 

personal communication 2004). 

 

1.7 Structure of the Thesis 

This thesis comprises seven chapters, plus appendices. Chapter Two examines the 

literature pertaining to small and medium tourism enterprises, while Chapter Three 

explores the strategic planning and business assistance literature. Chapter Four 

identifies the research questions and outlines the qualitative methodology employed to 

investigate SMTEs’ strategic planning. Chapter Five details the results of the semi-

structured interviews with SMTE owner-managers, reiterating the findings of previous 

studies while also addressing the key research questions. Chapter Six is a discussion of 

these results, in relation to the literature review. This chapter provides a more 

comprehensive understanding of SMTEs and their strategic decision process, given 

their unique business entry and operating characteristics. It also provides 

recommendations to the SMTE support infrastructure. Utilising this greater 

understanding of SMTEs’ strategic planning, Chapter Seven summarises the thesis. 

Supplementary information is contained in the Appendices and the List of References 

contains all cited sources. 

 

This exploratory study has provided some valuable insights into the nature of small 

tourism businesses’ strategic planning. In doing so, it has highlighted the unique 

operating characteristics brought about by the owner-managers’ motivations to own a 

small tourism business and the realities of operating such a business. Understanding 

and recognising these characteristics, which are so often unlike other industries or 

business types, will serve to address the development needs of this important part of 

the tourism industry. 
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Chapter Two: Small & Medium Sized Tourism 
Enterprises 

 

2.1 Introduction 

This thesis explores the perceptions and approaches SMTE owner-managers have of 

strategic planning, with the view of targeted and appropriate assistance for these 

businesses. Literature from three broad subject areas were examined to inform this 

research; 

- SMTE literature, supplemented by the general small and medium enterprises 
(SME) literature 

- Strategic planning literature, both in its traditional sense and for small (tourism) 
businesses 

- Literature related to government support and assistance of small tourism 
businesses 

 

SMTEs are valuable vehicles of economic development and can bind and enhance a 

community. Collectively, they can ‘make or break’ a destination with their close 

interactions with the traveller and the way in which they can represent their region. 

However, SMTEs are often plagued with financial and resource poverty, making their 

success a cause for concern in terms of regional economic development. The literature 

in Section 2.5 of this chapter will explore this resource poverty, while also examining 

other characteristics that appear endemic to SMTEs. For example, it outlines the entry 

motivations SMTE owner-managers typically possess, such as lifestyle. This motivator 

influences how small tourism businesses are managed, such as growth avoidance. This 

chapter also examines the implications this unique business management present in 

setting the stage for the remaining literature streams in Chapter Three. 

 

2.2 Defining a SMTE 

There are considerable discrepancies in the various definitions of a small and medium 

tourism business. Liberal usage of the term (Thomas 2000) rests on the fact that “there 
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is no single, uniformly acceptable, definition” (Storey 1994, p.1) of a small or medium 

sized enterprise. This section highlights examples of such usage and addresses the 

definitional issues that have plagued the literature. Although some argued that this focus 

is in the end fruitless (Storey 1994), size (and subsequently growth), as incrementally 

different as they may be, can affect the workings of the business and is a key factor in 

the decisions the owner-manager can face. As Storey (1994) himself identifies, ‘break 

points’ in SME development, with respect to size and growth, are apparent and these 

points affect the business. Further to this, the wide range of definitions adopted has 

resulted in “a collection of potentially questionable findings” (Peacock 1993, p.29) and in 

some cases prohibit comparison. 

 

The SME literature has grappled with the issue of defining a small or medium sized firm 

for a number of decades. This issue first arose with the Bolton Committee’s 1971 oft-

cited report on small firms (Storey 1994). The report, in an attempt to overcome the 

problem of sectorally-appropriate differences, produced two ways to define a small firm; 

an ‘economic’ definition and a ‘statistical’ definition. Using the economic definition, a firm 

was regarded as small if it satisfied the following three criteria; 

- Relatively small share of their market place 
- Managed by owners or part-owners in a personalised way and not through a 

formalised management structure 
- Independent in the sense of not forming part of a large enterprise 
(Storey 1994) 

 

Based on these two methods, the Bolton Report produced definitions for different 

sectors, using a range of measurements such as number of employees, turnover or the 

number of facilities (Storey 1994). However, Storey (1994) has outlined several 

criticisms of the Bolton Report’s criterion, which may contribute to this method’s lack of 

application. 

 

Since the Bolton Report, defining a SME has remained problematic and unresolved, 

which has also affected the process of defining an SMTE. Definitions given to SMEs are 
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often ascribed to small and medium sized tourism businesses. However, a number of 

studies “fail to address what constitutes a small business” (Page et al. 1999, p.437). An 

enormous variety of definitions is used, in both the SME and subsequent SMTE 

literature, often reflecting the suitability of the particular study. The various definitions 

can be characterised in a number of ways, the most common being quantifiably or 

numerically (Morrison 1998a; Thomas 2004) or statistically (Thomas 1998; Morrison 

2002). Often this is in terms of the number of employees or full-time equivalents (FTEs), 

turnover, ownership structure, market share, level of financial investment or capacity (for 

example number of bedrooms or other sector-specific measurements) (Storey 1994; 

Thomas 1998). Clearly, the use of such definitions is appropriate for quantitative studies 

and policy-related research, which requires clear parameters. Such measures have also 

been described as providing anchors upon which qualitative measures rest (Morrison 

2002). There have been criticisms of such an approach, however, in that arbitrary size 

bands, typically in terms of employment, place too much homogeneity upon a varied 

sector (Thomas 1998). Financial indicators also have limitations, as they require 

adjustment over time (Thomas 1998). 

 

As an alternative to quantitative definitions, there has been emerging use of ‘qualitative’, 

grounded or objective definitions, which may be more meaningful (Storey 1994; Thomas 

1998). These definitions often take account of sector-specific characteristics “as a result 

of qualitative research in each industry” (Thomas 1998, p.3). Thomas (1998) has noted, 

however, that the authors who adopted such definitions often used smaller employment 

size categories than their quantitative counterparts, with independence being 

emphasised instead. Therefore using such a definition may automatically bias research 

towards smaller firms, producing different results from studies that use quantitative 

definitions. 

 

Upon first coining the term ‘small and medium enterprise’ (SME) the European 

Commission’s (EC) definition is gaining currency, as its use becomes more widespread 

(Storey 1994; Thomas 1998). This is categorised as follows; 

- Micro-enterprises; zero to nine employees 
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- Small enterprises; ten to ninety-nine employees 
- Medium enterprises; 100-499 employees 

 

This definition has been hailed over the Bolton Report’s in that it is exclusively based 

upon employment and the size bands are recognised as valid break points. Moreover, 

the break points, coupled with the exclusion of agriculture, hunting, forestry, fishing and 

craft trades from this definition, recognises the heterogeneity of different industries. 

 

New Zealand has followed the EC in the manner by which it defines a SME, as 

stipulated in 2004 by the Ministry of Economic Development. A small enterprise was 

classified as employing zero to five FTEs and a medium enterprise employing six to 

nineteen FTEs (Ministry of Economic Development 2004). The Ministry’s two more 

recent reports, however, do not make the distinction between small and medium 

enterprises, or FTE and employees, classifying a SME as “enterprises with 19 or fewer 

employees” (Ministry of Economic Development 2007, p.6). 

 

The considerable difference between New Zealand and the EC’s definition highlights 

one of the greatest challenges of international inconsistencies – the inability to directly 

compare research, policies and initiatives between countries (Smith 2006). In a context 

similar to this research, Marsden and Forbes (2003, p.35) have highlighted the 

theoretical implications beyond just comparison; 

In the UK, research on small firms tends to have been undertaken by a different 
set of scholars than those interested in the general field of strategic management. 
This is of some importance because while models of strategic management owe 
their development to the work of American scholars, the definition and concept of 
the small firm is very different in the UK and Europe than in the USA. While in the 
UK, a small firm is often considered as being one with fewer than 50 employees, 
in the USA a small business is defined as one with fewer than 500 employees! 

 

SMTE definitions often reflect SME definitions. Thomas (1998; 2000), however, has 

argued that the sector should be examined as a separate analytical category, not only 

from the general SME population, but also from larger tourism and hospitality firms. He 

bases this argument on the unique characteristics businesses from different sectors 
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possess, combined with their contextual factors. As a simple illustration “service 

industries are better understood if their distinctiveness from manufacturing is recognized 

…[and]… the danger of ignoring differences between, say, a small firm of solicitors and 

a small hotel may lead to a misunderstanding of the dynamics of such enterprises” 

(Thomas 1998, p.4). 

 

Considering the variety of academic definitions of SMTEs, this section will now focus on 

the array of definitions used in the tourism literature. Often definitions are based on the 

official definitions stipulated by the country’s government, as outlined above. The 

literature also provides new definitions, which are formulated to suit the particular study. 

Table 2.1 (over) provides a selection of quantitative and qualitative definitions that have 

been used by a number of authors, which highlights the range of definitions adopted 

(Thomas 2000). Thomas (1998; 2000; 2004) recognises this variety, noting how 

unconsolidated these definitions are. He also notes that small tourism and hospitality 

firms are not homogenous, contributing to the difficulty of adopting a consistent 

definition. However, “although it may not be possible to provide a precise definition that 

will be accepted universally, the essential features – independence, particular kind of 

service focus, managed by the owner in a holistic manner – are apparent” (Thomas 

(2000, p.351). 

 

Wanhill’s (2000; 2004) studies on small and medium tourism enterprises, predominantly 

in a European context, have consistently used the EC’s statistical definition of fewer 

than 250 employees, which differs markedly from that of New Zealand’s Ministry of 

Economic Development. Finally, attention is brought to Morrison (1998a, p.133) who 

“recognises the futility of seeking to fashion one definition which would be applicable to 

all small firms.” In discussing qualitative and quantitative approaches, she asserts that 

on a sectoral level both approaches should be employed. 
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Table 2.1 Definitions used in the study of small and medium tourism and hospitality businesses 

Definition Country 

Usually up to 10 FTEs (Ministry of Tourism et al. 2007a) New Zealand 
Fewer than 20 FTE employees (Hall & Rusher 2004) New Zealand 
Fewer than 50 employees (Page et al. 1999) New Zealand 
Fewer than 10 employees (Travel Tourism & Leisure Group 1996) New Zealand  
Directly managed. Financed by an individual or small group. Perceived to be small 
[hotels] (Morrison 1998a) 

UK 

Fewer than 50 employees [travel agents, visitor attractions, accommodation, 
pubs/bars, restaurants, take-aways] (Thomas, Church, Eaglen, Jameson, Lincoln & 
Parsons 1997) 

UK 

Fewer than 25 employees (Radiven & Lucas 1996) UK 
Fewer than 10 employees [focus on micro enterprises] (Horobin & Long 1996) Great Britain 
Independent single unit businesses (Ball 1996) Great Britain 
Fewer than 50 employees (Hales & Tamangani 1996) Great Britain 
Independent. Distinction between guesthouses and bed and breakfasts made on 
the basis of number of rooms (Ingram 1996) 

Great Britain 

Fewer than 250 employees (Wanhill 2004) Europe & UK 
Fewer than 15 rooms [hotels] Halcro, Buick & Lynch (1998) Scotland 
Between 4 and 50 bedrooms [accommodation] (Morrison & Teixeira 2004a) Scotland & Brazil 
Fewer than 25 rooms [hotels] (Sungaard, Rosenberg & Johns 1998) Denmark 
Fewer than 250 employees; annual turnover not exceeding €40M or net income not 
exceeding €27M; independent (i.e. 25% of capital, or voting rights, not owned by 
one enterprise or jointly by several enterprises) (Mungall & Johnson 2004) 

Switzerland 

Cottage holidays, farm holidays, bed and breakfast lodging, farm visits & group 
catering, organised activity services, holiday villages [rural tourism] (Komppula 
2004) 

Finland 

Bed and breakfast accommodation units (Ozer 1996) Turkey 
A business entity that has neither the resources to have its own marketing 
department nor the funds to hire the services of an external marketing firm (Ahmed 
& Krohn 1994) 

US 

Fewer than 20 employees (Beeton & Graetz 2001) Australia 
Be a member of a collective tourism business organisation or on the Tourism 
Victoria mailing list, owner(s) perceive themselves being actively involved in tourism 
industry, a core component of the business’ turnover generated by tourists or have 
the potential to become so, conform to the Australian Bureau of Statistics’ definition 
of a small business (King et al. 1998) 

Australia 

Source: Adapted from Thomas 1998; 2000.  
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Based upon this, the following grounded definition of a small tourism business is 

proposed for this study; 

A small tourism business is financed by one individual or small group and is 
directly managed by its owner(s), in a personalized manner and not through the 
medium of a formalized management structure. In comparison to the largest unit 
of operation within its particular tourism sector, it is perceived as small, in terms of 
physical facilities, production/service capacity, market share and number of 
employees (Morrison 1997, p.400). 

 

From the possible array of definitions, this study will adopt the above qualitative 

definition as it is deemed to best reflect the subject of enquiry – the owner-manager. 

However as Morrison (1998a) recommends, this qualitative definition will be coupled 

with the quantifiable measure of employment. As used by Hall and Rusher (2004), the 

New Zealand Ministry of Economic Development’s current definition of a SME 

employing fewer than nineteen employees will be of additional use for this research. 

This also allows the easier selection of suitable participants and reflects the policy 

component of research. 

 

This section has discussed the various ways SMEs and SMTEs are defined, justifying 

the case for each approach. Although this research has adopted a specific definition, 

which is pertinent for this study, it must be acknowledged that each of the numerous 

definitions identified do serve their own purpose for the context in which they were used. 

 

2.3 The Size of the SMTE Sector 

Small and medium sized tourism enterprises (SMTEs) make up a significant proportion 

of the tourism industry and the close attention they have received from researchers has 

stemmed from their potential to contribute to regional economies and communities. 

Furthermore, SMTEs have a significant impact on the tourism industry itself and a 

destination can be characterised by these businesses. This section examines the 

significance of the small tourism business sector in terms of scale. 
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2.3.1 Small and Medium Sized Enterprises 

SMEs are an important entity of study, as they form a significant component of the 

world’s economy (Morrison, Breen & Ali 2003). In the United Kingdom, the numbers of 

small firms rose from 1.9 million in 1980 to 2.8 million in 1990, and of the entire 

business community, over 90 percent employed fewer than 20 people (Curran 1996). 

This is characteristic worldwide, with businesses that employ less than ten people 

accounting for one third of all employment in Europe (Curran 1996). Small businesses 

represented 99 percent of all Western European businesses in 2003 and employed 140 

million people (Dale & Robinson 2007). Small businesses also make up 98 percent of all 

United States employers, and only one percent of Australian businesses employ more 

than 50 people (Morrison et al. 2003). In New Zealand, statistics report that 96 percent 

of all enterprises employ nineteen or fewer people, 87 percent employ five or fewer 

people while 64 percent have no employees. SMEs also contributed 39 percent of the 

New Zealand economy’s total output (Ministry of Economic Development 2007).  

 

2.3.2 Small and Medium Sized Tourism Enterprises 

It is widely recognised that small and medium sized businesses dominate the tourism 

industry (Smith 2006), not necessarily in terms of market share but instead their 

“collective critical mass” (Morrison 2002, p.3). Although generally robust SME statistics 

can give an indication of the extent of small and medium sized tourism businesses, 

attempts have been made to identify the proportion SMTEs make up of the tourism 

industry. Although a lack of accurate and timely statistics make it difficult to ascertain 

their true extent, estimates have been made in a number of countries. 

 

In 1997, 79 percent of the Irish tourism industry was thought to be comprised of 

businesses with fewer than fifteen employees (Morrison 1997), while in Switzerland 84 

percent of hospitality enterprises are termed as ‘micro’ (less than five employees) 

(Mungall & Johnson 2004). It is estimated that in Australia 91 percent of ‘tourism 
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characteristic’2 and ‘tourism connected’3 businesses are small or micro (less than twenty 

employees) (Bergin-Seers & Deery 2004). 

 

Between 13,500 and 18,000 SMEs are thought to be operating in the New Zealand 

tourism industry, of which 80 percent employ less than five people (Tourism Strategy 

Group 2001). This estimated range, however, is based on two studies that adopted 

different terms; ‘tourism businesses’ and ‘businesses involved in providing services to 

tourists’ (Tourism Strategy Group 2001). This highlights the difficulty in obtaining 

accurate statistics on the number of small tourism businesses, due to a number of 

factors; 

- The absence of universally accepted definitions 
- Many operate below tax registration thresholds 
- Not registered with officialdom as below legal room size limit 
- No government policy for compulsory registration 
- Seasonal and intermittent patterns of operation 
- Active avoidance by operators of bureaucracy, legal and fiscal scrutiny 
- General inconsistencies in the manner in which they are counted 
(Morrison 1998a, p.134) 

 

Furthermore, the frequent constraint of classifying the ‘fragmented’ tourism industry has 

resulted in many studies remaining sub-sector specific (Thomas 1998). Such studies 

include Morrison’s (1998a) study of the hotel industry, Thomas’ (2000) research on 

hotels and restaurants, Hall and Rusher’s (2004; 2005) profile of the bed and breakfast 

sector and Beaver and Lashley’s (1998a; 1999) research on the hospitality sector. 

 

                                                 
2 Those industries that would either cease to exist in their present form, or would be significantly affected if 
tourism were to cease (Source: Bergin-Seers & Deery 2004, p.15). 
3 Those industries, for which tourism related product is directly identifiable, and where the products are 
consumed by visitors in volumes, which are significant (Source: Bergin-Seers & Deery 2004, p.15). 
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2.4 The Importance of SMTEs 

There are a number of often-heralded benefits SMTEs bring, which form the rationale 

for the extent of policy and research interest aimed at such firms. These benefits can be 

explained in economic and social terms, in addition to the advantages they bring to a 

destination. 

 

2.4.1 Vehicles of Economic Development 

As figures outlined in Section 2.4.1 indicate, employment is the most frequently noted 

economic benefit SMTEs are thought to produce (Thomas 1998; Wanhill 2000; Andrew 

et al. 2001; Hall & Rusher 2004; Ateljevic & Doorne 2004; Fleischer & Felsenstein 2004; 

Jones & Haven-Tang 2005; Haber & Reichel 2005; Dale & Robinson 2007). This is not 

just in terms of employing wage earners, but also as an opportunity for self-employment 

(Haber & Reichel 2005). However as Morrison (2002, p.2) cautions, the statistical 

indications of small business dominance tend to “mask their relative modest significance 

in terms of employment capacity”, which raises questions about their ability to be the 

significant employers that they are often reported to be (Fleischer & Felsenstein 2004). 

Indeed, New Zealand’s Ministry of Economic Development (2006, p.9, 11) reported that 

SMEs are “the greatest contributors to employment reduction [and] … utilise the 

greatest proportion of part-time employees”, although Storey (1994) advocates part-time 

employees’ value to the labour force. However, given the perceived employment 

benefits SMTEs provide and the subsequent political interest in this sector, 

policymakers are now becoming increasingly “aware of the economic … limitations of 

initiatives that rely too heavily on the small business sector … Indeed, it now is accepted 

widely that most new jobs come from a relatively few small businesses” (Morrison et al. 

2003, p.417). 

 

In addition to employment, SMTEs’ local orientation results in local ownership, local 

suppliers and therefore larger economic multipliers (Wanhill 2000; Fleischer & 

Felsenstein 2004). Despite any misgivings about their perceived economic benefit, 

these businesses are often seen as an important vehicle of regional economic 

development (Ioannides & Petersen 2003; Nilsson et al. 2005; Dale & Robinson 2007). 
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This has been true in the case of New Zealand, where, following political and economic 

restructuring in the 1980s, tourism emerged “as an economic opportunity for peripheral 

areas adversely affected by radical change … and STF [small tourism firm] 

development has become an integral part of regional and rural economic rejuvenation in 

rural localities” (Ateljevic & Doorne 2004, p.9). These firms now form the backbone of 

New Zealand’s largest industry. 

 

2.4.2 Promoting Social Integration 

Small and medium tourism enterprises are considered valuable contributors to the 

social fabric of a community (Andrew et al. 2001; Morrison 2002; Haber & Reichel 

2005). This is apparent in the case of successful tourism businesses’ contribution to 

local economies, which can be seen as an enhancement to local communities (Keen 

2004). Furthermore, business owners’ lifestyle motivations can result in greater job 

satisfaction with social benefits such as meeting people (Keen 2004). In providing 

employment alternatives, which allows greater population participation in the economy, 

such firms “enhance community stability” (Haber & Reichel 2005, p.264). Furthermore, 

the collective nature of a destination’s tourism product encourages an integrated 

community, while civic pride that results in showcasing a region as a destination can 

also contribute to enhancing the social environment in which these businesses operate. 

Therefore, these businesses can also play an important role in community development 

and local identity. 

 

2.4.3 Destination Management 

Over time, the SMTE literature has detached itself from the substantial SME body of 

work. Although both disciplines share the same general policy interest of regional 

economic and social development, governments’ goals for the tourism industry have 

resulted in this specialisation. SMTEs play an important role in terms of destination 

management, with their substantial size in numbers, collective effect on a destination 

and close interaction with a traveller’s experience. This section therefore examines the 

specific benefits small and medium-sized tourism businesses have on the tourism 

industry and destination. 
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Aside from their being a mechanism for regional economic development, academic and 

policy interest in SMTEs is based upon the fact that the delivery of most countries’ 

tourism product is underpinned by such firms (Cooper & Buhalis 1992). This is the case 

in New Zealand, where the New Zealand Tourism Strategy 2015 recognises that in 

order for tourism to be prosperous, “businesses [need to] deliver products and 

experiences that meet the expectations of high value visitors” (Ministry of Tourism et al. 

2007a). At the same time, the strategy recognises that small and medium sized 

businesses make up a substantial part of all tourism businesses. Their sizable influence 

on a destination’s product is due to their “collective critical mass”, which has been 

thought to be derived from the nature of “the marketplace, where demand is highly 

segmented and often best satisfied by a wide range of small businesses offering a 

variety of geographic locations, quality ranges, physical facilities and specialist interest 

to niche markets” (Morrison 2002, p.3-4). SMTEs’ products can represent and exemplify 

a destination’s character as businesses tend to be deeply embedded in the local culture 

and community (Cooper & Buhalis 1992; Morrison 2002). 

 

Furthermore, their small size results in small-scale and personalised products, allowing 

their engagement in often valuable niche markets, while also providing an important 

source of service quality and customer satisfaction (Thomas 2000; Ateljevic & Doorne 

2000; Haber & Reichel 2005; Dale & Robinson 2007). This strength is based on their 

ability to maintain direct contact with customers, in terms of offering an intimate product, 

but also as a means of obtaining customer feedback (Andrew et al. 2001). This is also 

an important feature that encourages and facilitates innovation (Page et al. 1999; 

Thomas 2000). Moreover, SMTEs are critical in the provision of new, or ‘post-Fordist’, 

tourism, which not only services the market demands for an alternative to mass tourism, 

but also promotes “greater levels of community participation in tourism planning, a more 

equitable distribution of the costs and benefits of tourism, and more culturally 

appropriate and environmentally sustainable forms of tourism” (Rogerson 2004, p.16). 

This is particularly important to New Zealand, where sustainable tourism development is 

the cornerstone of its national tourism strategy (Ministry of Tourism et al. 2007a). 
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Finally, one of the most noted strengths SMTEs possess is the ability to be flexible and 

rapidly adapt to changing market conditions (Wanhill 2004; Haber & Reichel 2005);  

The entrepreneur is in close contact with the key issues of the business and is ‘on 
the spot’ to deal with problems; quality standards are maintained through direct 
supervision by the entrepreneur; staff are involved in the business and engage in 
frequent informal communication with the entrepreneur. These advantages allow 
the business to respond to the needs of customers in a quick, innovative and 
flexible manner. It is these latter qualities that many larger bureaucratic 
organisations are now trying to emulate through delayering, down-sizing and 
teamwork (O’Gorman 2000, p.295-6). 

 

Given the potential volatility of engaging in such markets and the greater uncertainty 

SMTEs invariably face, these firms also possess a better ability to adapt, by whatever 

means, than their larger counterparts (Storey 1994). This strength is of undeniable value 

to the tourism industry and considering the many impacts SMEs have on a destination’s 

tourism product, it is understandable that tourism policy makers have taken great 

interest in these firms, as illustrated by the New Zealand Tourism Strategy 2015 

(Ministry of Tourism et al. 2007a). 

 

Small and medium sized businesses are a prominent part of the tourism industry, 

having the potential to provide significant economic and social benefits. Furthermore, 

they represent huge importance to a destination, as it could be argued that they have 

the ability to either ‘make or break’ a tourism industry. Despite their many benefits, 

SMTEs face a number of constraints to develop and succeed, which may be due to their 

inherent characteristics. The following section will identify these constraints before 

outlining the role of the owner-manager. 

 

2.5 Resource Poverty 

Many studies have consistently outlined some distinguishing features small tourism 

businesses possess, which are often shared with or are analogous to general SME 

characteristics. So far in this chapter, the definition of a SMTE firm has been discussed, 

as has their role in economic, social and tourism industry contexts. This chapter 

continues with an examination of SMTE characteristics. Their most prevailing 
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characteristic is the ‘resource poverty’ these firms face (Kozak & Rimmington 1998; 

Andrew et al. 2001; Morrison 2002; Morrison & Teixeira 2004a; Augustyn 2004; Dale & 

Robinson 2007). Poverty can be considered in terms of tangible resources, such as 

capital, while more intangible resources such as skills and time are also a factor. The 

following section examines the nature of SMTEs’ resource poverty. 

 

2.5.1 Source of Finance 

Although it has been claimed that SMTEs utilise a wide variety of capital sources 

(Cooper & Buhalis 1992), a number of authors have found that these sources are 

dominated by personal or family wealth, which significantly and often solely contribute to 

business capital (Williams, Shaw & Greenwood 1989; Taylor, Simpson & Howie 1998; 

Szivas 1998; Morrison & Teixeira 2004b). In the United Kingdom, it was found that 27 

percent of small tourism and hospitality firms are funded by their own wealth (Thomas, 

Friel, Jameson & Parsons 1997). Similarly, Williams et al. (1989) found that 50 percent 

used personal sources to exclusively finance their business, while 20 percent used a 

combination of personal and commercial funding sources. Following these two early and 

influential SMTE studies, further research has since confirmed this finding. Szivas’ 2001 

study revealed that personal savings from previous jobs provided capital for 20 percent 

of tourism entrepreneurs, while family friends and inheritances were used by an 

additional 8 percent. Utilising qualitative techniques, Morrison and Teixeira (2004a; 

2004b) found that finance was facilitated by property ownership, previously saved 

capital, inheritance or redundancy payments. In Denmark, Iaonnides and Petersen 

(2003) noted that 22 of their 28 respondents used personal funds to finance their 

business, although this source was not used exclusively from other commercial sources. 

Meanwhile, in Finland, Komppula (2004) found that less than half of rural tourism micro-

businesses used external sources of funding to develop their business. New Zealand 

studies reflect the international literature. Utilising the same methodology as Thomas et 

al.’s (1997) study above, Page et al. (1999) found that New Zealand owner-managers’ 

personal funds were the predominant source of funding for their business (67 percent). 

Ateljevic (2002) produced similar results, where existing assets, personal and family 

savings were the dominant sources of small tourism business financing, followed by 

home mortgages. Furthermore, Hall and Rusher found “an interesting dichotomy” in 
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their 2004 study, where 23 percent of respondents invested 90 and 100 percent of their 

personal savings into the business, while 18 percent invested less than 10 percent of 

savings. More than half of the sample, however, did not utilise any form of external 

finance. 

 

Therefore, in regard to the widespread evidence of businesses’ high reliance on 

personal or internal sources of funding, the tentative suggestion that tourism and 

hospitality firms in the United Kingdom are treated less favourably by banks than those 

in other sectors must also be brought to attention (Taylor et al. 1998). It is recognised 

that such lending practices are country-specific as it was also noted that banks in other 

nations, such as Japan and Germany, do not appear to share such similar lending 

practices as those “where an industrial banking system exists” (Taylor et al. 1998, p.64). 

Ateljevic and Doorne (2004) found the case in New Zealand was similar to that of the 

United Kingdom, where banks regarded tourism and hospitality as the least attractive 

sector to lend to; “we are not really keen in taking on cafés or restaurants. It involves a 

very high risk. We are looking at professionals such as lawyers, accountants, dentists, 

solo credential businesses/people, also manufacturing we regard as good (Bank 

Manager)” (Ateljevic & Doorne 2004, p.18). 
 

2.5.2 Limited Capital 

Personal sources of finance are a reflection of small tourism firms being 

undercapitalised. When combined with low profitability levels, undercapitalisation leads 

to perpetual financial difficulty (Morrison 1997; O’Gorman 2000; Thomas 2000; Ateljevic 

& Doorne 2000; Marsden & Forbes 2003; Morrison & Teixeira 2004b). This, in turn, 

undoubtedly affects quality and operations and it is this cycle that has been attributed as 

the cause of small firm failure (Cooper & Buhalis 1992; Boer 1998). However it is the 

term failure, combined with the term ‘success’ that requires the presentation of differing 

small firm perspectives beyond that of the empirical and statistical analysis. Although 

such different perspectives will be discussed in Section 2.6.6, the statistical analysis of 

business failure has been described as inadequate in that “insolvency statistics have 

very limited economic application” (Boer 1998, p.41). Although Boer (1998) noted such 

inadequacies in the United Kingdom, the New Zealand Ministry of Economic 
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Development’s (2006) annual SME report cautions that exit figures do not all represent 

business failures, but also include administrational changes. This highlights the 

difficulties in the statistical measurement of small firm failure. Therefore, in disregarding 

such failure statistics, studies have rather focussed on small business characteristics 

and management (Boer 1998). Despite this, there appears to be little data supporting 

claims that firms are indeed undercapitalised, although it has been attributed as a 

“serious constraint” (Getz, Carlsen & Morrison 2005, p.76) and one of the root causes of 

small firm failure (Boer 1998; O’Gorman 2000). 

 

2.5.3 Skill Poverty 

Beyond small tourism businesses’ financial resources, skill deficits have also been 

identified as significant contributors to their resource poverty. Skills are an important 

resource to these businesses as it is a labour intensive industry. With limited capital 

resources to draw upon, businesses rely heavily on the skills present in the business, 

from both staff and the owner-managers alike. The following sections outline specific 

skill resources. 

 

Marketing 

Consistent with generic small business literature, small tourism firms are perceived to 

lack necessary marketing skills and knowledge (Morrison 1997; King et al. 1998; Friel 

1998; Page et al. 1999; Ateljevic & Doorne 2004). Although this has simply been 

attributed to a lack of financial resources, it also incorporates the owner-manager’s lack 

of marketing experience or education (King et al. 1998; O’Gorman 2000). Regardless of 

the cause, small firm marketing has been described as “poorly used … through over-

generalized and inappropriate methods and techniques” (Page et al. 1999, p.438). 

Ahmed and Krohn (1994, p.114) believe that “many tourism entrepreneurs … seem 

confused by the term ‘marketing’, equating it with either selling or advertising or 

publicity”. Page et al. (1999, p.438) believe that “marketing functions are seen as 

peripheral to the management task of running the business”. Furthermore, one 

fundamental marketing mistake many small firms make is customer concentration, while 

the lack of formal marketing plans has also been noted (Shaw & Williams 1990; Cooper 



 

 27

& Buhalis 1992; Friel 1998; 1999; Page et al. 1999; O’Gorman 2000). Although Friel 

(1998, p.117) has alleged that much of the small firm literature “regurgitates the tenets 

underpinning large firm marketing practice and applies them almost unchanged to the 

case of small firm marketing”, the literature explores a vast array of marketing issues 

and practice for the small tourism firm. This includes strategic marketing (Cooper & 

Buhalis 1992; Ahmed & Krohn 1994; King et al. 1998; Friel 1999), co-operative 

marketing (Morrison 1994; 1998b; Dale & Robinson 2007) and specific activities such as 

promotion (Morrison 1997; Friel 1998), pricing (Rogers 1995; Morrison 1997; Friel 

1998;) marketing research (Page et al. 1999; Friel 1999), market opportunity analysis 

(Brownlie 1994) and internet usage and its role in marketing (Wood 2001; Christian 

2001).  

 

In New Zealand, Page et al.’s (1999) survey of Northland tourism businesses found that 

only a few respondents had a formal marketing plan. However, in terms of market 

research, over half of operators used formal tools and mechanisms to regularly evaluate 

customer needs. Local advertising and brochures were considered the most important 

form of promotion. 

 

Information Communication Technology (ICT) 

Information communication technologies play an increasingly vital role in international 

tourism, due in part to the extent it is transforming the “relationship between operators, 

intermediaries and consumers” (Morrison & King 2002, p.104). They are also seen as 

valuable tools for small tourism businesses, which, according to Middleton and Clarke 

(2001, p.167) “empower the leading edge of businesses to make the most of their 

individuality and enterprise. It offers them access to markets and to a supply of the 

lowest cost business necessities that was previously unthinkable”. Despite often 

heralded potential, there has been little command and usage of these technologies by 

small tourism businesses (Wood 2001; Christian 2001; Morrison & King 2002; Collins, 

Buhalis & Peters 2003; Nodder, Mason, Ateljevic & Milne 2003). Of the little utilisation 

there has been, ICTs have mainly served particular activities, such as promotion, sales 
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or distribution, rather than an overall strategic integration into all aspects of the business 

(Buhalis & Main 1998; Wood 2001). 

 

Notable New Zealand studies give insight into SMTEs’ ICT adoption. Page et al. (1999) 

found that 60 percent of businesses used a computer, while 31 percent used the 

internet as an advertising medium. More recently, Clarke, Bowden, Corner, Gibb, 

Kearins and Pavlovich (2001) research of SMEs found that 92 percent of businesses 

used a computer, however at this time only 21 percent had a website that was capable 

of making reservations and only 8 percent had online payment facilities via the use of a 

secure server. Stoke and Aitken (2003) found only 4 percent of tourism SMEs use an 

online reservation system. Interestingly, New Zealand’s Ministry of Economic 

Development’s ‘Net Readiness’ study (2001) concluded that of all industries, tourism 

scored the highest ‘readiness’ in terms of leadership, “indicating a confidence among 

senior management that they can cope with the emerging digital economy” (Nodder et 

al. 2003, p.4). 

 

Possible causes for SMTEs’ low ICT adoption have been alluded to by a number of 

authors, yet the realisation has emerged that there is no simple cause, but rather 

reflects greater issues affecting the business (Buhalis 1999; Nodder et al. 2003). What 

has been widely agreed upon, however, is the need for the strategic integration of ICT 

rather than stand-alone initiatives (Christian 2001). 

 

General Management Skills 

The above skill inadequacies have highlighted that resource poverty can also be 

attributed to the skill of the manager, which again have been deemed as lacking. Many 

authors have highlighted this scenario, describing managers as having little, narrow, 

inadequate or inefficient management expertise (O’Gorman 2000; Byers & Slack 2001; 

Morrison 2002; Morrison & Teixeira 2004a; Ateljevic & Doorne 2004; Dale & Robinson 

2007), being poor decision-makers (O’Gorman 2000) or simply unprofessional (Shaw & 

Williams 1998; Buhalis 1999). Studies have attempted to ‘measure’ the management 

ability of SMTEs in a variety of ways, such as researching strategic management and 
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decision-making (Cooper & Buhalis 1992; Byers & Slack 2001), objective setting (Chen 

1998), environmental scanning (Benckendorff 2006), entrepreneurship (Echtner 1995; 

Chell & Pittaway 1998; Szivas 2001) and growth (Webster 1998; Morrison et al. 2003; 

Augustyn & Pheby 2005). 

 

As a component of general management skills, human resource management (HRM) 

has not received the same level of attention from the SMTE literature as the above 

‘resource’ deficiencies. However, it is still of some concern considering the difficulties 

associated with part-time, seasonal, family and low skill-level employment (Dale & 

Robinson 2007). This oversight may be because, despite the many assertions of the 

employment benefits SMTEs collectively provide, by their very definition individual 

businesses do not employ many people. Regardless, some evidence suggests a strong 

lack of HRM skills (Byers & Slack 2001; Morrison 2002; Ateljevic & Doorne 2004; Peters 

& Buhalis 2004). In particular, capabilities appear to be lacking in key activities such as 

attracting and retaining quality staff (Thomas et al. 1998; Marsden & Forbes 2003; Carr 

2004; Morrison & Teixeira 2004a) training (Dale & Robinson 2007) and employee 

development (Beaver, Lashley & Stewart 1998; Thomas et al. 1998). 

 

What also come under the realm of general management skills are business and 

strategic planning, which has been a consistent theme in the small tourism business 

literature. Again, many authors claim the absence of business plans or strategic 

planning within these firms (Margerison 1998; King et al. 1998; Page et al. 1999; Byers 

& Slack 2001; Ateljevic & Doorne 2004; Dale & Robinson 2007). For example, Peters 

and Buhalis’ (2004) cluster analysis and categorisation of planning types revealed that 

45 percent of their sample could be considered ‘mid-professional planners’, while 27 

percent were ‘low-professional planners’. 

 

Alternatively, there has been a prevalence of studies into strategic marketing, or 

marketing planning. For example, Friel (1999) found that only 14 percent of respondents 

reported having a written marketing plan and only 5 percent planned their marketing 

activities up to five years ahead, as opposed to the majority who only planned one year 
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in advance (73 percent). New Zealand research has shown similar patterns. In 

replicating Friel (1999) and Thomas et al.’s (1998) study, Page et al. (1999) found that 

58 percent had either a formal or informal marketing plan, 55 percent of which planned 

up to a year in advance, while only 10 percent had a planning timeframe between three 

to five years. Stoke and Aitken (2003) distinguished marketing planning from business 

planning, and only 8 percent of respondents used either plans. Deloitte Touche 

Tomatsu’s 1996 survey found that 68 percent had a form of business plan, while the 

previous year it was only 33 percent (Travel Tourism and Leisure Group 1996). 

Furthermore, this report also found that 26 percent of respondents had a marketing 

plan. In examining New Zealand’s Centre Stage Macro Region, 54 percent of Ateljevic’s 

(2002) sample did not possess a formal business plan. Therefore, not only is general 

management expertise deficient, but this translates into staff management and in 

particular, strategic or business planning skill. Greater discussion of business and 

strategic planning will follow in Chapter Three. 

 

These shortcomings have serious implications for business development and success 

and it could be argued that the owner general management expertise is the greater 

cause of the more specific skill deficiencies, such as marketing, ICT, HRM and planning. 

As Beaver and Lashley (1998a, p.226) recognise, “one of the primary ingredients in 

small firm success must be the managerial competence of the owner manager”. The 

principal role of the owner-manager will be further discussed in Section 2.6.8. 

 

This section has identified small tourism business constraints in terms of ‘resource 

poverty’. Resources can be thought of in terms of capital, which may stem from their 

sources of finance, thus affecting many other tangible resources the business requires. 

It is the ‘skill poverty’, however, that could arguably have the greatest effect on the 

business and the vulnerability they face. The main source of skill comes from the owner-

manager, who is integral to the business, thus representing a significant business 

resource. 
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2.5.4 Vulnerability and Failure 

As a result of their resource poverty and compounded by external forces, it has been 

widely claimed that these firms are vulnerable as commercial operations and are quite 

likely to face endangerment and failure (Morrison 2002; Dale & Robinson 2007). As a 

result, they become marginalised from the greater tourism economy; “their traditional 

dominant position in the industry structure is becoming polarised in terms of business 

practices, further contributing to endangerment” (Morrison 2002, p.7). As a result 

SMTEs essentially become ‘price-takers’ (Morrison, Rimmington & Williamson 1999) 

and “coupled with poor levels of management skills produce high rates of business 

failures” (Shaw & Williams 1997, p.131-132). It is thus unsurprising that the influential 

small business author Storey (1994, p.37) noted that “the fundamental characteristic, 

other than size per se, which distinguishes small firms from large is their higher 

probability of ceasing to trade”. Although it is difficult to examine official failure rate 

statistics, the ‘rule of thumb’ followed by lending institutions is that “about one-third of 

SMEs are successful, one-third are surviving in a struggle that could go either way and 

the remaining third should not be in business in the first place!” (Nilsson et al. 2005, 

p.582) lends support to the perception that SMTEs are unsuccessful enterprises. 

 

2.6 Owner-Manager’s Experiences 

Section 2.5 detailed the resource poverty small and medium tourism businesses are 

often associated. Assuming such situations are commonplace, it must be asked how 

these businesses get to this situation? What is determining their fate of resource poverty 

and development constraints? 

 

Attention must be brought to the nature of the numerous studies presented above. 

Resource poverty has been considered in terms of typical business functions, such as 

those highlighted in the preceding sections. However, often these characteristics are 

studied and reported in a way that does not fully represent the small tourism business, 

nor does it attribute the different forms of ‘poverty’ to their greater, more complex 

causes. As Morrison and Teixeira (2004a, p.166) aptly note; 
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if enterprise policy is to be effective, formulation needs to be fully cognizant of 
complex business and humanistic impediments to the accomplishment of the 
commercial pursuit of enterprise as viewed through the eyes of the small tourism 
business owner-managers. 

 

In consideration of this argument, the following section focuses on the owner-manager’s 

perspective. This is done by presenting the common course of events that can lead 

SMTEs to the predicament they so often face, in an attempt to examine and understand 

their strategic planning. These events include their situation before owning their 

business, to entry motivations and start-up, then subsequently how the business is 

operated. In doing so, it also explores the “more submerged variables and relationships, 

such as the owner-operator’s orientation to the business, their management capabilities, 

personal qualities and social/transactional relationships” (Morrison & King 2002, p.108). 

In following these events, many developmental issues are identified and the discussion 

will reflect the owner-manager’s perspective. The following review is also in accordance 

with the definition adopted by this thesis, recognising the importance of the owner-

manager. 

 

The owner-manager is the subject of focus as they fulfil a pivotal role around which their 

business centres. As Peters and Buhalis (2004) identified, the owner-manager is the 

firm’s dominant factor, with their “complex commercial ‘marriage’ … to the business” 

(Morrison & Teixeira 2004a, p.169). Furthermore, the firm is inevitably embedded “within 

the founder’s social world, not just in terms of objective structures but also subjective 

configurations” (Morrison & Teixeira 2004b, p.239). However, it is also recognised that; 

studies that polarise into the small firm owner-manager as the primary agent in an 
economic process on one hand, and objective structures influencing factors of 
production or service on the other provide only partial, ‘one piece of a jigsaw’ type 
of knowledge (Morrison & Teixeira 2004b, p.239). 

 

As such the remainder of this section and the research itself examines this ‘one piece of 

the jigsaw’; the owner-manager. The following section will track the common evolution 

that can lead SMTEs to the predicament they so often face in an attempt to then 

examine and understand their strategic planning. This evolution is also represented in 

Figure 2.1 (over). 
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Figure 2.1  The owner-manager’s evolution 
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Although the following scenarios are also applicable to SMEs, they are most relevant to 

small and medium tourism businesses. However, it must also be noted that the SMTE 

sector itself is heterogeneous, comprised by a wide variety of numerous sub-sectors 

(Thomas 2000). Therefore this review does not attempt to be sub-sector specific. 

 

2.6.1 Education 

Generally speaking, owner-managers are not thought to have formal qualifications, 

particularly in a tourism or related field (Stallinbrass 1980). As one of the earlier SMTE 

studies, Shaw and Williams (1987) found that the majority of owner-managers’ 

education did not exceed secondary school level, although vocational training did 

appear prominent. However, more recent studies at times contradict Shaw and Williams’ 

earlier work, as Morrison and Teixeira (2004b) found higher educational qualifications 

prominent, while Miciak, Kirkland and Ritchie’s (2001) respondents were well-educated. 

The majority of Szivas’ (2001, p.167) sample possessed “relatively high levels of 

education” although Ateljevic (2002) found that 70 percent of New Zealand SMTE 

owner-managers’ did not have a university degree. Although findings concerning an 

owner-manager’s education level seem to be unconsolidated, what is of interest is the 
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discipline studied and whether it is of relevance to a tourism business. Szivas (2001) 

found that only 12 percent possessed specific tourism qualifications, while Shaw and 

Williams (1987, p.346) noted that of those who did hold qualifications, they were more 

related to prior employment “and had little to do with managing or operating a tourist 

business”. 

 

2.6.2 Occupational Experience 

What has been of greater interest is owner-managers’ employment experience and 

whether it is related to tourism or owning a business. Again, Shaw and Williams (1987; 

1990; 1997) found few entrepreneurs with occupational experience related to tourism, 

nor had they owned their own business. This was supported by Szivas (2001) and 

Miciak et al. (2001) who found similar characteristics, also in terms of both tourism 

industry experience and business management. New Zealand studies demonstrate 

similar characteristics, with Hall and Rusher (2004) finding only a quarter of bed and 

breakfast owners having tourism experience, however almost two-thirds had owned a 

business prior. Along with many other authors, Ateljevic (2002, p.181) noted the 

“diverse range of career paths before entering the tourism venture”, and taking regional 

and gender differences into account, identified a range of professions such as nursing, 

marketing and management professions, administration, farming, building and teaching 

(Ateljevic et al. 1999). This wide variation is also characteristic of Szivas’ (2001) similar 

in-depth study, concluding that it is difficult to identify clear patterns of career mobility, 

aside from it appearing unrelated to tourism. 

 

Hobby, recreational or leisure interests could be a relevant form of owner-managers’ 

previous experience. In their study of small businesses in the leisure industry, Byers and 

Slack (2001, p.131) noted that; 

owners possessed a thorough knowledge of the leisure activity upon which the 
business was founded. … Their personal interest in their hobby, which was now 
their business, provided them with a considerable competitive advantage in that 
they possessed an intimate knowledge of products and could provide a quality, 
bespoke service to clientele. 
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Further to this, Ateljevic (2002) also noted that, according to respondents, travel 

experience was one of the most important ‘experiences’ to have prior to managing a 

tourism business. Although such experience does not necessarily pertain to 

occupational experience, recreational experience such as sport, hobbies or travel 

appears to be considered by the owner-managers appropriate backgrounds, which may 

influence their decision to enter the tourism industry. 

 

2.6.3 Lifestyle 

It would be assumed that economic reasons, such as revenue, dominate the choice to 

start a new business. SMTEs are markedly different, however, as research has 

consistently shown that non-economic motivations are primary determinants for 

establishing a business. This characteristic is considered endemic to the tourism and 

hospitality industry (Hwang & Lockwood 2006). In a simplified sense, non-economic 

motivations could be examined in terms of push and pull factors (Lynch 1998). 

Examples of push factors include the desire to escape the “perceived ‘rat race’ of 

modern urban living” (Andrew et al. 2001, p.20), redundancy (Williams et al. 1989) or 

other life events such as bereavement or children having left home (Lynch 1998). 

Alternatively, ‘pull’ factors have received more attention from the literature, although not 

generally identified as such. However, features that are possibly unique to the tourism 

industry attract potential SMTE owners. It must be recognised that these push-pull 

factors are not thought to be mutually exclusive and is perhaps why the literature has 

not widely adopted this simple way of classifying entry motivations. 

 

As stated, it is often non-economic reasons that attract so many to start a small tourism 

business. These are often termed ‘lifestyle motivations’ and have been the subject of 

much research and discussion within the SMTE literature. Stallinbrass (1980, p.156) 

first introduced the notion of tourism business owners being driven by non-economic 

reasons, where the quality and attractiveness of the environment was “of over-riding 

importance”. Williams et al. (1989, p.1649) also noted the importance given to non-

economic motivations, namely “social and cultural factors … [and] … the rejection of 

economic maximisation”. Following these two United Kingdom studies, Thomas et al. 
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(1998, p.14) found few respondents “motivated by the anticipation of greater financial 

rewards”. It was also at this time that Dewhurst and Horobin (1998) were among the first 

to give such findings greater theoretical consideration, examining the tendency of 

owner-managers to prioritise lifestyle over economic motivations and the resulting 

implications on their business orientation. Following these notable publications, many 

authors have acknowledged and examined lifestyle motivations, confirming its 

prominence (Dewhurst & Horobin 1998; Kozak & Rimmington 1998; Shaw & Williams 

1998; Ateljevic 1999; Ateljevic & Doorne 2000; Getz & Carlsen 2000; Szivas 2001; 

Morrison 2002; Iaonnides & Petersen 2003; Hall & Rusher 2004; Haber & Reichel 2005; 

Nilsson et al. 2005; Lashley & Rowson 2006).  

 

However “lifestyle is an extremely elusive and qualitative concept” (Andrew et al. 2001, 

p.19), prohibiting the formulation of a common definition. Rather, authors have 

conceptualised ‘lifestyle’ in a variety of ways, either in a generic or more specific sense. 

For example, Szivas (2001, p.164, 167) considers “way of life” motivations, where 

tourism is seen as a “suitable and pleasant industry to work in”. Furthermore, Andrew et 

al. (2001, p.19) uses the descriptors “lifestyle economics” and “improved quality of life”. 

Although a difficult undertaking, Andrew et al. (2001, p.13) defined a lifestyle business 

as one where its owner is “likely to be concerned with survival, and maintaining 

sufficient income to ensure that the business provides them and their family with a 

satisfactory level of funds to enable enjoyment of their chosen life-style”. It has even 

been proposed that in this sense, lifestyle has “the appeal of romantic notions” (Andrew 

et al. 2001, p.19), demonstrating the difficulty in defining these motivations. 

 

What this desired lifestyle actually entails reflects the owner-managers’ “highly 

individualistic characteristics, determined by the values and expectations that these 

business owners largely select for themselves” (Andrew et al. 2001, p.19). This gives an 

almost limitless number of ways to conceptualise this elusive and complex term. 

Therefore, this discussion will group common ways in which lifestyle motivations may be 

manifested, namely location, family, retirement and recreation. 

Location 
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Often a desired or quality lifestyle is bound to a certain location or place. This can be 

due to its natural scenic beauty or remoteness which are perceived as attractive 

(Andrew et al. 2001; Komppula 2004). This is seemingly why such locations are tourist 

destinations in the first place. Stallinbrass (1980, p.156) found this in the case of 

Scarborough, England; 

The attractiveness of the physical environment is of over-riding importance. It is 
measured by contrast with the previous home town, which is quite often an 
industrial town or city or a mining area. It was sometimes smaller, usually larger, 
but never as attractive a place to live. 

 

Often such a place is in a rural location, hence why rural tourism literature is relevant to 

SMTEs (Getz & Carlsen 2000; Fleischer & Felsenstein 2000; Andersson, Carlsen & 

Getz 2002). It is also in this context that these businesses are seen as a vital contributor 

to regional economic development. Furthermore, a location’s seasonality may hold a 

lifestyle appeal for a prospective owner, with the opportunity to “operate a commercial 

concern, which does not demand 12-month attention” (Komppula 2004, p.117). 

 

A certain location and its associated lifestyle can appeal to two groups of potential 

proprietors; those who already live in this desired place, or those who wish to move to 

such a place. In regards to the former, in order to stay where they are (the primary 

motivation), starting a small tourism business is seen as a means to earn income in that 

location. The latter group has received notable attention from Williams et al. (1989). 

Their research in Cornwall, England found that of a sample of 411 firms more than two-

thirds of the entrepreneurs were not born in the county. Furthermore, 55 percent had 

moved to Cornwall to establish their tourism business (Williams et al. 1989). This in-

migration prompted the conclusion that tourism entrepreneurship can be seen as a form 

of consumption, where: 

involvement in tourist businesses is as much a form of consumption as it is of 
production. They are consuming the very same product that they are producing, 
that is, tourism. They have been attracted to set up or to purchase businesses in 
Cornwall in order to be able to ‘consume’ its landscape and life-style (Williams et 
al. 1989, p.1650). 
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Although not since investigated to the same extent, the literature still considers the 

notion of simultaneous production and consumption as central to the lifestyle 

motivations of SMTE owner-managers. 

 

Family 

As Andrew et al.’s (2001) earlier definition of lifestyle recognised, family is an 

undeniable element of many operators’ desired quality lifestyle. Sungaard et al. (1998) 

referred to small hospitality firms as family-owned, while some literature has been 

wholly dedicated to family businesses in the tourism and hospitality sector (for example 

Getz & Carlsen 2000; Getz, Carlsen & Morrison 2004; Getz, Carlsen & Morrison 2005). 

Regardless, the establishment of a small tourism business can be due to family 

reasons, as a form of lifestyle; “autonomy and lifestyle motivations are a family-first 

vision, making the business a means towards an end” (Getz et al. 2004, p.12). This 

family-lifestyle motivation occurs for a number of reasons. Self-employment offers 

flexibility which allows family to be prioritised (Getz et al. 2004). It can be seen as 

providing income, employment, financial security or inheritance opportunities for family 

members (Getz & Carlsen 2000). Family members can also be a convenient and flexible 

source of, often inexpensive, labour, being particularly important in peripheral areas or 

during low-seasons, were staff can be difficult to come by (Getz et al. 2004; Peters & 

Buhalis 2004). Furthermore, family members are valued employees as they may be 

more committed and loyal to the business. Communication between members can also 

be, at times, more effective (Morrison & Teixeira 2004b). 

 

It is often in the family business context that the women’s role is examined. In terms of 

allowing flexibility to prioritise children’s needs over that of the business, or to be able to 

fulfil domestic commitments, the opportunity to be self-employed is often taken up by 

women (Lynch 1998). Businesses are “also set up as a sideline or hobby, often by 

females” (Getz et al. 2004, p.43). Women are predominant operators of accommodation 

businesses, due to the ability to operate a business from home and the service’s 

domestic nature being “so-called women’s work” (Getz et al. 2004, p.102), presenting 

many implications in terms of the division of labour. As such, gendered roles have been 
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identified as potential business development impediments (Morrison & Teixeira 2004b). 

However, it has also been proposed that in these situations, women can also be 

motivated by increased status, meeting people, being able to work from home or limited 

job opportunities in the region (Lynch 1998; Getz et al. 2004). 

 

In terms of the family tourism business, the importance of couples as business partners 

has been noted. Such partners are often called ‘copreneurs’, who are described as 

“marital and business partners managing work and family responsibilities more 

effectively” (Getz et al. 2004, p.27). Yet it appears that this ownership structure has 

been neglected in tourism research despite it being a common occurrence in family and 

tourism businesses. The motivation behind copreneurial ownership includes the 

opportunity for partners to work, and therefore spend more time together, while also 

providing complementary skills to the business. However, the issue of gender divided 

labour could also arise in this situation, as “it can be difficult to escape stereotypical 

gender roles in copreneurial businesses, particularly because the tourism and hospitality 

industry is full of so-called ‘women’s work’” (Getz et al. 2004, p.98). Regardless, Getz et 

al. (2004, p.6) conclude that “shared hobbies, leisure pursuits, values and lifestyles lead 

numerous couples to enter tourism and hospitality businesses and provide them with a 

measure of cohesion”. 

 

Retirement 

The establishment of a family business is often examined in terms of the family life 

cycle. The benefit from using this approach is the recognition that the business evolves 

with the family (Getz et al. 2004). As earlier identified, having children is a common 

reason to become self-employed. Conversely, an ‘empty-nest’ or semi-retirement can 

also be a motivation, again for copreneurs for which the tourism industry’s lifestyle is 

seen as appealing. ‘Empty-nesters’ can enter the accommodation industry, typically as 

bed and breakfast operators, with spare rooms that children used to occupy (Ateljevic 

2002). This life stage could also prompt “a career switch to fulfil a life-long ambition” 

(Getz et al. 2004, p.98), and the same could be said for retirees or pre-retirees. Much 

research has found that owner-operators are often retired or semi-retired from prior 



 

 40

professions and a small tourism business is a source of retirement income (Shaw & 

Williams 1989; Ateljevic 1999; Andersson et al. 2002; Iaonnides & Petersen 2003; Getz 

et al. 2004; Hall & Rusher 2004). It has also been reported that these business entrants 

use personal or retirement savings to establish the business (Andrew et al. 2001; 

Iaonnides & Petersen 2003). This motivation could be seen as synonymous with 

lifestyle, as Getz and Carlsen (2000) found that proprietors aged sixty-five or older were 

not motivated by prestige or self-employment, but instead other perceived benefits 

derived from a small tourism business.  

  

Recreation and Leisure interest 

What could be considered as another manifestation of lifestyle is the regular opportunity 

to engage in a recreation or leisure interest, although not as prominent in the literature 

as other motivations. As Wason, Sleeman and Simmons (2007) recently found in New 

Zealand, a proportion of small business owners agreed that business entry reasons 

included being able to support their leisure interests, while Hall and Rusher (2004) and 

Ateljevic and Doorne’s (2000) New Zealand studies also found this motivation to be 

prominent. This may be due to New Zealand’s recreational culture, where “at the social 

level, a strong concern for life-style is thought to limit the time spent on economic 

activity and the pursuit of economic growth” (Wilson 2002, p.13). 

 

2.6.4 Self-Employment 

Other non-economic motives form the rationale for small tourism business entrants that 

do not exclusively imply lifestyle, but still may incorporate lifestyle in some way. This 

includes the desire to be self-employed or to be one’s own boss, as consistently found 

in not only tourism research, but also SME studies (Shaw & Williams 1989; 1997; 2004; 

Andrew et al. 2001; Beaver & Lashley 1998a; Lynch 1998; Lashley & Rowson 2003). 

When present, these motivators are considered powerfully important to owner-

managers, as it reflects their need for independence, autonomy and control (Beaver & 

Lashley 1998b). Indeed, Kuratko and Hodgetts (1998, p.362) defined lifestyle 

proprietors as having “independence, autonomy, and control as their primary driving 

forces”. This independence includes the ability to control their lifestyle around work 
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commitments, combining a number of the above-mentioned motivations, and thus 

illustrating the difficulty in isolating specific motivators. The desire for self-employment 

can be attributed to the number of entrants who were previously employees where they 

did not have the chance to utilise skills and abilities that were personally fulfilling (Shaw 

& Williams 1988; Beaver & Lashley 1998b). Furthermore, Shaw and Williams (1989, 

p.1648) argued that the want to be self-employed is not necessarily an economic 

motive, as “‘self-employment’ is a distinctive life-mode, and … the status and 

independence of this position is often considered far more important that what is 

produced”. This is also supported by Beaver and Lashley (1998a) who note that the 

nature of self-image and importance placed upon personal independence creates a high 

level of inner direction. Furthermore, Shaw and Williams (1989) speculate that although 

credibility and social esteem were not directly apparent, they are thought to perhaps be 

underlying causes of self-employment motivations. 

 

As the importance of the cultural context has been discussed, the desire to be self-

employed is not only a strong motivation for all new proprietors, but is particularly 

reflective of New Zealand culture, reflecting “its origins as a remote colony; highly 

egalitarian, insular [and] self-sufficient” (Wilson 2002, p.13). Confirming this, Wason et 

al. (2007, p.14) found that over 80 percent of respondents indicated being their own 

boss as the third most important reason for starting or purchasing their business, 

suggesting “a strong sense of individuality and independence”. Ateljevic (2002) also 

found owner-managers were motivated by working for themselves/to be their own boss. 

Taking New Zealand’s economic history into account, Cameron and Massey (1999) 

attribute this national trend to high unemployment rates in the late 1980s and 1990s, 

forcing many to own their own business to avoid the unemployment benefit (see Section 

1.5). This leads onto another such trait related to this motivation; the ability to control 

one’s own financial and personal situation without having to reply on and be answerable 

to others (Beaver & Lashley 1998b; Andersson et al. 2002; Shaw & Williams 2004). 
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2.6.5 Industry Entrance 

Section 2.6.3 and 2.6.4 have examined the variety of non-economic motivations present 

in the small tourism business sector. However, it must be asked what it is about the 

tourism industry that allows these unique motivations? Many attribute this to the low 

barriers to industry entrance (Shaw & Williams 1988; 1997; Morrison 1997; Lynch 1998; 

Iaonnides & Petersen 2003; Hall & Rusher 2004; Morrison & Teixeira 2004a). Low entry 

barriers occur for a number of reasons. The first is the low capital requirements, where 

existing assets are often utilised for the business (Kozak & Rimmington 1998; Andrew et 

al. 2001; Hall & Rusher 2004). As Shaw and Williams (1997, p.131) note, “investment in 

personal consumption (the home) is used to underwrite many of the capital costs of 

entering the serviced accommodation sector”. Secondly, Szivas (2001) noted that the 

nature of many businesses allows entrants to test the market without committing 

substantial levels of capital. This could even extend to the hosts deciding “on a daily 

basis to terminate their involvement in the provision of accommodation” (Hall & Rusher 

2004, p.86). Finally, there are few, if any, skill, qualification or professional barriers 

(Morrison 1997; Beaver & Lashley 1998b; Andrew et al. 2001; Morrison & Teixeira 

2004). This is further combined with the “conventional wisdom” (Szivas 2001, p.163) 

that skills are easily acquired with experience in the business, perhaps based on the 

perceived “link between hospitality and domestic activities”. However this has been 

cautioned to be misleading as “successful hospitality business management requires an 

array of competencies which extend beyond being merely hospitable” (Beaver & 

Lashley 1998b, p.149). This may indicate that although entry into such a business is 

relatively easy, it is the continuation that presents many unanticipated challenges. 

 

Once an owner-manager has started a small tourism business, their initial motivations 

determine how the business is operated. This can be in terms of measures of success, 

growth decisions and the role the owner-manager ends up fulfilling. 

 

2.6.6 Success 

Business success is typically measured by profitability, return on investment, growth or 

shareholder value and such measures are incorporated into the organisation’s goals 
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and objectives. It is, however, the consideration of SMTE ‘success’ that is another 

reason that justifies the exclusive examination of these businesses. Section 2.6.3 

discussed the range of non-economic motivations for starting a small tourism business, 

most of which reflect their perception of a quality lifestyle. Therefore, just as typical 

business success or performance measures are a reflection of organisational 

motivations that translate into goals, the same can be said for small tourism businesses; 

“goals reflect the personal motivations and priorities of the small business owner-

managers themselves” (Dewhurst & Horobin 1998, p.28). Unlike other businesses 

where “success is frequently identified in terms of universal economic indicators … 

many of these firms are being run by people who have other motives for running the 

enterprise” (Beaver & Lashley 1998a, p.227). As such, their lifestyle motivations 

translate into unique measures of success, which tend not to be commercially focussed. 

Rather, ‘subjective’ measures are prevalent (Komppula 2004; Morrison & Teixeira 

2004b; Haber & Reichel 2005). These include the ability to balance personal or family 

life, maintain job satisfaction, retain control and flexibility or quality of life and place 

(Andrew et al. 2001; Komppula 2004). Yet such measures of success are diverse and 

based upon the range of lifestyle motivations (Dewhurst & Horobin 1998). 

 

It is important to recognise that it is not that these owner-managers do not want to 

achieve business success, but rather what they constitute as ‘success’ differs from more 

standard measures. However, this is not to say that financial success is not a factor, 

because the wide array of how success is comprised does include financial measures. 

This is because, despite their lifestyle aspirations, earning an income is still a reality for 

these businesses and being self-employed in tourism is a means to finance such a 

lifestyle. Therefore, revenue is a form of success, but it is one measure of many. It could 

also be said that financial return is, to some extent, traded-off with desired lifestyle; 

“they may well be more interested in satisficing [sic] economics than profit maximisation” 

(Andrew et al. 2001, p.21). 

 

Considering this combination of objective and subjective measures of success, it is 

therefore difficult to assess a business’ performance from the owner-manager’s point of 



 

 44

view. Further challenges are also presented in the consideration of “emoluments of the 

owners in the form of cash and non-cash benefits … such as … family labour and 

overhead subsidies through the use of domestic facilities” (Andrew et al. 2001, p.21-22). 

It is these challenges and the way success is interpreted that has prompted Andrew et 

al. (2001, p.21) to term their “different survival logic” as “lifestyle economics”. 

 

2.6.7 Business Growth 

Firm growth is often regarded as commercial ‘success’ and deemed desirable for 

economic development. Growth tends to represent an increase in employment, 

stimulating regional economic development. This is often the reason for the literature 

and policy fixation on small business growth (Morrison et al. 2003). However, growth’s 

relevance to SMTEs is questionable, given their unique lifestyle motivations and 

measures of success. Yet this is where many policy initiates are perhaps falling short, 

as owner-managers do not necessarily wish for their business to grow. This section will 

further explore the reasons for small tourism businesses’ ‘non-growth’, which present 

challenges for business development assistance. 

 

The multitude of literature on small firm growth and its determinants have all recognised 

that the “common, dominant thread woven through these characteristics … is the 

human factor of the owner-manager” (Morrison et al. 2003, p.418). For example, 

Komppula (2004) and Mazzarol (2005) acknowledge that the owner-manager’s 

personality, goals and influence on the development of their business are important in 

understanding SME growth. Morrison et al. (2003) identified three major determinants of 

SME growth; ability, need and opportunity. These not only determine whether a firm 

grows, but also the owner-manager’s motivation for growth, where all three must be 

present. Perren (1999) recognises that the owner-manager’s desire to succeed is a 

prominent influence upon growth motivations. Storey (1994) asserts the owner-

manager’s characteristics as a driver of firm growth, and these characteristics can be 

identified prior to business start-up. Although small business growth “represents a 

complex matter and is multidimensional in scope and character” (Morrison et al. 2003, 

p.418), these studies have indicated the owner-manager’s important influence upon 
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their business’ growth. This influence is most commonly identified in terms of their 

motivations, personality and/or ability. 

 

This chapter has discussed the owner-manager’s motivations and their desire for growth 

is an appropriate illustration of how these motivations directly affect the business’ 

orientation and operation. Growth does not often align with owner-manager’s 

motivations for business entry. For example, lifestyle means the owner-manager 

“chooses not to grow … due to satisfaction with a small-scale operation that delivers low 

stress and an easier life” (Mazzarol 2005, p.2). ‘Non-growth’ may also be the 

perpetuation of an “anti-business ‘hobbyist’ approach” (Morrison et al. 2003, p.419). 

Furthermore, they may be attributed to a need for independence and control, which a 

growth strategy may threaten, particularly when the need for employing staff arises 

(Morrison 1997; Mazzarol 2005). As such, once a business is delivering a satisfactory 

level of income to allow the continuation of their desired lifestyle, it is considered 

successful and growth therefore unnecessary (Webster 1998), which Andrew et al. 

(2001, p.21) term ‘satisficing [sic] economics”. 

 

Additionally, the owner-manager’s ability to successfully grow a firm is also an important 

factor, as many authors have identified and business assistance often attempts to 

address. For example, constrained managerial competencies, a narrow skills base and 

inadequate strategic planning are attributed to an owner-manager’s inability to grow a 

firm (Morrison et al. 2003; Mazzarol 2005). However, the owner-manager’s personal 

awareness of this skill deficiency also acts as a disincentive to aim for growth (Morrison 

1997; Mazzarol 2005). 

 

Other external factors contribute to small tourism firm’s propensity for non-growth, which 

affect the owner-manager’s motivation to grow. These include the difficulty in attracting 

or employing additional staff, insufficient market demand, loss of product differentiation 

based around their ‘smallness’, securing the capital required for expansion or obtaining 

a return on the investment (Morrison & Teixeira 2004a; 2004b; Komppula 2004; 

Mazzarol 2005; Dale & Robinson 2007). 
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Therefore, despite small-firm specialists’ preoccupation with business growth and the 

assumption this equates to success (Marsden & Forbes 2003), it could be concluded 

that only a “minority of businesses … have aspirations to grow” (Morrison & Thomas 

1999, p.150). These non-growth aspirations are often a direct result of their motivations 

and business goals. Although they do not face the challenges associated with growth, 

SMTEs have an alternative set of challenges to overcome. 

 

2.6.8 Centrality of the Owner-Manager 

One of the consequences of growth avoidance is that the owner-manager remains 

central to the business. The “complex commercial ‘marriage’” (Morrison & Teixeira 

2004a, p.169) is one reason why such businesses operate as they do, as their human 

dimensions are embedded in the organisation. The owner-manager is the “dominant 

factor in the process of developing new ideas” (Peters & Buhalis 2004, p.409) and they 

do not delegate responsibility to others (O’Gorman 2000). This high degree of 

centralisation means a business will often reflect the owner-manager’s personality, 

characteristics and values (Gibb & Scott 1985; Curran 1996; O’Gorman 2000; Morrison 

et al. 2003). As Beaver and Lashley (1998a, p.224) recognise; 

The management process is characterized by the highly personalized 
preferences, prejudices and attitudes of the firm’s entrepreneur, owner and/or 
manager. The nature of managerial activity expands or contracts with the 
characteristics of the person fulfilling the role(s). Such expansion or contraction is 
partly conditioned by the adaptive needs of the context in which the business 
operates, and is partly dependent upon the personality and needs of the owner, 
manager or entrepreneur. … The small firm management process cannot be 
separated from the personality set and experience of the key role player … [and] 
organization structures … are likely to develop around the interests and abilities 
of the key role players. 

 

However, it has also been argued that a personality’s ‘plurality of selves’ influences their 

behaviour and decisions, as a “number of competing and conflicting influences which 

may cause dissonance”, possibly leading to unpredictable or erratic behaviour (Beaver 

& Lashley 1998b, p.148). 
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Multiple Roles 

An owner-manager is not just central to the business in terms of their influence of 

personality, attitudes and values, but also simply because they are performing all tasks 

the business requires (Curran 1996; Beaver & Lashley 1998b; O’Gorman 2000; 

Morrison & Teixeira 2004a). This includes everything from day-to-day operational duties 

to more managerial functions such as accounting and planning (O’Gorman 2000; 

Morrison & Teixeira 2004b). Being a ‘jack of all trades’ (Travel, Tourism & Leisure 

Group 1996) is a result of their small size and few staff and perpetuated by their non-

growth aspirations. Furthermore, owner-managers are not inclined to contract out tasks 

or employ the use of consultants, as it is not financially viable or they wish to retain 

control of their business (Curran 1996; O’Gorman 2000). Because of the wide range of 

functions the owner-manager has to fulfil, to successfully operate such a business the 

owner-manager needs to have a wide range of skills and competencies (Beaver & 

Lashley 1998a). This further contributes to their skill poverty and “unless managers 

have most of these basic skills, managing the business will become more difficult, prone 

to increasing problems and potential failure” (Travel, Tourism & Leisure Group 1996, 

p.4). However, addressing these deficiencies becomes a low priority as their constant 

multi-tasking and “enormous amount of operative work load” means they are 

continuously “fire-fighting” problems in the business (Peters & Buhalis 2004, p.408).  

 

2.6.9 Time Constraints and Strategic Planning 

The owner-manager’s high degree of operational involvement and ‘fire-fighting’ can be 

attributed to the commonly expressed concern about severe time limitations (Miciak et 

al. 2001; Beeton & Graetz 2001; Peters & Buhalis 2004; Morrison & Teixeira 2004a). 

Time has been identified as a valuable resource, insofar that “as a strategic weapon, 

time is the equivalent of money, productivity, quality and even innovation” (Stalk 1991, 

p.40). In combination with limited time, however, is how little the businesses are 

separated, physically and otherwise, from the owner-manager’s personal life. This could 

be in terms of premises being on their personal property, the nature of work, such as a 

twenty-four hour service and their personal attachment to the business (Morrison & 

Teixeira 2004a). 
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Regardless, this time shortage and “managerial overload” (Curran 1996, p.4511) are 

seen as major growth inhibitors and serious constraints to development (Peters & 

Buhalis 2004). Subsequently, they can increase the owner-manager’s influence of the 

personal judgement on business development and reduce the propensity to undertake 

business planning, or other business development activities such as business training 

(Gibb & Scott 1985; Curran 1996; Beeton & Graetz 2001; Peters & Buhalis 2004; Dale & 

Robinson 2007). Rather, owner-managers feel their time can only address the day-to-

day operations that the business demands and they rarely “refrain from the daily 

business to refresh their thoughts and to perform some long-term business 

development” (Peters & Buhalis 2004, p.408). Therefore, a short-term view is taken at 

the expense of formal business or strategic planning, as studies earlier identified the low 

propensity owner-managers have to undertake such processes (Travel, Tourism & 

Leisure Group 1996; King et al. 1998; Page et al. 1999; Friel 1999; O’Gorman 2000; 

Stoke & Aitken 2003; Ateljevic & Doorne 2004; Peters & Buhalis 2004; Dale & Robinson 

2007). With time in scarce supply, owner-managers must prioritise and the pressing, 

day-to-day activities appear to have the greatest need (Gibb & Scott 1985).  

They had little or no time for planning or ‘strategic’ decision-making … none of the 
owners interviewed used the term ‘strategic’ to describe their decision-making 
practices, while some even gave an indication that ‘strategic’ management, 
decision-making, and long-term planning were activities which benefited only 
large organizations (Byers & Slack 2001, p.32). 

 

Formal planning is instead replaced with informal methods, if anything (Gibb & Scott 

1985; Mazzarol 2000). Informality is indeed another endemic characteristic of small 

tourism businesses, in that “decision making … [is] a highly informal and ad hoc 

process” (O’Gorman 2000, p.283). An informal approach is not only characteristic of 

planning processes, but of general management style (Shaw & Williams 1997). 

However, Nilsson et al. (2005, p.592) advocate that a formalised strategic plan “is a 

significant instrument … since it forces the entrepreneur to understand what is going on, 

how to progress and how to crease milestones to benchmark achievement. Such a plan 

should also offer a conscious choice as to development possibilities”. Based upon this 

argument, Chapter Three further explores strategic and business planning, formal and 

otherwise, in the context of small businesses. 
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2.6.10 Cooperation 

It has been widely recognised that small tourism businesses are not known for their 

willingness to share or cooperate with other organisations (Peters & Buhalis 2004; Friel 

1998; Ateljevic et al. 1999; O’Gorman 2000; Ateljevic 2004; Dale & Robinson 2007). 

This is in terms of inter-firm cooperation, where businesses of the same sector, 

destination network or cooperate for mutual benefit. Industry cooperation can also be 

thought of in terms of relationships with government tourism organisations, such as 

Tourism New Zealand (Ateljevic et al. 1999). There are a number of reasons for this 

trend, despite researchers’ continual claims of the value cooperation can bring such a 

resource poor firm (Morrison 1994; Morrison 1998b; Peters & Buhalis 2004). However, 

Peters and Buhalis (2004) noted that for family firms especially, an unwillingness to 

cooperate is a result of the need to retain control within the family. Meanwhile, Nillsson 

et al. (2005, p.594) describe the “usual integration dilemma … [where] … the more 

experienced entrepreneurs, who already had networks in the tourist industry, wanted to 

progress more hastily than the others, who needed more time and information to absorb 

what was happening”. However, a lack of cooperation can also stem from owner-

manager’s initial desires for autonomy, control and avoiding reliance upon others, and 

despite the many proponents of cooperation, these desires take precedence.  

 

However, the importance of informal, social networks has been identified, especially 

considering the role of SMTEs in local communities. Rather than forming around the 

business community, these networks can involve pressure groups, sporting, recreational 

or social clubs or cultural, heritage and environmental associations (Ateljevic et al. 

1999). As recognised by Ateljevic et al. (1999, p.19) “tourism activity is, in many cases, 

recognized as a part of the wider, social relations in a community setting”.  

 

The utilisation of formal networks has been encouraged, however, as much opportunity 

for destinations and businesses have been identified where resources are pooled, 

gaining leverage through cooperation (Morrison 1994; Friel 1998; Morrison 1998b; Dale 

& Robinson 2007). In particular, inter-firm cooperation for marketing purposes is 

identified as an “answer” to overcome many of their difficulties as it said to provide 
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“networking opportunities; certain economies of scale; professional marketing expertise 

and strategy; technology and distribution networks; educational and training support; 

and pooled financial resources” (Morrison 1998, p.194). In New Zealand, this could be 

through the means of district tourism organisations (DTOs), promotion groups and 

subscriptions to regional tourism organisations (RTOs). However, based on the 

assumption that a network is formalised when a business commits finance, the line 

between formal and informal networks may be a difficult one to cross. This is in terms of 

contributing often limited financial resources to a consortium or network, which could be 

difficult as owner-managers may not easily see the value of such expenditure. The 

difficulty in attracting formal membership may also stem from the owner-manager’s 

need for autonomy and individuality, meaning that they may not want to rely on such a 

group to market their business. 

 

So far, Section 2.6 has detailed the evolution by which SMTE owner-managers follow, 

from before they enter the business to their reasons for starting one, their subsequent 

business objectives and the ways in which the business is then operated. 

 

2.6.11 Vulnerability and Development Constraints 

The discussion has now led to the common situation these businesses are left in. Often 

through their start-up motivations, inherent characteristics and operating choices, 

SMTEs are vulnerable to external influences (Morrison 2002). Some may argue that 

their many developmental constraints are also, to an extent, self-determined in that 

“ironically, the small scale of operation, the essence of its vibrancy, also acts as a 

severe and debilitating constraint to development with potential negative implications for 

the quality and consistency of the wider regional product” (Ateljevic & Doorne 2004, 

p.5). Regardless, SMTEs’ “traditional dominant position in the industry … is becoming 

polarised” (Morrison 2002, p.7). These constraints justify the arguments for a more 

strategic approach as well as business assistance (Shaw & Williams 1997; Morrison 

2002). 
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2.7 Conclusion 

Chapter Two has examined the SMTE literature relevant to this research. SMTEs are an 

important sector, as they form a substantial part of the tourism industry. They also play 

a significant role in the traveller’s experience, whereby they can represent how a 

destination is perceived. SMTEs are also important vehicles of regional economic 

development, particularly where other industries experience decline. 

 

It was reported, however, that SMTEs can be troubled businesses. They are 

characterised as being resource poor, not only in terms of finances, but also most 

critically in terms of skill resources. To understand this vulnerability, it is important to 

recognise the evolution of the key player – the owner-manager. This person(s) is 

motivated by lifestyle to start their business. Consequently, lifestyle becomes a business 

objective and the small size of the business is important in achieving this. In remaining 

small, the owner-manager is required to undertake most, if not all, of the tasks the 

business requires. This results in significant time shortages and managerial overload. 

Therefore, a short-term reactionary approach is often taken at the expense of strategic, 

long-term planning. 

 

Chapter Three discusses the second area of literature examined as part of this 

research; strategic planning. This is then followed by a review of the business 

assistance literature, as relevant to SMTEs, to fully inform this study. 
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Chapter Three: Strategic Planning and Business 
Assistance 

 

3.1 Introduction 

Chapter Two has highlighted that SMTEs tend to not engage informal planning 

processes, despite wide advocacy that these measures help overcome their inherent 

difficulties. Having identified SMTEs’ characteristics, this chapter closer examines 

strategic planning in a SMTE context. This includes the meaning of strategic planning, 

associated terms and its application to SMTEs. Wider SME literature was consulted as 

the SMTE research in this area is limited. The traditional planning models present a 

rational, deliberate approach to planning. However, rejected for being overly prescriptive 

and inflexible, alternative approaches are considered more relevant for smaller 

businesses. These include emergent strategies as well as informality and the role of 

decision-making. Finally, although limited literature exists in this area, the affect lifestyle 

motivations may have upon SMTEs’ strategies is discussed. 

 

In addition to strategic planning this chapter also examines the role of government and 

other organisations can play to support small tourism businesses (Section 3.3). This is 

in terms of general business support as well as support specifically aimed towards 

strategic planning. Incongruent goals of both parties plague assistance efforts towards 

SMTEs. While governments’ rationale for offering assistance includes employment and 

economic development, as achieved by business growth, SMTEs are instead driven by 

other goals. These include lifestyle and non-growth. These differences can result in 

misdirected support initiatives, whereby owner-managers are encouraged to operate 

their business in a way they do not wish to. The lifestyle aspirations of business owners 

may also influence support agencies’ perceptions of these firms, deeming them 

unprofessional and therefore incapable of successfully operating a small tourism 

business. This clearly points to the need for a greater understanding of these 

businesses, so assistance programmes can be fully informed and appropriately 

targeted. 
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3.2 Strategic Planning 

3.2.1 History of Strategic Planning 

The term ‘strategic’ originated from planning processes in the military. It since emerged 

as its own business discipline with broad applications to many industries and functions 

(Kay 1993; Marsden & Forbes 2003). In a business sense, strategic planning “arrived on 

the scene in the mid 1960s with a vengeance” (Mintzberg 1994, p.12), with Ansoff’s 

(1965) Corporate Strategy text. Goal and objective setting, external and internal 

analysis, strategic alternative identification, decision-making and implementation were 

the fundamental steps to strategic planning during this time. In the 1970s, strategic 

planning evolved with the sophistication of these steps, including diversification as a 

strategic choice and portfolio planning4. The 1980s saw “concentration on the core 

business and the development of less analytical, more people-oriented approaches to 

management” (Kay 1993; p.337), with academics such as Michael Porter who 

pioneered the ‘five competitive forces’ model for industry analysis5 (1980) and generic 

strategies to achieve sustainable competitive advantage6 (1985). Porter also advocated 

the use of positioning within a market, industry and the wider environment to achieve 

“strategic fit with the environment and gain a competitive advantage over rivals” 

(Marsden & Forbes 2003, p.44). Other notable work in this field include Ansoff’s 

alternative strategic directions 7  (1965), Mintzberg’s ‘Five Ps for Strategy’ 8  (1987), 

Hamel’s (1996) Strategy Revolution and Hamel and Prahalad’s (1989) strategic intent. 

These texts have been very influential in business management and strategic planning 

literature. However, their applicability to small business, and small tourism businesses, 

is questionable. 

 

 

                                                 
4 For example the Boston Consulting Group (BCG) Growth-Share Matrix and General Electric Matrix 
(Phillips & Moutinho 1998). 
5 (i) Threat of new entrants (ii) Bargaining power of suppliers (iii) Bargaining power of buyers (iv) Rivalry 
among existing industry firms (v) Threat of substitute products. 
6 (i) Overall cost leadership (ii) Differentiation (iii) Focused (cost or differentiation based). 
7 (i) Market penetration (ii) Product development (iii) Market development (iv) Market diversification. 
8 (i) Plan (ii) Ploy (iii) Pattern (iv) Position (v) Perspective. 
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3.2.2 Definition 

There is a wide range of definitions and meanings of strategic planning, none of which 

are agreed upon as uniformly appropriate. It must be recognised that many terms are 

used in this field. Depending on the author and context, these terms may or may not 

display different meanings. For example, Phillips and Moutinho (1998) recognise the 

interchangeable use of ‘strategic management’ and ‘strategic planning’, while ‘business 

planning’ and ‘strategic thinking’ are also used in a similar fashion. Meanwhile, Hannon 

and Atherton (1998, p.111) acknowledge that; 

there is no attempt to conceptualise clearly, and hence define the processes of 
business planning and strategic planning - nor is there a clearly agreed common 
definition for a business plan (as opposed to, say an operational plan, a 
marketing plan, a strategic plan etc) that is used by different studies. 

 

Table 3.1 (over) identifies a range of definitions of common terms in the strategic 

planning and management field. This table reveals some key points in attempting to use 

definitions in this subject area. Firstly, the literature is far from reaching a common 

definition or understanding of these terms, making comparison and consolidation 

between studies difficult. Secondly, Table 3.1 indicates the relationships present 

between these terms. For example, based on Pleitner’s (1989, p.70) definition of 

strategic management; “management in pursuit of and on the basis of strategy”, it is 

obvious that ‘a strategy’ precedes, or is the most basic unit of, ‘strategic management’. 

It has also been stressed that although “strategic management is often taken to be an 

alternative to planning … strategic management [in fact] includes planning” (Pleitner 

1989, p.70). Thirdly, the table highlights that from the literature reviewed, ‘strategy’ is 

the most common, and therefore possibly the easiest, term to define. This may be due 

to it being a discrete, identifiable outcome of strategic management, rather than a less 

easily identifiable process or orientation. As mentioned, it is also the most basic unit of 

the other terms. Interestingly, despite its common usage, ‘strategic planning’ was not 

often defined, making it more ambiguous than the other terms. Gibb and Scott (1985, 

p.598) bring attention to the difficulties of defining this term, as doing so effectively 

requires; 
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Table 3.1  Definitions used in the strategic planning field 

Strategy 

Asking two questions: ‘What business(es) should we be in?’ and ‘How do we compete in a given business?’ 
(O’Gorman 2000, p.284) 

How companies might best position themselves in the market, the industry and the wider environment so as to 
achieve a strategic fit with the environment and gain a competitive advantage over rivals (Porter in Marsden & Forbes 
2003, p.44) 

Broad frameworks of behaviour which guide the company providing both opportunities and constraints for operational 
decision making (Gibb & Scott 1985, p.598) 

A pattern in a stream of decisions (Mintzberg & Waters 1985, p.257) 

Derived from a firm’s goals and is a loose framework or set of guidelines that a tourism firm will follow in order to attain 
their goals (Mountinho 2000, p.259-260) 

The course by means of which a change is effected, specifically a change in behaviour. This course tends to be both 
comprehensive and long-term (Pleitner 1989, p.70) 

A rational process of deliberate calculation and analysis, designed to maximize long-term advantage (Lee 1995, p.159) 

An action a company takes to achieve one or more of its goals (Marsden & Forbes 2003, p.34) 

The determination of the basic long term goals and objectives of the enterprise and the adoption of courses of action 
and the allocation of resources necessary for the carrying out of these goals (Chen 1998, p.62) 

Match or alignment between its external environment and its internal structure and processes (Fredrickson & Mitchell 
1984, p.399) 

Choosing to perform activities differently than rivals do (Porter 1996, p.64) 

Strategic Management 

The process of examining both present and future environments, formulating the organization’s objectives, and 
making, implementing and controlling decisions focused on achieving these objectives in the present and future 
environments (Chen & Olsen 1990, p.207) 

The way in which managers develop strategies (Marsden & Forbes 2003, p.34) 

Developing and utilizing the strategy which is to guide the organization’s operations (Payne, Kennedy, Blair & Fottler 
2005, p.28) 

Strategic Planning 

Systematic and formal approach to establishment of these broad guidelines as a basis for operating plans (Gibb & 
Scott 1985, p.598) 

Second-order change. The firm rejects its self-imposed shackles and dares to consider new options (Moyer 1982, p.8-9) 

The development of a long-term plan that best utilizes the resources of an organization within the domain of the 
organization’s mission (Mountinho 2000, p.262) 

Strategic Decision-Making 

Fundamental choices for the long-term development of the organization (Moutinho 2000, p.262) 

Those which set the future direction for the firm, define the match between the organization and the environment, or 
reflect the pattern of the firm’s investments (Chen 1998, p.62) 

The long-term direction of the organization as a whole (Marsden & Forbes 2003, p.124; Byers & Slack 2001, p.124) 

Patterns of behavior that develop in organizations, and as such can withstand the turnover of personnel as well as 
some variation in the actual behaviors people contribute (Fredrickson & Mitchell 1984, p.400) 
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making judgements about a number of factors including the degree of 
formalization necessary; the role and capability of forecasting as a basis of 
planning; the necessary time horizon; the degree of flexibility to be built into the 
process; the management of the process; and the techniques associated with 
bringing it about. 

 

Finally, Table 3.1 also supports the claim of interchangeable use between the different 

terms, as no clear difference between them is apparent. Although this thesis does not 

intend to give a conclusive definition of these terms, it is still necessary to identify the 

main elements of strategy and associated terms according to the literature presented so 

far. With no distinct differences in meaning, conceptualising these terms in conjunction 

with each other is considered appropriate. As such, four key elements have been 

identified from Table 3.1, namely; 

- The achievement of goals and/or objectives, to bring about success 
- Examination and fit with the external environment 
- Examination and fit with internal capabilities 
- Chosen course(s) of action 

 

This is analogous to the many models of strategic management or planning, such as 

Figure 3.1 (over). These tend to simplify and condense the process into an easily 

conceivable concept for the many ‘how to’ guides available. As a result, models such as 

these are used widely throughout the literature. 

 

It must be asked whether the above ‘how to’ prescriptive models are appropriate for all 

businesses and situations, including small tourism businesses? In response to this 

simplistic view on strategic planning, the literature has discussed strategic planning with 

more complex, and somewhat unresolved, perspectives. For example, many stress that 

it is a process of action, not just a written plan; “this course … involves more than 

planning, which is, after all, a separate and quite different matter from the 

implementation of a plan” (Pleitner 1989, p.70). Some believe that strategy is not just a 

process but should more be a way of thinking, or even a quest. For example, Hamel 
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(1996, p.70) claims “strategic planning isn’t strategic …. In the vast majority of 

companies, strategic planning is a calendar-driven ritual, not an exploration of the 

potential for revolution”. Furthermore, Hamel and Prahalad (1989, p.64) put forward 

‘strategic intent’, which is  

more than simply unfettered ambition … [it] encompasses an active management 
position that includes: focusing the organization’s attention on the essence of 
winning; motivating people by communicating the value of the target; leaving 
room for individual and team contributions; sustaining enthusiasm by providing 
new operational definitions as circumstances change; and using intent 
consistently to guide resource allocations. 

 

On the whole, the true nature of strategy is thought to be “much more complex than the 

prescriptive, rational planning model would lead us to believe” (Marsden & Forbes 2003, 

p.34). This has lead to two schools of thought in the strategy literature; deliberate and 

emergent approaches. 

 

Define the firm’s mission

Conduct a SWOT analysis

Formulate specific goals

Define the strategic options

Conduct a portfolio analysis

Phase One

Phase Two

Phase Three

Phase Four

Phase Five

Figure 3.1  Strategic management model 



 

 58

Traditional, deliberate planning models are typically associated with “explicit, highly 

rational, long-term planning process aimed at the development and growth of the 

business” such as Ansoff’s 1965 text. However, these processes are criticised for being 

inflexible and forecast-obsessed. One of the more vehement opponents, Mintzberg 

(1994, p.15-16), contends that such approaches’ reasoning has fundamental flaws; 

“How in the world can any firm know the period for which it can forecast with a given 

accuracy, let alone be so sure of doing the forecasting itself?! How, in other words, can 

predictability be predicted?” The rational approach is therefore accused of “being the 

manifestation of a calculating/reductionist style of management … [or a] detached 

formalism” (Morrison et al. 1999, p.189). 

 

On the other hand, it is argued “not all planned strategies are realised because of 

ineffectiveness in implementation and/or because of unanticipated changes in the 

external environment” (Marsden & Forbes 2003, p.38). As a result, emergent strategies 

evolve over time “as a consequence of decisions influenced by negotiation and political 

activity among managers, and/or the impact of culturally established routines, or even 

from chance events” (Marsden & Forbes 2003, p.38). It is this latter planning 

perspective that has been deemed more relevant to small businesses (Curran 1996; 

Marsden & Forbes 2003). As such, a field of literature that examines strategic planning 

specific to small businesses has emerged. Being that similar literature does not exist in 

relation to small tourism businesses, the following section is informed by this SME 

literature, utilising tourism literature where possible. 

 

3.2.3 Small (Tourism) Businesses and Strategic Planning 

Small and medium tourism firms should not be conceptualised as ‘mini-large’ tourism 

firms (Thomas 2000; Dale & Robinson 2007) as they demonstrate quite different 

characteristics, such as their level of operational involvement and the multi-tasking role 

of the owner-manager. Despite this, some researchers, particularly those in the field of 

strategy, tend to automatically apply large firm concepts to small businesses without 

consideration of these unique characteristics. However; 
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as early as 1959, Penrose observed that because small and large firms are as 
different from each other as is a caterpillar from a butterfly, it makes little sense to 
apply generalisations developed in the study of large organisations (Marsden & 
Forbes 2003, p.35). 

 

Is Planning Beneficial? 

Being that it is more “appropriate to examine the management of small firms in a 

manner that recognises their distinctiveness” (Thomas 2000, p.347), this section will 

examine strategic planning from the small firm and small tourism firm perspective. 

However, before one can examine strategic planning in a small business sense, it must 

first be asked if it is indeed appropriate to do so. Is strategic planning actually important 

for SMTEs, or would it be better to concentrate research effort elsewhere? This question 

is raised as “there is … by no means universal agreement that planning is either 

necessary or desirable” for small firms (Gibb & Scott 1985, p.598). As Pleitner (1989, 

p.72) highlights, “many small-business entrepreneurs are successful even without 

explicitly practicing the kind of management usually described as strategic”. Indeed, one 

of the leading authors of strategic planning has a number of papers dedicated to its 

pitfalls. Henry Mintzberg (1993) notes that the planning literature is obsessed with 

control, which seems to reflect a fear of uncertainty. He described the attitude towards 

“so-called turbulence” curious, where over a number of decades authors “have been 

inclined to describe their own age as turbulent, so too have they been equally inclined to 

dismiss the previous one as stable” (p.33-34); 

Planning is so orientated to stability, so obsessed with having everything under 
control, that any perturbation at all sets off a wave of panic and perceptions or 
turbulence. Thus when American industry was faced with some serious 
competition from abroad (much like Chicken Little getting hit on the head by an 
acorn), likely due in good part to all those years spent with its collective head 
buried in the sands of “rational” planning, its planners ran around like Chicken 
Little crying, ‘The environment’s turbulent! The environment’s turbulent!’ (p.37). 

 

Therefore, given the argument that small businesses inevitably face turbulence, being 

the vulnerable entities they are, is the study of strategic planning for small tourism 

businesses merely a reflection of the need to control this ‘continual turbulence’? 

Furthermore, does this “obsession with control merely reflect an illusion of control” 

(Mintzberg 1993, p.38) and is this the right tool for small tourism businesses to utilise, in 
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an effort to control their uncertain environment? It is these questions that has prompted 

the numerous studies on whether strategic planning is beneficial for small firms, in 

questioning the normative proposition that a positive relationship exists between 

planning and business performance (Gibb & Scott 1985). This relationship is often 

measured in terms of financial performance and although a large number of studies 

exist 9 , it has not been conclusively proved that planning is neither beneficial nor 

detrimental for small firms. As O’Gorman (2000, p.292) notes, “the act of planning 

cannot necessarily be correlated with the success of a business venture. … Similarly, 

the absence of planning cannot be used as the sole explanation of business failure”. 

 

Strategic planning is actually seen as detrimental by some authors. Pleitner (1989, p.72) 

notes that as many entrepreneurs are successful without strategic management; 

ought we then attempt to convert to strategic management even those individuals 
who, up until now, have held their own with the aid of improvisation and intuition? 
Would it not be wrong to make a successful entrepreneur unsure of him or herself 
and thereby undo his or her success? 

 

Furthermore, strategic planning may be excessively rigid, where the adherence to a 

plan may not allow the flexibility and rapid reactions necessary for and inherent to, a 

small business. It must be noted, however, that few authors outrightly claim the 

detriment of planning. For the discipline to have emerged there must be benefits of 

strategic planning. These benefits are apparent when reviewing the definitions in Table 

3.1; 

- Gaining competitive advantage 
- Identifying and exploiting opportunities 
- Long-term direction 
- Efficient resource allocation  
- Fitting in with the external environment 

 

                                                 
9 See Robinson & Pearce 1983; Schwenk & Schrader 1993; McKiernan & Morris 1994; Berman, Gordon & 
Sussman 1997; Hannon & Atherton 1998; Mazzarol 2000; Peters & Buhalis 2004. 
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Written plans are also essential in the attainment of external financial support. 

Furthermore, O’Gorman (2000) notes the benefits planning can bring small businesses; 

- Stating goals and objectives, knowing where the business is going, thus focusing 
staff in their daily work activities 

- Efficient use of manager’s time, with planning indicating and monitoring a small 
number of key success factors 

- Explicit consideration of alternatives for business development 
- Better internal management and staff development as a result of deficiencies 

planning has highlighted 
- Better financial management, resulting from planning’s need for financial 

reporting 
 

Furthermore, Peters and Buhalis (2004) claim that SMEs that undertake strategic 

planning are more successful. Based on these assertions it can be concluded that 

strategic planning is indeed a beneficial activity for small tourism businesses, and it this 

understanding upon which the remainder of this thesis will continue. Although this 

assumption is “a general (normative) proposition” (Gibb & Scott 1985, p.598), it is not 

the intention of this study to determine whether planning is either beneficial or 

detrimental. Rather, it is important to remain aware of the opposing argument. 

 

Informality 

The distinction between formal and informal plans was often made by the above studies 

determining the small firm planning-performance relationship. This raises one factor of 

importance when it comes to small firm planning - how exactly is it classified when 

formal and informal planning activities are considered? Often formal plans are 

distinguished by the existence of a written document and the discussion of strategic 

planning commonly assumes that this process involves documenting a plan; “By its 

nature formal business planning requires organisation, analysis, discipline and a 

willingness to make a commitment (at least to paper) of a particular course of action” 

(Mazzarol 2005, p.1). However, in the case of small businesses, even though “all these 

elements are commonly found within the average entrepreneur” an exception exists in 

terms of the commitment to write down the plan (Mazzarol 2000, p.1). Therefore, for a 

small business’ owner-manager to be considered a planner, are they required to have a 
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written business plan? Similarly, if an owner-manager has goals and strategies by which 

they operate their business, but these are not written to paper, does this mean they are 

not a planner? 

 

In the attempt to distinctly characterise formal planning from informal planning, 

Robinson and Pearce (1984, p.136) note that this in itself is difficult; 

what specifically does ‘informal’ mean? In what specific ways should small firm 
planning systems work to achieve the appropriate level of informality? Does the 
answer vary by firm, location, entrepreneurial characteristics or other means? A 
major theme found in the small firm planning literature is the need for informal 
planning practices. As the above question suggests, very little is really known 
about the formality/informality continuum in effectively designing small firm 
planning processes. 

 

What constitutes informal planning is difficult to distinguish and the appropriateness of 

informality to small businesses is commonly noted (Mazzarol 2000; Mazzarol 2005; 

Marsden & Forbes 2003; Gibb & Scott 1985). This was highlighted in Section 3.2.2 

where emergent strategies, which could be considered somewhat informal, are deemed 

more relevant to small businesses. Conversely, formal and informal approaches are 

also discussed in a manner to encourage small businesses’ reportedly informal planning 

to become more formal, based on the assumption that the latter is more appropriate and 

beneficial (O’Gorman 2000). Similar to the planning-performance debate, the studies 

that attempt to determine whether informal or formal planning is more beneficial are also 

unresolved (Robinson & Pearce 1984; Schwenk & Schrader 1993; Berman et al. 1997). 

What needs to be noted here, however, is that informality is an important component of 

small firm strategic planning and is a suitable focus in this research. 

 

The Role of Decision-Making 

In line with informality, decision-making is also another factor examined in the study of 

small firm strategic planning, as can be identified by some of the definitions in Table 3.1. 

For example, Byers and Slack (2001, p.122-127) argue that “decision-making is the 

most significant activity engaged in by managers” and is greater reflection of a small 

firm’s strategic orientation, rather than “traditional, rational, and linear form of strategy 
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which use formal, written plans”. Therefore, in the study of small tourism businesses’ 

strategic planning, perhaps it is more suitable to focus attention towards owner-

managers’ decisions, rather than what is written to paper, as “planning can be thought 

of as any reflective activity which precedes the making of decisions” (O’Gorman 2000, 

p.291). 

 

In this light, the owner-manager is the agent of a key component of small firm strategic 

planning, this key component being their decisions. One must again recognise the 

owner-manager’s pivotal role in the business. With strategic planning being seen as a 

form of decision-making, it is typically one person that makes these decisions in a 

SMTE. Therefore, strategic planning is highly contingent upon the owner-manager 

(Pleitner 1989; O’Gorman 2000; Curran 1996; Beaver et al. 1998; Dale & Robinson 

2007). A firm’s strategy may “be a product of one person’s mind, albeit shaped by 

history [and] current management ideologies” (Morrison et al. 1999, p.193). It is also 

through the owner-manager’s own determination whether planning occurs at all, 

reflecting their attitude and perceived value of strategic planning. Byers and Slack 

(2001, p.124) report that small leisure firm owners are “sceptical of the benefits and 

validity of strategic management and decision-making” who view these processes as 

unnecessary or irrelevant. Therefore, in consideration of the substantial amount of 

literature on small businesses and strategic planning, what is it that determines this 

attitude? Ateljevic (2002, p.58) has raise this question, highlighting the need for 

understanding of “the reasons that influence the owner/manager’s decision for or 

against planning”. 

 

Lifestyle and Strategic Planning 

Although the preceding discussion has integrated the generalist management SME 

literature, specific considerations must be made to small and medium-sized tourism 

businesses. The impact lifestyle has on strategic planning is an excellent illustration of 

the large role the owner-manager has on strategic planning. Section 2.6.3 highlighted 

how lifestyle motivations attract those who start a SMTE. These motivations, such as 

living in a desirable location, family priorities, retirement and leisure/recreation, often 
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transcend into business objectives. The business strategies are undoubtedly affected by 

those motivations and objectives (Dewhurst & Horobin 1998; Beaver et al. 1998a; Byers 

& Slack 2001; Getz et al. 2004; Dale & Robinson 2007). Although those who work for 

any type of organisation have their own, personal objectives (including lifestyle), 

SMTEs’ lifestyle motivations affect the business more so than larger organisations; 

Given the personal connection between a small business and its owner, the 
association between firm and owner is more intimate than it is between the 
shareholders and a large business (Storey 1995). 

 

The owners’ business objectives are strongly influenced by their personal values 
and social aspirations simply because there is little distinction between 
‘professional’ and ‘personal’ objectives (Byers & Slack 2001, p.125). 

 

Dewhurst and Horobin (1998, p.32) have examined this translation of lifestyle goals, into 

lifestyle-oriented strategies, conceptualising it as seen in Figure 3.2 (over). They 

acknowledge that “the owner-manager [is] the major strategic policy maker within the 

firm and so … it is these [lifestyle] goals which reflect the aspiration of the owner”. One 

way in which these ‘lifestyle-oriented strategies’ can be manifested is by purposely 

avoiding business growth, as discussed in Section 2.6.7 (Webster 1998). 

 

As some argue that lifestyle motivations affect a business’ goals and strategies, others 

argue (or perhaps assume) that lifestyle motivations result in no strategic or business 

planning (Getz et al. 2004). This assumption is reflective of these businesses being 

viewed as unprofessional (Hall & Rusher 2001). However, while Byers and Slack (2001, 

p.130) found that although such lifestyle owners “were constrained in their tendency to 

practice strategic decision-making …. a cause and effective relationship between the 

‘hobby motive’ [as a form of lifestyle] and lack of strategic planning … can not be 

implied”. Yet, as Section 2.7.2 outlined, this strong motive has an impact upon the 

business. Therefore, given that ‘lifestyle economics’ exist (Andrew et al. 2001), to what 

extent do ‘lifestyle strategies’ exist? 
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Lifestyle not only affects the strategies the business pursues but also the desired 

outcomes. As outlined in Section 2.6.6, SMTEs’ lifestyle motivations translate into 

unique measures of success. These include the ability to balance personal or family life, 

maintain job satisfaction, retain control and flexibility or attain a certain quality of life 

(Andrew et al. 2001; Kompulla 2004). However, the prescriptive strategic planning 

model does not incorporate these unique measures of success, as they entail both 

personal and business objectives. This further highlights the unique circumstances in 

which SMTEs may plan strategically. 

 

The same applies to business growth. Section 2.6.7 highlighted that SMTEs may 

purposely avoid growth, as a means to protect their desired lifestyle (Morrison et al. 

2003; Mazzarol 2005; Morrison 1997). However, this is often at odds with what strategic 

planning aims for (Curran 1996). This further questions whether strategic planning, in its 

traditional sense, is appropriate for SMTEs. However, Dale and Robinson (2007) 

attribute owner-managers’ desire to remain small the reason why they reportedly do not 

 

A 
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Lifestyle-
oriented goals 

Commercially 
oriented goals 

Commercially 
oriented strategies 

for success 

Lifestyle-oriented 
strategies for 

success 

Figure 3.2  Model of owner-manager tendencies 
(Source: Dewhurst & Horbin 1998) 
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plan. In making this assertion, it is assumed that strategic planning and business growth 

must go hand-in-hand. 

 

There is limited research on the role of strategic planning within small tourism 

businesses. Indeed, as acknowledged by Athiyaman (1995, p.447) “little or no research 

has addressed the strategy-making processes of tourism firms” and since this text was 

published, there still remains little work. However, as this section has highlighted, a 

considerable amount of management literature exists on strategic planning and strategy 

making in small firms. Therefore, in combining these disciplines with the small tourism 

firm literature, it is pertinent to finish this section with a suitable definition of strategic 

management for small tourism firms; 

A dynamic managerial process, which operates within the realities of the market. 
It is about achieving strategic fit between the components of the 
entrepreneur/intrapreneur, organization, and environment, to bring about 
sustained business success (Morrison et al. 1999, p.195). 

 

This definition incorporates “the reality of the entrepreneurial firm … recogniz[ing] that 

decision-making motivation cannot always be assumed to be drive purely by perceived 

economic outcomes, and rational business growth objectives” (Morrison et al. 1999, 

p.195). In addition, it takes account of the dynamic nature of the owner-manager, 

organisation, and environment. With this definition in mind, this research will investigate 

strategic planning specifically within SMTEs, to advance this knowledge further. 

 

3.3 Business Assistance 

Given the argument that business planning is a beneficial activity, it is therefore “clearly 

seen by government as being a ‘vital task’ for small [tourism] firms” (Margerison 1998, 

p.101). This leads the discussion to the role assistance organisations play with respect 

to SMTEs, and specifically how they might influence or assist their engagement in 

strategic planning. 
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3.3.1 General SMTE Assistance 

The rationale for government interest in SMTEs’ performance has already been 

established due to the immense benefits these firms can bring to a regional economy 

and the tourism industry (see Section 2.4). They can be significant contributors to 

regional economies and communities, as well as being integral players in a destination. 

SMTE dialogue often entails the role of government and business assistance. Their 

internal constraints and vulnerability provide further justification for government support 

and ‘intervention’ “to overcome their intrinsic disadvantages and avert failure” (Ateljevic 

& Doorne 2004, p.6). The tourism literature argues that public intervention is necessary 

as SMTEs are occurring in instances of market failure (Smeral 1998; Fleischer & 

Felsentein 2000) from the “high degree of fragmentation in the industry and asymmetric 

information flows” (Wanhill 2000, p.144). These businesses “are not likely to have the 

resources and internal structures to gather and process sector mechanisms which 

generate appropriate business information” (Wanhill 2004, p.63). It is also argued that 

SMTEs have weak power to influence policy (Smeral 1998; Thomas & Thomas 2005), 

where “broader marketing and development decisions are beyond their influence …. the 

STF [small tourism firm] is often simply a reactive micro-management unit relegated to 

second-guessing strategy” (Ateljevic & Doorne 2004, p.19). This weak influence could 

be considered another source of vulnerability, thus providing further reason for 

government support. 

 

SMTEs can be supported in a number of ways, and the real and perceived benefits of 

initiatives are often at the centre of debate. Support can be classified in terms of capital 

assistance, tax concessions, business and management advice, market intelligence, 

training or the establishment of business incubators (Thomas 1995; Fleischer & 

Felsenstein 2000; Wanhill 2004; Getz et al. 2004). Furthermore, more indirect forms of 

support could also be considered, such as destination marketing or industry advocacy. 

 



 

 68

Considering the range of assistance options available to SMEs and SMTEs alike, many 

authors have called for, and endeavoured to attain, evidence of the effectiveness of 

support initiatives10. For example; 

To what extent do smaller businesses who do utilise the support services on offer 
perform better (or worse) than those who do not? … Evaluation of such policies 
must move beyond participation rates and user perceptions and consider possible 
‘displacement’ (the failure of some firms precipitated by the creation of new 
assisted enterprises), ‘additionality’ and ‘deadweight’ (consideration of what 
would have happened anyway in the absence of the policy) (Thomas 1995, p.72). 

 

In these assessments, many implications with providing support have been raised. Most 

of these implications pertain to how relevant, and therefore effective, different forms of 

assistance are (Wilson 2002; Ateljevic & Doorne 2004). There has been claim that some 

initiatives are irrelevant, or “little more than tokenism” (Dale & Robinson 2007, p.48), 

reasons for which are identified in the following paragraphs. 

 

As Chapter Two identified, SMTEs have a number of unique characteristics that 

distinguish them from other business types and industries. Assistance organisations 

may fail to recognise these characteristics. For example, distinctions between small and 

large firms may not be made (Thomas 1995; Ateljevic & Doorne 2004). Furthermore, 

heterogeneity within the different and varied SMTE sub-sectors fails to be recognised, 

frustrating “particular forms of policy interventions or at least not encourage policy 

development that might maximise effectiveness and private sector participation” 

(Thomas 2000, p.351). SMTEs are often supported by agencies “not especially aimed at 

tourism SMEs. Most appear to emerge as part of general strategies for enhancing SME 

competitiveness” (Morrison & Thomas 2004, p.12). Many question this policy, 

considering the unique factors of the tourism industry. As a result, there have been calls 

for “special assistance programs for tourism SMEs outside the framework of general 

small business support” (Fleischer & Felsenstein 2004, p.80). However, even in the 

                                                 
10 See Thomas 1995; Beaver & Lashley 1998a; Ateljevic et al. 1999; Fleischer & Felsenstein 2000; 
Cameron & Massey 2000; Wanhill 2000; Beeton & Graetz 2001; Wilson 2002; Wanhill 2004; Ateljevic & 
Doorne 2004; Fleischer & Felsenstein 2004; Peters & Buhalis 2004; Croy & Hegarty 2004; Nilsson et al. 
2005. 
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case of SMTE-specific initiatives, there still appears to be a lack of understanding of 

SMTEs; 

The extent to which these industry-specific policy interventions have been 
informed by an understanding of small businesses in the tourism industry is 
questionable (Thomas 2000, p.345). 

 

Lifestyle motivations may be one characteristic that challenge assistance organisations’ 

understanding of SMTEs, leading to misinformed support policies. Business support 

organisations have been criticised for failing to recognise or acknowledge the lifestyle 

motivations many SMTEs possess. As Hall and Rusher (2004, p.95) observed; 

comments from members of economic development agencies or tourism 
organizations that such lifestyle entrepreneurs are ‘hippies’ or ‘a danger to the 
industry’ are not uncommon. Many tourism organizations often perceive such 
lifestyle businesses as being ‘unprofessional’.  

 

This disregard is largely due to the conflict of interest that arises; public organisations’ 

objectives are clearly at odds with these business motivations (Cameron & Massey 

1999; Komppula 2004). The rationale for assistance includes economic growth and 

employment generation, which requires profitable and growth oriented businesses. 

However, these business goals may be compromised by owner-managers’ lifestyle 

pursuit. In New Zealand, Hall and Rusher (2004, p.95) noted “that the economic 

development goals of the national tourism strategy may not be the same as some of the 

SMEs that lie at its intended core”. 

 

It is believed, however, that conflict between SMTEs and the public sector is 

unnecessary; “from a NTA’s [national tourism association] perspective, it is not essential 

that small firms should grow and abandon lifestyle goals. Many ‘boutique’ operations 

generate considerable customer satisfaction … through personalised services” (Wanhill 

2004, p.65). The divide between commercial and lifestyle goals can be bridged by 

“demonstrating a substantial degree of complementarity rather than mutual 

exclusiveness between the two goals, namely, that a better business organisation can 

give rise to a better lifestyle” (Wanhill 2004, p.65). 
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SMTEs’ non-growth, as a manifestation of their lifestyle motivations, is a particular area 

of divergence between businesses and the public sector. Economic growth, which 

requires growing businesses, is a consistent goal for most governments, regional or 

national; 

There has been a substantial shift in interest and emphasis in the field of small 
business toward a focus on those with a pro-growth orientation .… evident in 
policymaking [and] the application of small business support. … If small business 
support resources are limited … then the way to maximise results is to apply 
those finite resources only to businesses that meet criteria such as the 
demonstration of growth and employment generation potential (Morrison et al. 
2003, p.417). 

 

Section 2.6.7 highlighted that many of these firms indeed have no aspirations to growth, 

particularly in terms of the number of employees (Morrison et al. 2003; Komppula 2004; 

Mazzarol 2005; Dale & Robinson 2007). Therefore, “the fact that most … businesses 

are not growth-oriented … presents a serious challenge to economic development 

agencies and to destination marketing organizations” (Getz et al. 2004, p.182). With 

governments’ objectives clearly being different to many SMTEs, it could be assumed 

that assistance schemes are redundant, as they emphasise growth. How can these two 

parties successfully engage with each other, when what they determine as success 

differs? On the other hand, should organisations provide support to businesses which 

are not growth-oriented? 

Why assist in the establishment of businesses that have little or no prospect of 
growth because the owners do not want it? Assistance for entrepreneurs … with 
a view to … growth makes a lot more sense (Getz et al. 2004, p.183). 

 

It could be argued that all business owners have a right to a business support service 

regardless of their growth-orientation, particularly if the business support is taxpayer 

funded. There is also the issue of latent growth-oriented owners (Getz et al. 2004). 

Some owner-managers may think growth is not appropriate for their business, without 

being fully informed of its implications. Therefore, only with the right advice and 

assistance may some owner-managers decide to pursue growth. Therefore, a number 

of authors have attempted to identify factors that “contribute to small business growth 

and how these businesses can be reached” (Morrison et al. 2003, p.417). However, 
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challenges exist if the possibly growth-oriented firms still only represent a small 

proportion of the SMTE population. 

 

It has been repeatedly stated that support organisations need to be aware and 

accepting of SMTE lifestyle motivations; 

Tourism and economic development organisations need to develop and embed a 
more supportive policy infrastructure that is cognisant of, and sensitive to, the 
lifestyle motivations and behaviours of owner-managers (Morrison 2002, p.9). 

 

This is justified in the essential role these firms play in many regional economies, as 

they comprise the majority of the tourism industry (Hall & Rusher 2004). Furthermore, 

although a firm may be lifestyle-oriented, latent entrepreneurship may exist which is 

constrained by a number of factors that necessitates support to encourage (Getz et al. 

2004). 

 

Support organisations’ disposition and efforts towards SMTEs are, however, challenged 

by owner-managers’ lifestyle aspirations, which may also affect their desire to receive 

any support. Research has shown that owner-managers tend to resist such services 

(Thomas 1995; Beaver & Lashley 1998a; Wilson 2002; Morrison et al. 2003). This may 

be due to a number of personal reasons, such as autonomy or an antipathy towards 

bureaucracy, government, advice or change. Interestingly, these are all potential 

motivations for someone to start a small business in the first place (Wanhill 2000). This 

resistance could also be a response to the dispositions support agencies may have 

towards SMTEs, in terms of their incongruent goals. Lifestyle entrepreneurs may be 

disinclined to receive support due to the level of dedication they are willing to give, 

especially to an external organisation; “many of the lifestyle-oriented owner-managers 

may be reluctant to make such a commitment, and they may be unwilling to search out 

the support which is available” (Dewhurst & Horobin 1998, p.33). Furthermore, SMTEs’ 

unique measures of success may also be a factor in owner-managers having the 

perception that they do not need support, as they “may lack motivation to go beyond the 

economic boundaries which already generates adequate lifestyle profits” (Andrew et al. 

2001, p.21). This is often in contrast to assistance organisations’ expectations, 
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highlighting SMTEs’ bounded rationality, which will negate any reason for them to see 

assistance (Beaver & Lashley 1998a). Indeed, Dewhurst, Dewhurst and Livesey (2007, 

p.131) found that the lifestyle nature of such firms is “the most fundamental determining 

factor in training orientation”, giving further disincentive for support organisations to 

reach out to these firms. The nature of the sector also presents considerable challenges 

in providing effective support, which is spatially and sectorally diverse. Delivering 

effective support initiatives that will appeal to a large, yet varied, number of businesses 

is difficult (Ateljevic & Doorne 2004).  

 

3.3.2 Strategic Planning Support 

So far, this section has addressed the wider public support arena. The examination of 

the specific strategic planning SMTE support is more difficult because there is a paucity 

of research and dialogue about this area. Perhaps this gap in research is due to the 

difficulty in examining strategic management and planning; 

Academics, management experts and governments in many countries have been 
keen to discover ways in which small business growth can be encouraged. What 
kinds of strategies do successful small businesses use to grow, and, conversely, 
what constraints prevent growth? Attention to the rather more mundane issue of 
the strategies adopted to ensure continuity and survival of the enterprise has 
been very much less despite the fact that this is what commonly occurs in the 
great majority of small businesses (Curran 1996, p.4511). 

 

As addressed in Section 3.2, strategic planning is an holistic approach to management. 

In order to assess this holistic aspect, it is easier to isolate more specific functions of 

operating a business; for example development and training, marketing, information 

technology, environmental scanning and finance (Ahmed & Krohn 1994; Beaver & 

Lashley 1998a; Buhalis & Main 1998; Taylor et al. 1998; Benckendorff 2006), which are 

different from strategic planning. One function that has received attention is entry 

motivations. As these motivations determine business goals and objectives, they could 

be considered a vital component of strategic planning. This area in particular has 

received a considerable amount of attention, as addressed in Section 2.6.3. Few 

authors have considered lifestyle motivations with respect to strategic planning, even 

though the two undoubtedly affect each other. An exception to this, however, is Hall and 

Rusher (2004, p.94) who conclude that “lifestyle is a strategic business objective”. 
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Furthermore, Dewhurst and Horobin (1998) examined ‘lifestyle-oriented strategies’ in 

contrast to ‘commercially-oriented strategies’, as discussed in Section 3.2.3. It appears, 

however, that the dual examination of lifestyle motivations and strategic planning has 

not been greatly discussed in the literature. Perhaps this is due to these motivations 

leading researchers to automatically assume that SMTEs are not, nor could be, 

strategic. If this is the case, support organisations may be biased by the same 

assumption of unprofessionalism. 

 

It is apparent that SMTE owner-managers have biases of their own. For example, 

owner-managers are thought to have “an under-developed or non-existent appreciation 

and confidence in strategic decision-making processes” (Byers & Slack 2001, p.124). It 

comes as no surprise “that a high percentage of small businesses are disinclined to 

access external assistance and advice relative to strategic decision-making” (Morrison 

et al. 2003, p.423). This is attributed to reasons that are relevant for support for any part 

of the business; “owner-manager attitudes and business orientation, lack of awareness 

of possible benefits of such assistance, resource scarcity that makes such services 

financially inaccessible, or perceived benefits that do not justify the costs” (Morrison et 

al. 2003, p.423). 

 

Authors propose that strategic planning is an important component of SMTE support 

and development (for example Peters & Buhalis 2004), but few are specific as to how 

this can be achieved. Although not addressed in this research, it must be asked if 

‘strategic planning’ can be taught? In the true sense of the term, it is an ongoing 

process, a disposition and a way of thinking. Therefore, is it a piece of knowledge that 

can be acquired at a seminar or from using a toolkit? Can only some members of the 

population ‘learn’, or indeed practice, strategic planning? If this is the case, then how 

can support agencies encourage SMTEs to engage in strategic planning? Can it be 

directly taught, encouraged and supported? Alternatively, are governments’ role more 

appropriate in influencing those factors external to the business? For example, Thomas 

(1995) notes that small business policy in the United Kingdom incorporates the creation 

of a favourable economic environment and deregulation. Considering the challenges 
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with providing business support, is it better for governments to ‘support’ businesses by 

these more indirect means? This research examines these questions from the owner-

managers perspectives. 

 

The above questions lead the discussion to an issue that has frequently arisen in the 

SMTE, and SME, literature. The regulatory environment, or compliance costs, is often 

mentioned as a barrier to SMTE performance and development (Ateljevic & Doorne 

2004; Carr 2004; Dale & Robinson 2007). Tourism itself is seen as a heavily regulated 

industry, with compliances such as resource consent, health, safety, fire and the sale of 

alcohol, as well as labour and tax laws (Small Business Advisory Group 2004; Ateljevic 

& Doorne 2004). Not only do these compliances cost financially, but they also affect 

operations in what businesses can or cannot legally do. Costs also include “the time 

taken to complete paperwork” and despite a lack of specialist knowledge, owners are 

expected “to have the capacity to absorb a wide range of information about regulation” 

(Small Business Advisory Group 2004, p.6). The issue of deregulation and small 

businesses is difficult. Thorough evaluation of its impact is exceptionally complex, as it 

must consider the purpose of specific regulations (Thomas 1995). Indeed, regulations 

exist for a reason, but with their collective impact being problematic, how can they be 

prioritised? As Carr (2004, p.50) notes “compliance costs, whilst essential for 

safeguarding social and environmental resources, can restrict a successful 

entrepreneurial environment”. Regardless, it appears that in many instances the 

collective burden compliance costs bring SMTEs is a significant impediment to 

development and success, which in the end means government support policies 

ineffective (Ateljevic & Doorne 2004; Dale & Robinson 2007). 

 

Due to the considerable interest governments have in SMTEs, this section has 

examined their interactions with respect to business and strategic planning support. 

What is apparent that in the sizeable amount of literature on these two parties, support 

offered to SMTEs is often irrelevant and not aligned to their needs (Dale & Robinson 

2007). Their differing goals make the relationship between support agencies and 

SMTEs turbulent, but agencies are often called upon to bridge this gap; 
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The challenge for public policy-makers is to develop strategies for intervention 
that are consistent with public goals yet resonate with the private interests of 
small business operations (Thomas 2004, p.5). 

 

However, in developing these strategies for intervention, agencies need to understand 

just what SMTEs’ private interests are, as “attempts to improve performance and 

managerial expertise within the STF [small tourism firm] sector have often proved 

misguided and misdirected largely due to poor understanding of the issues affecting 

owner/managers” (Ateljevic & Doorne 2004, p.5). In particular, public support 

organisations “require a better understanding of the owner-managers’ goals for success 

and associated business strategies and a tailoring of training provision to match such 

priorities” (Dewhurst et al. 2007, p.140). Based upon the benefits strategic planning can 

bring a small tourism business, this research adds to this understanding by exploring 

their approaches to strategic planning in an effort to effectively target assistance of this 

vital business process. 

 

3.4 Conclusion 

Chapter Three has examined the two remaining literature streams that informed this 

research. The strategic planning literature was used in an attempt to apply it to small 

tourism businesses. Although fundamental to this subject area, the traditional, 

prescriptive planning models are considered inappropriate for SMTEs. Therefore, 

alternative planning approaches were discussed, including emergent strategies, 

informality and decision-making. Finally, lifestyle’s effect on SMTEs’ strategic planning 

was considered, drawing from the limited work in this area. 

 

Section 3.3 raised the issue of support organisations’ role with respect to SMTEs’ 

strategic planning. SMTE business assistance is often challenged by the differences of 

each parties’ objectives. Governments want to encourage employment and economic 

development, which requires profitability and business growth. However, SMTEs are 

more interested in maintaining and protecting their lifestyle. This section highlighted the 

challenges associated with effectively offering SMTE support, identifying the need for a 

greater understanding of these businesses. 
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With this research informed by three literature streams, this thesis continues with an 

outline of the method employed by this research (Chapter Four), followed by the results 

of the study (Chapter Five). Finally, Chapter Six discusses these results in consideration 

of the literature presented in Chapters Two and Three, while Chapter Seven finishes 

with some concluding thoughts. 



 

 77

Chapter Four: Methodology 
 

4.1 Introduction 

Chapter Two investigated SMTE owner-managers’ characteristics and motivations, 

while Chapter Three examined strategic planning in a SMTE context.  This chapter 

outlines the methodology employed in this research. Having explored the literature, it 

outlines the research questions that this study investigates, while also detailing how the 

data was collected to answer these questions and discussing the most appropriate way 

to do so.  It also identifies the challenges associated with conducting this research. 

 

4.2 Research Question 

Strategic planning is considered to be “the most crucial management function [for small 

tourism businesses] because it not only increases the chance of survival, but it also 

affects the level of performance” (Ateljevic 2002, p.55). Governments are also interested 

in strategic planning as a means of improving SMTE performance (Margerison 1998). 

However, a number of sources have identified that SMTEs do not undertake, nor have 

the inclination, to strategically plan for their business (Travel, Tourism & Leisure Group 

1996; King et al. 1998; Page et al. 1999; Friel 1999; O’Gorman 2000; Stoke & Aitken 

2003; Ateljevic & Doorne 2004; Peters & Buhalis 2004; Dale & Robinson 2007). 

 

This research sought to reach a greater understanding of SMTEs’ strategic planning. 

Indeed, Ateljevic (2002, p.58) called for research that investigates “owner/managers 

who consider the formal business plan as being important for their operation, but also to 

explore the reasons that influence the owner/manager’s decision for or against 

planning”. Based upon the proposition that planning is a beneficial activity for SMTEs 

(Gibb & Scott 1985), this research sought to understand the approaches and 

perceptions owner-managers have of strategic planning. This was with the view of this 

research informing the provision of more effective assistance to such firms. 
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Specifically, the objectives of the research were to; 

- Identify SMTE owner-managers’ planning approaches 
- Examine their rationale for these approaches 
- Investigate the perceived value owner-managers have of planning 
- Identify ways in which SMTEs’ planning can be assisted 

 

4.3 Qualitative Research in Tourism 

Stemming from the positivist paradigm, quantitative research has, in the past, 

dominated “almost to the total exclusion of qualitative approaches” (Davies 2003, p.98). 

Positivism’s ontological basis is that one ‘truth’ exists (Davies 2003). Behaviour can be 

predicted once the cause and effect relationships that govern this behaviour are 

determined. Through this lens, the researcher seeks to objectively observe and 

understand this truth or ‘reality’ through hypothesis testing (Jennings 2001). Although 

research methods of this paradigm were well developed and highly regarded, its place 

in tourism research was not always appropriate. Therefore, to answer the questions that 

the positivist paradigm was unable to, qualitative research in tourism has since gained 

prestige (Walle 1997).  

 

Qualitative research can yield powerful research methods, producing rich data 

(Saunders, Lewis & Thornhill 2000). Resting on the view that multiple realities exist, 

qualitative research allows the situation being investigated to guide the research. Given 

that “only the human instrument can grasp interactions of context and the multiple 

realities that are known through tacit understanding”, qualitative research gains in-depth 

understanding by exploring a subject’s context and reality (Riley & Love 2000, p.168). 

 

This research sought to understand owner-managers’ perceptions and approaches of 

strategic planning. However, strategic planning is often thought of in a corporate, large-

firm sense where the prescriptive planning process has clear, measurable business 

objectives. Strategic planning in this sense could be thought of as being more suitable 

for the positivist paradigm, with the rational and uniform process being the one ‘truth’ 

that exists. However, literature outlined in Section 3.2.2 highlighted that this traditional 
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form of strategic planning is perhaps not the most suitable method for all businesses. 

Instead, the pivotal role of the owner-manager presents alternative realities in which 

small tourism firms, and their strategic planning, exist. To uncover these multiple 

realities the needs of this research were guided by the phenomenon being investigated - 

the owner-manager. 

 

Furthermore, SMTEs operate within a unique set of circumstances, as outlined in 

Chapter Two. The affect of these circumstances on strategic planning is not widely 

recognised, yet they need to be considered in this examination. Therefore, to achieve 

the understanding this research seeks, two requirements were incorporated into this 

research methodology;  

- Allowing the subject to construct their own reality, rather than test predefined 
theories or assumptions 

- View the subject not in isolation, but within its wider context 
 

With the ontology of multiple realities, this examination of SMTEs employed a qualitative 

methodology. Sections 2.5 referred to numerous studies that outlined SMTEs’ resource 

poverty, and their resulting vulnerability and failure. Typically, resource poverty has 

been placed within the context of factors that are relatively tangible to the business, 

such as capital. However, often these characteristics are researched and reported in a 

way that does not fully represent the small tourism business, nor does it attribute 

various forms of ‘poverty’ to their greater, more complex causes. To illustrate, Morrison 

and Teixeira (2004a, p.167) argue that overly simplistic approaches have been taken 

when examining small tourism businesses, yet “the intricate weaving of the internal and 

external, objective and subjective, rational and irrational” remain neglected. As this 

realisation has come about, so has the awareness of the “number of gaps in our 

understanding of the issues facing small operators. … These limitations are due, in part, 

to an over emphasis on survey based research” (Nodder et al. 2003, p.1). 

 

However, in consideration of the significant policy interest in small businesses, the 

extent of quantitative techniques used is understandable to ensure policy-makers are 
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adequately ‘informed’ with large sample sizes and measures of reliability and validity. As 

Carter, King and Milne (2004, p.3) recall, “postal questionnaires were commonly used to 

provide basic information on firm types, the birth and death rates of operations and 

small firm performance. Previous work on small operators in the New Zealand tourism 

industry has tended to follow this approach”. Yet Morrison and Teixeira (2004a, p.166) 

note that; 

if enterprise policy is to be effective, formulation needs to be fully cognizant of 
complex business and humanistic impediments to the accomplishment of the 
commercial pursuit of enterprise as viewed through the eyes of the small tourism 
business owner-managers. 

 

The various forms of research poverty discussed in Section 2.5 can attest to the 

possible limitations of quantitative research, as many areas of SMTE study such as 

marketing, ICT and planning have been limited in the extent to which the identified 

deficiencies can be resolved. Employing qualitative techniques can be a more 

appropriate research approach for exploring the reasons behind SMTEs’ characteristics, 

as it allows the closer examination of the important humanistic aspects, such as lifestyle 

motivations and decision-making behaviour. 

 

4.4 Semi-Structured Interviews 

There is the need to understand SMTEs through their own lens and perceptions. 

Therefore, semi-structured interviews were deemed the most appropriate form of data 

collection; 

in an interview conversation, the researcher listens to what people themselves tell 
about their lived world, hears them express their views and opinions in their own 
words, learns about their views on their work situation and family life, their 
dreams and hopes, … to unfold the meaning of people’s experiences (Kvale 1996, 
p.1). 

 

Given that this research wished to study SMTEs ‘in their own words’, a 

phenomenological approach was used. Such an approach sought to understand 

strategic planning from the owner-manager’s own perspective, describing the world as 
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they experienced it, with the assumption that the important reality is what they perceive 

it to be (Kvale 1996). 

 

An important component of phenomenological research is that the subject is described 

thoroughly and accurately, as it is an “attempt at a direct description of experience, 

without any considerations about the origin or cause of an experience” (Kvale 1996, 

p.53). This requires a phenomenological reduction, where judgement and 

foreknowledge is suspended so an unprejudiced description can be acquired. However, 

it is acknowledged that listening without complete prejudice is only an ideal, and 

phenomenological reduction is more so “a critical analysis of one’s own 

presuppositions” (Kvale 1996, p.53). Therefore, in this study, the researcher’s own 

understandings came from the ideas explored in the literature in Chapter Two and 

Three. Prior to this, initial presuppositions were more reflective of the traditional, 

corporate strategic planning outlined. However, the alternative literature to the large-firm 

strategic planning literature quickly refuted these ideals, although this literature in itself 

was largely unconsolidated and still left questions for enquiry. Regardless, the need for 

a research method that acknowledged multiple realities and allowed the subjects to fully 

relive their own experiences was highlighted. 

 

Semi-structured interviews, in which the dialogue was guided by a schedule, were 

chosen for a number of reasons. Although unstructured interviews would have fully 

served the phenomenological approach, for practical reasons semi-structured interviews 

were more suitable while also keeping within a multiple realities paradigm (Riley & Love 

2000). As Kvale (1996, p. 124) advocate, although semi-structured interviews have a 

“sequence of themes … at the same time there is an openness to changes of sequence 

and forms of questions in order to follow up the answers give and the stories told by the 

subjects”. This openness was of particular value in terms of the topic of enquiry – 

strategic planning. Flexibility was vital when determining the elusive strategic planning 

the participant undertook. 
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This method of enquiry also had a number of other advantages. The fluid nature of the 

conversation allowed rapport with the owner-manager to be established, which 

harnessed greater depth in response than a more anonymous form of questioning. 

Furthermore, semi-structured interviews provided a relaxed setting in which the 

interview was conducted. As the results will indicate, a great level of depth and detail 

were collected allowing unique insight into the complex issue of strategic planning. The 

flexibility offered by semi-structured interviews also allowed the interviews to change 

direction, based upon the participants’ responses, while also allowing the clarification of 

answers as the interview progressed. This ensured descriptions remained accurate, as 

required from phenomenological research, and helped the researcher to further 

understand the realities that exist outside beyond her own. 

 

4.4.1 Challenges in Interviewing 

Although they appear to be a deceptively simple method, conducting effective interviews 

pose a number of challenges (Kvale 1996). Despite best intentions, interviewing is not 

an objective method of enquiry. With two or more people involved in the process, their 

interview exchange “leads to a contextually bound and mutually created story” (Fontana 

& Frey 2005, p.696). However, this exchange in itself is not the simple transaction 

Fontana and Frey imply. Interviews are asymmetric in that the “final product is a 

pastiche”, put together by the researcher who is “historically and contextually located, 

carrying unavoidable conscious and unconscious motives, desires, feelings and biases” 

(Fontana & Frey 2005, p.696). Therefore, it is acknowledged that this research lacks 

neutrality. The researcher brings her perspective to the enquiry, which is influenced by 

experience working for a number of SMTEs, but as an employee, not owner-manager. A 

previous study of corporate, strategic management literature also plays a part in the 

researcher’s influence, as acknowledged in the initial presupposition (above). It is the 

amalgamation of these two experiences that prompted this study, namely, if the highly 

developed strategic management techniques were so essential for large firms’ success, 

why did they not seem to be utilised by often vulnerable small tourism businesses? 

 



 

 83

Finally, the challenge of conducting effective interviews also lies in the few standard 

rules that exist. A level of preparedness was required in terms of knowledge about 

SMTE owner-managers and eliciting the desired information from them in the interview 

setting (Kvale 1996). The literature in Chapter Two played a large role in this 

preparedness. 

 

4.5 Participant Selection 

This study was conducted on the West Coast of New Zealand’s South Island. This 

region is one that is utilising tourism as a means of economic development as an 

alternative to its primary industries, such as agriculture, mining and forestry. Its 

remoteness and small-scale tourism development means small, locally owned 

businesses are prominent. 

 

The tourism industry comprises a large number of sectors that are wholly or partly 

tourism oriented. Therefore, in classifying what constituted a ‘tourism’ business, two 

specific sectors were chosen for the study - activity operators and commercial 

accommodation providers. This was in attempt to gather findings that could be 

applicable to the overall tourism industry, while ensuring respondents were tourism-

oriented as much as possible. 

 

As addressed in Section 2.2, the lack of a universally accepted definition of a SMTE 

meant that a suitable one for this research had to be considered. This section also 

identified two definitions that were considered appropriate for this research. These are 

that the business employs nineteen or fewer people, as well as a consideration of the 

operational involvement of the owner; 

A small tourism business is financed by one individual or small group and is 
directly managed by its owner(s), in a personalized manner…. It is perceived as 
small, in terms of physical facilities, production/service capacity, market share 
and number of employees (Morrison 1997, p.400). 
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These two definitions formed the criteria by which the research sample was selected. 

Within these guidelines, a database of 400 West Coast accommodation and activity 

businesses was compiled by the researcher. Businesses that were deemed by the 

researcher to be too large and not owner-operated (for example hotel chains), were 

excluded. Franchise businesses were also excluded, as entirely independent owner-

operators were of more interest to the research.  This reflects the focus of the literature 

and the importance of this person in the strategic planning process. A wide variety of 

sources was used to build this database, including Tourism West Coast, information 

centre listings, local business directories and promotional guides11. 

 

Another, much larger research project on SMTEs was also being conducted at the time 

of this research (see Becken, Butcher, Cullen, Moriarty, Radford, Simmons & Tan 

2005). Collaboration with these researchers allowed the access to their sample of 

businesses in the West Coast who were contacted by mail survey. These businesses 

were also excluded from this study to avoid over-burden of the research population. 

 

Participants were located throughout the region’s three districts, enabling an even 

proportion of businesses between the long established tourism industry in the southern 

half of the region (Westland District) and the newly emerging industry in the north (Buller 

and Central West Coast Districts) (see Table 4.1 and Figure 4.1). 

Table 4.1  Location of interviews on the West Coast 

District / Town Number of interviews 

Buller District  
 Karamea 1 
 Westport 2 

Central West Coast  
 Punakaiki 2 

Westland  
 Greymouth 3 
 Hokitika 2 
 Franz Josef 1 
 Fox Glacier 2 
 Haast 2 

                                                 
11 Buller District Council 2006; The Bed and Breakfast Book 2006; Tourism New Zealand 2006; New 
Zealand Tourism Online 2006; Punakaiki Promotions Group 2006; Buller Promotions Association 2006; 
Glacier Country Tourism Group 2006; Jasons Travel Media 2006. 



 

 85

 

Letters were sent to sixteen selected owner-operators, briefly introducing the research 

and requesting an interview. The letter also outlined the ethical approval granted and 

contained a letter of support from the Ministry of Tourism (refer to Appendix Four). A 

follow-up phone call was made to secure participants and interview times. From this first 

round of contact, three interviews were confirmed, while four declined due to not being 

eligible or not having enough time. The phone conversations also quickly identified the 

most appropriate time of the year for the interviews to be conducted, that is after the 

Easter and Anzac public holiday (April 2006). This was considered the beginning of the 

low season for many. 

 

Convenience sampling was unavoidable once it was discovered businesses did not 

qualify or owner-managers did not wish to take part. This was partly due to the relatively 

Figure 4.1  Location of interviews on the West Coast 
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small number of businesses eligible to take part in the smaller towns. Furthermore, 

attempts were made throughout to keep an equal number of activity and 

accommodation businesses (including accommodation sub-sectors), and businesses 

located in the north and south. 

 

Prior to contacting possible participants, this research was granted ethical approach by 

the Department of Tourism Ethics Committee at the University of Otago (Appendix 

Three). Ethical issues identified included maintaining owner-managers’ and businesses’ 

anonymity due to the commercially sensitive nature of information given in interviews. 

This anonymity was assured as the researcher was the only person who had access to 

these details. The researcher and a hired transcriber had access to the recorded data 

and tapes were destroyed after the analysis was completed and transcriptions are held 

in a secure location. The participants have not been identified in this thesis and other 

the research reports, nor have they been reported in such a way that could lead to their 

identification. This includes not identifying both their location and business sector in the 

same instance. 

 

4.6 Data Collection 

Before the interviews commenced, a pilot interview with a small tourism business owner 

who was not on the West Coast was conducted. The questions were simplified as a 

result of this pilot interview, however the overall structure of the interview remained the 

same. Questions were also refined through the peer review process before the field 

stage of the research was embarked upon. 

 

In April 2006, the researcher travelled to the West Coast of the South Island to conduct 

twelve interviews at a place convenient to the owner-manager. Most often, this was the 

person(s) place of work, which incidentally was also home for nine of the fifteen 

participants. Although time and resource intensive, face-to-face interviews were 

considered to be most suitable for SMTE owner-managers. It allowed more rapport to 

be built than a phone interviews would have, as the researcher’s willingness to travel 
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and visit each participant in person showed an appreciation for their participation. Due 

to three owner-managers’ unavailability during this field visit, three interviews were 

conducted by phone upon return from the fieldwork. 

 

As part of University of Otago ethical approval, participants were given an information 

sheet before the interview, which they also received with the initial request letter 

(Appendix Five). They were also asked to sign a consent form and were assured of their 

anonymity (Appendix Six). On average, each interview took approximately one hour, 

with the shortest interview being 40 minutes and the longest lasting for two hours. With 

participants’ consent, all interviews were audio recorded, which freed the researcher to 

concentrate on the conversation. 

 

Beginning with a short, general introduction the interviews centred around five main 

themes. Refer to Appendix Seven for a full interview schedule. 

 

 General nature of the business and current planning practices 

A number of general questions about the businesses were initially asked, such as 

customer type and business age/history. This was to gain an understanding of the 

business’ background, as well as that of the owner-managers. This also allowed time for 

the participant to feel comfortable in the interview situation and talk about their business. 

Questions related to their planning practices contributed a large amount of insight into 

owner-managers’ approaches to planning. Although the questions asked appear 

straightforward (refer to Appendix Seven), this information was extracted through 

general discussions rather than a direct question and answer. 

 

 Perceived value of planning 

Depending on the discussion, this section was sometimes integrated with the previous 

questions related to current planning practices, demonstrating the fluidity of the 

interviews. 
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 Perceived barriers to planning 

To allow the participant a ‘break’ from discussion about planning, this section began 

with general influences on business decisions. It was then followed up by why planning 

did or did not occur in their business. 

 

 Utilisation of business support 

This section introduced the role of the Ministry of Tourism’s research scholarship and 

their interest in SMTEs’ use of business support. At times, the questions in this section 

were not directly addressed as some owner-managers had not utilised any support 

organisations. In this case, there was more discussion as to why they had not and what 

support would they be inclined to use. 

 

 Interview completion 

The final section was to thank the participant and outline future intentions of the 

research, including timeframe for finishing and various outputs of the results. 

 

Given the fluid nature of the discussion, some questions were not asked as they were 

not deemed relevant, and at other times additional, probing questions were asked as 

specific to the interview participant. This was particularly relevant once it became 

apparent whether the participant was a ‘strategic’ planner or not, where the questions 

were adapted accordingly. 

 

4.6.1 Rapport 

With the nature of the topic and questioning, actions were required to ensure adequate 

and honest responses. As interviews were face-to-face, there was the possibility that 

the owner-managers who were less inclined to formally plan did not wish to reveal this, 

perhaps feeling inadequate or unprofessional. It was considered that responses may 

have been given that would make their business appear more ‘professional’. This may 

also make the participant defensive as to how they operate their business. To mitigate 
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this, rapport was an important element of the interview process. This was partly 

achieved by the researcher taking part in exchange; “interviewers must engage with the 

participant to establish rapport, and there is ‘no intimacy without reciprocity’” (Jennings 

2001, p.162). This was also to ensure that the interview was not hierarchical (Jennings 

2001). In the case of this research, rapport was built from the initial contact, stating the 

purpose and relevance of the research, with a support letter from the Ministry of 

Tourism. This was in an attempt to demonstrate that the research was being conducted 

with their benefit in mind. At the time of the interview, to alleviate any concerns the 

owner-manager may had have about their responses, they were also assured that there 

were no ‘right’ answers except honest answers. Time was also allocated at the 

beginning of the interview to allow for general conversation about both the interviewer 

and research, to ensure both reached a satisfactory level of comfort with each other. 

 

Asking participants about their underlying motivations, thoughts and opinions was also 

difficult as these may have not been immediately apparent to the participant. The use of 

open-ended, probing questions allowed for any underlying thoughts to be extracted, and 

the literature review informed the researcher of possible, non-apparent thoughts the 

participant may have had. However, care was exercised to ensure the participant was 

not led to a particular answer by the interviewer, and specific prompts were only used as 

a last resort. 

 

Given the above measures, a satisfactory level of rapport with the participants was 

achieved. This is evident in the content of the interview transcripts, and given that no 

questions were refused. 

 

Finally, the researcher’s experience is an important aspect influencing the research 

process. The researcher had not owned a small tourism business, despite having been 

employed by many, including time as a manager. The researcher’s experience requires 

acknowledgement, with this study being the researcher’s first of its size that was 

independently conducted. However, as Kvale (1996) asserts, it is familiarity with the 

theme and context of enquiry that is important in effectively conducting interviews. This 
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was fulfilled to the best of the researcher’s ability, particularly through the literature 

review combined with reflection upon her employment experience with SMTEs. 

 

4.7 Analysis 

The analysis of qualitative data has been criticised as lacking the standardised 

approaches of that of quantitative data (Saunders et al. 2000). This is partly due to the 

subject resulting in complex, rich yet unstructured data. 

 

A distinguishing feature of qualitative analysis is that it begins when the research does 

(Saunders et al. 2000; Jennings 2001). This preliminary analysis was a feature in this 

research through the use of memos - messages a researcher makes to herself during 

the research design, collection and analysis (Jennings 2001). This was especially 

prominent during data collection, as cumulative thoughts occurred to the researcher 

after each interview. Notes were recorded on a Dictaphone and later transcribed. These 

thoughts were a valuable aspect of the research, being the first phase of analysis. 

 

Audio recordings of the interviews were fully transcribed by a hired typist and checked 

by the researcher while simultaneously listening to the recordings, to provide a high 

degree of familiarity with the interviews. During the second reading, responses that were 

considered significant were highlighted in three different colours; 

- Blue for what was considered either strategic/purposeful business decision with 
an objective and outcome in mind 

- Red for a general point of significance 
- Green for direct answers to questions asked 

 

Comment tags were also assigned to specific responses as deemed necessary by the 

researcher. Thus begun the ‘meaning condensation’ where themes, as expressed by 

the subjects, were identified by the researcher (Kvale 1996). This thematic analysis 

could also be thought of as coding, although this method is reportedly resisted by 

phenomenologists (Saunders et al. 2000). However, the practicality coding offers cannot 
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be denied, and was used out of necessity to comprehend the large amounts of complex 

data present in the 280 pages of interview text. These codes assigned “meaning to the 

descriptive or inferential information compiled during a study” (Miles & Huberman 1994 

in Jennings 2001, p.56). 

 

A more thorough analysis occurred in the third reading of the text to identify submerged 

themes. With initial themes already identified, this subsequent analysis allowed the 

researcher to understand deeper meaning in the text that was otherwise non-apparent. 

This stage of analysis comprised of reading the text and transcripts being coded with 

five themes and approximately 100 sub themes (refer to Table 4.2 for an example). 

These sub themes were examples within the main themes and indicates the richness of 

data this research yielded. Although this large number of sub-themes appeared 

cumbersome, it ensured that the transcripts were thoroughly understood and analysed. 

 

With this in depth understanding of the interviews, patterns emerged and the research 

results began to be compiled. Sub-themes were not pre-determined but were only 

identified in this analysis phase of the research. Following this thorough analysis, the full 

interview transcripts were coded with the name of the theme or sub-theme, whether 

their response was prompted or unprompted, and the page number of the transcript. 

Table 4.2 provides an example of themes and sub-themes identified in this research. 

These codes replaced many of the initial comment tags assigned in the earlier phase of 

analysis, however significant quotes were still highlighted red and kept in their original 

form. To fully represent the patterns between participants, the interview transcripts were 

compared. 

 

As the interviews were not fully structured, there was a degree of variation between the 

questions asked. For the results to be aggregated, all questions asked in the fifteen 

interviews was consolidated into a spreadsheet. This allowed the comparison of 

questions and responses, highlighting relationships and differences between themes 

and interviewees. This was also useful in extracting the direct responses for the more 
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straightforward questions, such as number of employees and length of time with the 

business. 

 

Given Jennings’ (2001, p.200) advice that coding can be overdone, resulting in such a 

level of detail that “you cannot see the forest for the trees”, analysis was then completed 

and the results began to be compiled. This was to avoid moving in the quantitative 

paradigm where the codes could turn into number counting. Instead of taking this 

incorrect path, the researcher remained with the full transcripts to ensure the 

Prompted Unprompted Prompted Unprompted Prompted Unprompted

Business Characteristics
Copreneurs 5
Business partner
Bought business 3
Created business
Hobby
Objectives at beginning 5 4 5
Objectives now 5 7
Growth
Growth Non 4 3 3
... ...

Owner-Manager Characteristics
Lifestyle 3 6 5 7
Location 10
Not from region 3 3 2
Retirement 5, 2, 3
Family 6 3
Success
Personality
Autonomy 4
Sharing info 1 14 10 6
Control over own situation
Wanting to be self-employed 3
Passion for business 7
Personal achievement 3 3 5
Personal achievement - tangible 15
Responsibility for own business 13
Multi-Tasking 7 2 7
Time 6 6, 9, 5
Stress 9
Intuition
Previous experience 3 11,15,3,6,8,9 2, 5, 8 2 12, 8
Experience within business 7, 8 3, 5, 5, 7, 8 5
Education 3
Experience of other businesses
Understanding of strategic 5 16 4
Value of planning 11, 9 3, 5 3, 8

Planning
Amount of planning 9 4
Formal
Informal 3, 3, 5 4 4, 4
Formal vs Informal 4 5
Planning for someone else 4, 8
Opportunity 3 8 2
Strategy - theirs 2, 5, 7, 2 15,17,4,6,7,9 11, 6, 6 4, 9, 3
Approach to planning 4
Financial forecast 6 4 5

Interview #1 Interview #2 Interview #3

Table 4.2  Example of themes and sub-themes 
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participants’ original text was guiding the analysis, serving the phenomenological 

approach. 

 

4.8 Limitations of the Research 

No form of research is flawless and this study is subject to limitations, which are 

identified to inform readers of the extent to which this research is reliable and valid. It 

must be kept in mind, however, that many of these limitations are inevitable given the 

nature of the subject in question, and the scope of the Masters’ thesis. 

 

Although an appropriate number of participants is difficult to determine in a qualitative 

study, it can be said with reasonable confidence that more participants would produce 

more insight. Fifteen participants was considered appropriate as it was felt the research 

questions had sufficiently informed with insights from participants and repetitive answers 

were beginning to occur in the interviews. This decision was made during the data 

collection phase. 

 

This study was conducted in one distinct region of New Zealand, meaning 

generalisations are not possible to other SMTEs or regions. The unique characteristics 

of the West Coast with region-specific issues, nevertheless allowed insights into the 

greater SMTE population, or at least those in other peripheral regions. 

 

It is also acknowledged that this research targeted owner-managers that are more 

independent and as a result businesses were small rather than medium. This choice 

was made to allow the full examination of the key role player, the owner-manager, and 

reflects the orientation of this research. 

 

Anonymity and commercial confidentiality were vitally important and needed to be 

clearly articulated to potential participants. This was addressed in the Ethics Approval 

stage of the research (refer to Section 4.6). Furthermore, owner-managers felt they 
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were over-surveyed by not only academia, but also government (local and national) 

research and other mandatory surveys, such as the Commercial Accommodation 

Monitor. This was reflective of a number of one-off surveys that were occurring in the 

region at the time and highlights the need for cohesion between research projects, to 

avoid respondent burden. 

 

Time was identified as a common reason for potential participants to not engage in 

research, when prioritised with other business responsibilities. Peak tourist seasons 

were also a factor combined with this, as it was made clear that conducting this 

research was only possible after the Anzac weekend public holiday (April 2006) which 

participants identified as the end of the summer season. This is a common problem 

encountered when researching SMTEs, as Ateljevic (2002) also found difficulty in 

scheduling an interview to fit in with the owner-managers’ busy lives. 

 

4.9 Conclusion 

This research sought to understand strategic planning in the SMTE context, namely; 

- Identify SMTE owner-managers’ planning approaches 
- Examine their rationale for these approaches 
- Investigate the perceived value owner-managers have of planning 
- Identify ways in which SMTEs’ planning can be assisted 

 

With the owner-manager being identified as the key player, semi-structured interviews 

were conducted with owner-managers of fifteen West Coast SMTEs. This qualitative 

research took a phenomenological approach to allow owner-managers to represent their 

reality in their own words. An important requirement for this research was establishing a 

satisfactory level of rapport, to ensure maximum information exchange. This was 

achieved as participants were forthcoming with detailed, often confidential information. 

 

Chapter Five presents the results of this study, in the form of owner-manager’s quotes. 

Chapter Six then discusses the greater meaning of these results. 
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Chapter Five: Results 
 

5.1 Introduction 

This research sought to understand strategic planning in the SMTE context. In doing so, 

it conducted semi-structured interviews with the owner-managers of fifteen West Coast 

SMTEs. The results of these interviews, which are informed by the literature in Chapter 

Two and Three, are presented in this chapter. Section 5.2 outlines the businesses’ 

general characteristics, while Section 5.3 provides detail on the owner-managers’ 

occupational experience. This is followed by their entry motivations (Section 5.4). 

Section 5.5 begins to identify strategic planning’s role in the business by outlining how 

owner-managers plan. As highlighted in the literature (Section 3.2.3) formality and 

informality are integral to these results. Owner-managers’ reasons for their planning 

approaches are explored in Section 5.6, while their perceived value of planning is 

presented in Section 5.7. Finally, Section 5.8 presents the findings related to 

government assistance of SMTEs. 

 

5.2 General Business Characteristics 

Of the fifteen businesses that participated in this research, seven were accommodation 

providers, while five were activity operators and two offered both accommodation and 

activities. Eleven of the businesses were owned and operated by couples, known as 

‘copreneurs’ (Getz et al. 2004). Three businesses were run by a sole owner-operator, 

while one business was operated by three business partners. 

 

Nine of the fifteen participants had started the business themselves and the remaining 

six bought already established businesses. The average age of all businesses was 

approximately sixteen years, with the newest being six months old and the oldest being 

in operation for 61 years. The average length of time all participants had owned or 

worked for their business was nine years. However, it is interesting to note that three of 

the businesses were for sale at the time of the research. This points to the high 
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frequency of industry entrance and exit as indicated by the New Zealand Ministry of 

Economic Development’s (2006) statistics on SMEs. 

 

At the time of the research (April and May 2006), twelve of the businesses were 

classified as small, employing less than five people, while three employed between six 

and nineteen staff (medium sized) (excluding owner-managers). This size band is in 

accordance with the New Zealand Ministry of Economic Development’s (2004) earlier 

classification of a small and medium sized enterprise (refer to Section 2.2). 

 

As an indicator of their tourism orientation and wider association with the industry, the 

businesses’ listings with tourism organisations were recorded. One-third of businesses 

were Qualmark accredited 12 , while ten were listed with Tourism New Zealand’s 

consumer website13. Twelve were listed on the Tourism West Coast’s website14. Refer 

to Table 5.1 for further detail of each participant and his or her business as at the time of 

interview. To maintain anonymity, the business’ specific location is not identified in the 

results. 

 

5.3 Occupational Experience  

Participants had a diverse range of employment backgrounds prior to owning their 

tourism business on the West Coast. Although their full work history was not 

documented, four participants had owned another business before they owned the 

business in this study. For two of these participants, their previous businesses were 

directly related to their current business, being in hospitality. Other positions include 

teaching (three participants), building, pilot, public relations, advertising, accounts and 

dairy farming. Although not self-employed, these positions provided experience that was 

of some relevance to their current business. For example, the three participants who  

                                                 
12 New Zealand tourism’s official mark of quality (Qualmark 2008) 
13 www.newzealand.com 
14 www.west-coast.co.nz 
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Table 5.1  Participants’ general business characteristics 

Listings Pseudonym1 Business sector Management 
structure 

Established 
business 

Age of 
business 

Time in 
business2 

Number of 
Employees3 Qualmark

Tourism NZ RTO 
Lydia Activity Copreneur  7 years 2 years 5    
Raelyn Motel & backpackers Copreneur  10 years 4 years 1    
Allan & Wendy B&B Copreneur  3 years  0    
Helen Holiday park Copreneur  40 years 11 years 6    
Barry & Elenor Motel Copreneur  9 years  3    
Steve Activity Sole manager  22 years  6    
Mike Activity Copreneur  16 years 8 years 3    
Rachael B&B Sole manager  Unknown 3 years 2    
Henry & Trish Holiday park Copreneur  61 years 16 years 9    
Grant & Katherine Lodge & backpackers Copreneur  12 years  3    
Emma Activity Operator  6 months  2    
Ruth & Ben Activity & motel Copreneur  10 years  1    
Oliver Backpacker Sole manager  13 years  4    
Ian Activity Business partner  19 years  3    
Alison Activity Copreneur  8 years  1    

1 Names of those present for the interview 
2 Time that person had been with the business if they had not established the business themselves 
3 Total number of full and part time employees at the time of interview (low-season), excluding the owner-manager(s) 
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were previously a pilot, jet boat mechanic and glacier guide had experience that was 

directly relevant to their current business. Given the diverse range of skills and roles 

the SMTE owner-manager assumes, experience gained in their previous jobs were 

also indirectly relevant to the many skills required to operate a small tourism 

business, such as accounts and marketing/communications. 

 

Table 5.2  Participants' occupational experience 

Pseudonym Previous Experience 

Lydia Accounts (Lydia). Jet-boat mechanic (husband) 
Raelyn Self-employed - food outlets, boarding houses 
Allan & Wendy Self-employed - farm, café 
Helen Advertising/accounts 
Barry & Elenor Self-employed - farm 
Steve Teacher 
Mike Teacher 
Rachael Marketing/PR consultant 
Henry* & Trish Builder 
Grant* & Katherine Academic/Lecturer 
Oliver Self-employed - lodge owner 
Ian Teacher 
Alison Pilot 

* Denotes the person who the experience is relevant to 
 

Although the West Coast is identified as a region where tourism provides an 

economic development alternative to primary industry (West Coast Regional Council 

2006), only one participant had come from this background (dairy farming). However, 

their farm was still owned and operated by family members, and the tourism 

business was seen as a semi-retirement option. This raises the question whether 

those who owned a tourism business were likely to have been in primary industry. 

Only six of the participants were originally from the West Coast and the remainder 

had moved to the region for that or a similar business. This finding is similar to that of 

Williams et al.’s (1989) study, where half of the entrepreneurs moved to Cornwall to 

establish their tourism business. The prominence of in-migration to the West Coast 

may indicate that the government investment in the region, to offset the decline in 

primary industry, has stimulated newcomers to the region who benefit from the 

emerging tourism industry. 

 

It was found that participants’ previous employment experience was of some 

relevance to operating their current business. However, this relevance was not 
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necessarily tourism-related, but was more of other more generic aspects of running a 

business. This is in line with the studies conducted by Shaw and Williams (1987; 

1990; 1997) (Section 2.6.2). This research has greater similarities with the more 

recent New Zealand studies conducted by Ateljevic et al. (1999) and Ateljevic (2002), 

who documented a diverse range of occupational experience such as marketing, 

administration, farming, building and teaching. Although the previous experience of 

SMTE owner-managers was not directly relevant to tourism, this is not to say it is 

irrelevant to running a small tourism business, given the wide range of skills required 

to run such a business; 

Our history, [me] being in accounts and that’s my forte … and the same for 
[husband] with his maintenance. That’s the thing with us having the skills that we 
brought into the business and maximis[ing] those for ourselves (Lydia). 

 

This indicates how participants were utilising the experience and skills they brought 

to the business, which represent important resources. 

 

5.4 Entry Motivations 

5.4.1 Lifestyle 

The literature reports some very distinct reasons as to why people choose to enter a 

small tourism business (refer to Section 2.6.3). These reasons are thought to 

influence how the business is operated and its measures of success (Dewhurst & 

Horobin 1998; Andrew et al. 2001). When owner-managers were asked why they 

chose to enter the business, personal lifestyle reasons were the common thread 

amongst almost all participants. 

 

 Lifestyle 
It was a business opportunity and a change of lifestyle (Mike). 

We wanted to live in this area, [have] a quality of life and that includes everything 
about lifestyle (Grant & Katherine). 

It’s so much lifestyle. I thought this is a really good place to just have a bit of a home 
and income and a lifestyle. It was probably initially as much personal change and 
wanting to retreat a little bit myself. A break from big business (Oliver). 

I needed to be in a business where I can control the amount of pressure, the number 
of hours I work, and to be in an environment which is not as hard on you as a city. My 
personal health and wellbeing (Rachael). 
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 Location 
We decided we wanted to live on site and we knew that we needed to create a cash 
flow. It will also represent to us in the future our freedom (Ruth & Ben). 

 

 Family 
We like the lifestyle, we have a better family life (Lydia). 

My husband and I were working in separate areas of the country, and we wanted to 
work together again, and live together again (Raelyn). 

Sometimes you don’t do it to make money, you do it for yourself, or for your family 
(Helen). 

There was the location decision, we wanted to stay in [town]. You don’t pass up the 
opportunity of having two grandkids at your back door. It was a family decision that we 
made (Barry & Elenor). 

 

 Semi-Retirement 
To set ourselves up in a nice little business that we could work in, into our dotage, a 
business that suited our age and our time of life, that we could make a dollar out of, 
but enjoy as well (Allan & Wendy). 

 

 Recreational/Leisure 
I guess really what it’s been [is] a hobby basically (Steve). 

 

Operating a small tourism business was perceived as an opportunity to have a 

desirable lifestyle that was otherwise not attainable in another line of work. Lifestyle 

was conceptualised in a number of ways including living in a pleasant surrounding or 

significant location, family interests, semi-retirement, or the commercial pursuit of a 

leisure or hobby interest. Given the discussion of entry motivations in Section 2.6.3, 

these findings are supportive of previous studies focussing on the predominance of 

these particular entry motivations. 

 

5.4.2 Self-Employment 

Motivators that come from being self-employed were also prevalent, including 

independence, being one’s own boss and the personal achievement of owning and 

operating a business; 

We were looking something for ourselves with the skills that we already had (Lydia). 

I’d hate to work for somebody else (Helen). 

Personal achievement. To suddenly wake up one morning and say I’ve got no 
income until I start getting out of bed and getting it for myself (Mike). 
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It gives me a sense of purpose, gives me some self-esteem within the community 
and amongst my peers (Steve). 

 

Combined with this is the need to take control of one’s own situation by being self-

employed. This was important in a remote location such as the West Coast, where 

there are less employment opportunities than in a more populated region. For 

example, Barry and Elenor talked of ‘buying themselves a job’, as they had no other 

employment option in the small town that they wished to remain in. 

 

5.4.3 Entry Motivations and Business Objectives 

To determine the extent to which entry motivations influence the business (Dewhurst 

& Horobin 1998), participants were asked to identify their business objectives. Here, 

the link between lifestyle and their subsequent business objectives was made clear; 

Pay the mortgage, have a good lifestyle, have the odd holiday, and be your own 
boss (Helen). 

Manage ourselves out of here. Remove ourselves from being at the end of the 
doorbell (Ruth and Ben). 

To set ourselves up in a nice little business that we could work in into our dotage. A 
business that suited our age and our time of life, that we could make a dollar out of, 
but enjoy as well (Allan and Wendy). 

 

Although specific business objectives will be further explored in the following Section 

(5.5.1), this indicates the extent to which lifestyle is also a business goal. With 

lifestyle predominating, the business was seen as a means to achieve this 

motivation. The following sections outline how this motivation influences the business 

in terms of business decisions. 

 

5.5 Planning Approaches 

SMTEs’ planning is an elusive concept due to its informal and personalised nature. 

Participants were asked to describe how they plan for their business to give a greater 

insight into this elusiveness. Although most participants claimed to have a business 

plan, the majority of these plans were unwritten; 

Not formally, we don’t sit down and do the SWOT analysis and everything else 
(Barry and Elenor). 
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In terms of a formal business plan, which the Chamber of Commerce would be 
happy to sign off and quote as an example in a university lecture, no, we don’t have 
that (Mike). 

 

Although not documented, planning was still reported to occur. However, it was 

generally described as informal, ad hoc and ‘back of the envelope’, indicating the 

importance of informality; 

You start off with something written on the back of an envelope and it grows from 
there (Allan and Wendy). 

I just did a rough, back-of-the-envelope type [plan] …. I just chuck [write] some 
figures down and did a quick multiply (Oliver). 

 

Although plans were unwritten and described as informal, it was made clear that 

goals and strategies were still clearly understood in the owner-managers’ minds. 

Furthermore, with the high number of copreneurs, goals and strategies were 

regularly discussed between these key people, and this was considered an important 

aspect of their planning; 

We don’t write these things down. We just put them in the back of the brain and 
discuss them over a glass of wine (Allan and Wendy). 

We don’t have a business plan but we think ‘in ten years time we want to do X so 
lets do this now’ … we just discuss it round the kitchen table at an evening meal 
(Henry and Trish). 

If you want to see a document that you can refer to, no we don’t have a current 
document or business plan, but we do have plans (Grant and Katherine). 

 

Participants emphasised that they still considered their planning thorough despite 

being informal and unwritten. This was said with a firm belief that these informal 

methods were just as viable as writing a formal plan. 

We do it just on little bits of backs of envelopes … [but] we’ve always done our 
homework well (Barry and Elenor). 

Its not that you’re doing the day to day operations poorly, or that they’re … not well 
planned (Mike). 

 

Although supportive of the literature that reports that businesses are not formal 

planners (Peters & Buhalis 2004; Mazzarol 2000; Page et al. 2007), this indicates 

that planning is not entirely absent and occurs in other forms than written documents. 
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5.5.1 Business Objectives 

Owner-managers’ perceptions of their thorough planning is evident by how most 

participants identified their specific business objectives, as seen in Table 5.3. This 

indicates that all owner-managers had quite specific and purposeful objectives for 

their business. Although few of these intentions were documented in a written 

business plan, it does show that participants were sure of their business’ future 

direction.  

Table 5.3  Specific business objectives 

Pseudonym Specific Business Objective 

Lydia 
Create and record history of operations to learn from 
Maximise use of assets 
More FIT market for low season 

Raelyn Triple turnover 
Move into higher value market 

Allan & Wendy 
Create enough income to close for winter 
Increase guests' length of stay 
Nurture relationships with off-shore agents 

Helen Increase capacity 
Continual improvement of facilities, including renovations 

Barry & Elenor N/A Business for sale 
Steve Long term exit strategy for owner 

Mike Reduce capacity 
Investigating exit strategy 

Rachael N/A Business for sale 

Henry & Trish Increase star rating 
Investigating return from higher end markets 

Grant & Katherine N/A Business for sale 
Emma Business pays for itself in first two years, after which expand operations 
Ruth & Ben Employ and accommodate a full time manager 
Oliver New product development 
Ian New product development 
Alison Obtain Department of Conservation (DoC) concessions 

 

Participants had a variety of business objectives, which reflected the stages of the 

business’ life cycle. Those whose business was relatively new were concerned with 

growth (for example ‘Emma’ and ‘Raelyn’) or building a history with the business 

(‘Lydia’). Those who had been with the business for a period of time had objectives 

other than growth, for example increasing length of stay (‘Allan & Wendy’), obtaining 

a Department of Conservation Concession (‘Alison’) or diversifying their product 

(‘Oliver’ and ‘Ian’). Meanwhile, three participants, who had been with the business for 

some time, were considering exit strategies where another person would operate the 

business (‘Steve’, ‘Mike’ and ‘Ruth & Ben’). At the time of research, three businesses 

were for sale. 
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5.5.2 Formal Planners 

However, not all participants described their planning in this way. A small, yet 

distinct, group of three owner-managers were identified as being planners who are 

more formal. These participants undertook formal planning on an annual basis, and 

systematically examined the external environment and market from which they wrote 

long-term plans that were subsequently referred to. 

 

This group also recognised that formalising their planning was a reflection of the 

growth of their businesses. The employment of additional staff freed the owner-

manager from operational, day-to-day duties to be able to undertake more formal 

planning. As the business grew, planning was possible not only in terms of time, but 

also necessary as a larger organisation required more formal planning to manage 

and sustain business growth and success; 

After five years, I realised that actually I needed to work on the business instead of 
in it. So as the business got big enough to employ people to do some of the 
operations side of things, that gave me more time [to plan] (Steve). 

 

It was also indicated that the commitment of money required a more strategic, or 

formal, approach; 

As we get closer to a major decision, then planning becomes a little bit more formal.  
So if we get into a position of committing money to something, then the planning is a 
lot more formal and would otherwise be for the ‘what if we do this’ ideas (Ian). 

 

This highlights two distinct groups of owner-managers in the study; twelve 

participants were identified as informal planners while three were considered formal. 

It was also felt that these few formal planners were at some point informal planners 

and could identify with this approach. However, the formal planners appeared to 

have made the purposeful decision to alter their planning approach to be more 

formal. Chapter Five explores the formal planners further. 

 

5.6 Rationale for Planning Approaches 

Based upon Ateljevic’s (2002, p.58) call for research into the “reasons that influence 

the owner/manager’s decision for or against planning”, this research also explored 

the rationale behind owner-managers’ planning approaches. Initially, it was thought 
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that this research would be questioning participants on why they did not plan. 

However, this was refuted with the above section, as it was found that owner-

managers did plan, just not formally. Therefore, this research explored the reasons 

that influenced their planning approaches and selection of reasons emerged as to 

why they planned in such a manner. 

 

5.6.1 Experience 

Firstly, owner-managers considered their experience relevant enough to provide the 

basis upon which they would run the business, without the need for written plans. It 

was felt that experience both prior to and within that particular business were 

considered important and this experience gave the owner-manager the confidence to 

run the business without documenting intentions and strategies. The longer they had 

been in business, the greater their ability to plan informally, making experience one 

of their greatest perceived assets. 

We’ve been in business for 20 years, so I don’t think we need to do anything formal, 
we understand how businesses operate (Raelyn). 

We’ve got history on our side to show us where we need to go. A lot of people have 
not been in a business like this for 21 years (Henry and Trish). 

What you bring is a whole range of skills which can apply instantly, because you’ve 
had experience, you’ve built up your skills in the business, you have a bit of 
intuitiveness as to whether or not something will work, simply because you’ve 
worked in the business long enough to know (Mike). 

 

It was made clear that the experience gained from running a business for some time 

allowed their decision making to be intuitive or instinctive; 

I’ve been in business for 25 years … so general business decisions are intuitive 
(Barry and Elenor). 

You do things for your own reasons, and sometimes … you don’t even know why 
you’ve done them yourself (Helen). 

 

It should be noted here, however, that participants did not mention education as an 

important basis to operate their business. This could be due to all the participants 

being in the mid to late stages of their working lives. 
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5.6.2 No Perceived Need 

As a proportion of owner-managers generally did not rely upon external finance, 

there was also no perceived need to write plans. Written plans were only thought to 

be for external parties such as financers. Due to their autonomous and independent 

nature, there was also the feeling that they did not have to justify their plans to 

anybody; 

It wasn’t a full business plan in terms of extrapolating out financial information and 
so on, because I didn’t have to borrow any money … I didn’t need to produce a plan 
because … I don’t have to present it to anybody (Rachael). 

If I wanted a loan … and I had to document it I would, but there’s no reason why I should 
have it documented (Grant and Katherine). 

 

Furthermore, as businesses were run by sole people, copreneurs or a small number 

of close friends, they saw no use in writing their intentions down for one another. 

Plans were instead more easily discussed and understood between these few 

people. However, if businesses did have outsider financers for whom they wrote 

plans, these plans mainly consisted of basic financial statements and forecasts. Yet 

these statements were not necessarily accurate or realistic; 

Something of a fairytale really (Grant and Katherine). 

It was all pretty tweaked and those projections were totally off the wall (Ruth and 
Ben). 

 

Therefore, such plans were considered to be of limited use to the owner-manager. 

This further questions the value of formal planning documents to owner-managers. 

 

5.6.3 Time 

Due to the businesses’ small size, owner-managers had considerable operational 

involvement, which placed a high importance on their time. With spare time being 

scarce, tasks had to be continually prioritised. Therefore, for the majority of 

participants the pressing, day-to-day activities of running their business were seen to 

have greater priority over taking the time to document plans for the future; 

A business plan is something you can write down on paper, but I haven’t got the 
time to sit down and do it (Helen). 

You can write all the stuff you want but unless you’re actually getting people driving 
by the gate and you’re trying to make it attractive for them here, you’re wasting a lot 
of your time …. Sitting around the office writing a business plan, I see as being 
counter-productive in a lot of ways (Oliver). 
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Planning was generally subject to the day-to-day activities that required greater 

attention and personal time. Formal planning was consequently a low priority, if there 

were few staff to assist with running the business. This decision was also justified in 

the perception that written plans were only for outside parties, to whom businesses 

were not necessarily accountable. The owner-manager also felt they had sufficient 

experience upon which they could rely to run their business without written plans. 

 

However, the three participants that were identified as being more formal planners 

responded differently in terms of time and planning. They recognised that growth and 

increased turnover allowed them to employ more staff. This enabled the owner-

managers to take a more strategic approach to their future planning. Although this 

alternative choice was recognised by most, it was those few respondents who made 

that commitment to growth, which resulted in more formal planning; 

Q: Has your planning become more formalized over time? 

A: Yes it has … because I’ve had time to do it … when you’re an owner/operator of 
a small business you have to do everything, and you have a whole heap of stuff in 
your head and getting it on paper and formalizing it and then making plans for the 
future is generally of low priority as you’re running around reacting to everything, 
rather than being proactive. So as the business got big enough to employ people to 
do some of the operations side of things, that gave me more time .… In the last four 
or five years its definitely been a lot more strategic and based on research (Steve). 

 

Further implications of business growth will be discussed in Chapter Six. 

 

5.7 Perceived Value of Planning 

In consideration of studies that have reported owner-managers place little value 

upon planning (Byers & Slack 2001) it could be assumed that this study’s 

respondents do not value planning. However, the results indicate otherwise. Despite 

the reasons given by owner-managers for not formally planning, overall they placed 

a high value upon informal planning, or having a vision; 

You can’t run a business without planning (Grant and Katherine). 

Planning can drive your business so if you don’t plan, then the environment drives 
the business (Steve). 

I think it’s critical … it’s very important, [but] not necessary to have a huge, fully 
blown plan (Rachael). 
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However, some participants conceded that some aspects or events cannot be 

planned for and were out of their control, such as exchange rates, New Zealand’s 

image as a destination or the notorious West Coast weather; 

Those are the sorts of things that really have an impact on us and we try working 
around that of course but not a lot you can do (Ian). 

Its very unpredictable the type of work we are in. We can’t plan too far in advance 
(Alison). 

 

Alternatively, those who were more formal planners believed that everything can, 

and should, be accounted and planned for; 

A lot of things are out of your control, but you’ve just got to factor in how sustainable 
your business is going to be, given the odd random thing that’s going to crop up that 
could tip the balance, so I think planning is really important (Lydia). 

Do you have back up plans if staff get sick, do you consider what your staffing level 
is if somebody goes down for the summer? So you can either plan for that or not 
plan for it, and it just makes things a little bit easier if you plan for those sort of 
details …. They have to be planned for (Steve). 

 

These findings somewhat contradict previous findings that owner-managers have an 

under-appreciation of planning (Byers & Slack 2001; Ateljevic 2002). Perhaps these 

findings also suggest that definitions of planning have been too focussed on the 

traditional, prescriptive literature and have neglected the reality of informal planning 

approaches. The adoption of informal planning practices should not be assumed to 

be a reflection of an under-appreciation of planning but rather be seen as a more 

unconventional planning process from that in Figure 3.1. This research highlights the 

many differences that occur between small and large tourism businesses, while 

raising the fact that these differences are not necessarily reflective of an 

unprofessional approach. 

 

5.8 Business Assistance 

Section 3.3 explored the support role of government and other agencies, with 

respect to SMTEs’ performance and specifically their strategic planning. Owner-

managers’ perceptions on the use of business assistance were explored to inform 

the wider issues of this research, given reports of their low utilisation of assistance 

(Beaver & Lashley 1998a; Morrison et al. 2003). 
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5.8.1 Support Organisations 

A variety of business support had been utilised, whilst mostly government 

organisations were identified by participants as support organisations. Few had 

received ‘business planning’ assistance, but rather assistance in a number of other 

forms. Some revealing opinions emerged of such organisations. 

 

Regional Organisations 

Local and regional organisations were clearly the most utilised and recognised by 

participants. Organisations located in the West Coast are more accessible to the 

local business community, an important requirement for a remote region. 

 

The RTO, Tourism West Coast, was the support organisation most often identified by 

owner-managers (nine of the fifteen). Overall, the RTO was viewed positively and 

those who held more negative perceptions did acknowledge that it was due to 

personality as opposed to how the organisation functioned as a whole. In terms of 

business support, they were only referred to for their promotional efforts and 

attracting visitors to the West Coast, which appeared to be of most importance to the 

businesses. The view held by participants was that if the marketing organisation did 

its job in attracting visitors to the region, the individual businesses were then 

responsible for doing well. 

 

As a direct business support provider, The West Coast Development Trust15 was the 

most frequently identified organisation with its investment fund and range of courses 

and workshops. Yet the reaction to this organisation was mixed. Their capital 

investment was not viewed positively in terms of accessing finance and loan 

conditions. However, respondents’ individual circumstances could be a factor in this, 

as to those who had or had not received grants or loans. This may also be a 

reflection of SMTEs’ general resistance towards external finance; 

You’ve got to go through hoops and loops to be able to get to that stage where you 
can even access the money (Helen). 

We could call on it, but we choose not to because we do not wish to be beholden to 
anybody really. Particularly on that sort of level. We have witnessed companies 

                                                 
15 Now known as Development West Coast. 
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locally loaning huge sums of money from this. As a result of the requirements that 
are placed on them by the Trust, they’re really quite, from where we’re standing, 
Draconian (Ian). 

 

Some participants were also personally involved in a range of local organisations, 

such as district councils or promotional groups, on a voluntary basis. Community 

contribution was cited as one reason for such involvement, but one participant also 

admitted that their initial reasons came from their own business’ need for more 

visitors to their town and that a greater destination offering was required and needed 

to be encouraged; 

I think anybody’s crazy to think that their accommodation, or their one activity will 
bring people (Barry and Elenor). 

 

This indicates a proactiveness of addressing the business’ needs, where ‘Elenor’ 

could be considered as creating her own form of business assistance by becoming 

involved in the project. 

 

National Organisations 

Of relevant national organisations, Tourism New Zealand appeared to have the 

highest profile amongst participants. Although ten participants were listed on the 

Tourism New Zealand consumer website at the time of the research, only one 

business informed the researcher of this, indicating a relative level of unimportance. 

Yet, the importance and indirect benefits of Tourism New Zealand‘s off-shore 

marketing activities were felt by participants; 

Its a feed-on from marketing of the country itself. So it certainly has some benefits. 
Yeah indirectly it does have big benefits (Allan and Wendy). 

Any promotion they do on New Zealand, obviously that benefits us all (Grant and 
Katherine). 

 

However, two participants questioned Tourism New Zealand’s lack of small business 

orientation. In particular, one mentioned the lack of publications he received from 

Tourism New Zealand; 

Tourism New Zealand is insular, you know the ivory tower… Because I’ve seen the 
parallel in the dairy farming industry – there’s corporate dairy but there’s also [the] 
family farm.… I could probably go and get at least four or five [farming] papers a 
week … yet I get the one from Tourism New Zealand, which I subscribe to, but I 
actually have to go and ask them to put me on their mailing list (Barry and Elenor). 
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Its not geared for the small business. They need a better understanding of what it is 
that a small tourism business actually needs…. Because they are on a macro level, 
they have an inability to appreciate what actually is important and how small 
businesses actually think (Rachael). 

 

Two owner-managers (notably the more ‘formal’ planners) had attended New 

Zealand’s national tourism trade show, TRENZ, but saw it as expensive and time 

consuming compared to the derived benefits; 

It costs ten grand a year to go to TRENZ, so if you’ve been there for ten years, it’s a 
hundred grand you’ve spent on marketing, … we spend about ten percent of our 
revenue on marketing, so if we spend a hundred grand, that’s a million dollars worth 
of business we have to get out of it, which we don’t get from TRENZ (Steve). 

 

Two participants mentioned the national, official accreditation scheme, Qualmark, 

although five were accredited businesses. There was a mixed reaction about the 

value Qualmark accreditation bought their business and often this depended upon 

whether members of their distribution channels recognised Qualmark; 

There’s some advantages. Amongst travel agents there’s more awareness of what 
Qualmark means to them, and amongst key wholesalers (Steve). 

We’ve talked to agents about it who are all overseas and they don’t have any 
recognition of Qualmark (Allan and Wendy). 

 

Furthermore, one owner-manager, who identified their establishment at the lower 

end of the market, saw it as a threat to his trade; 

[Qualmark] increases the standard, but it also increases the cost. What they don’t 
consider is that if you keep pushing the standard up, you then push yourself out of 
markets that people spend quite a lot of money in (Henry and Trish). 

 

One participant, a formal planner, had entered the New Zealand Tourism Awards. 

Although it was acknowledged to be expensive, she found the application process 

valuable, particularly in terms of the new exposure to business planning it gave; 

We’ve really appreciated some of the areas that we have perhaps to do a little more 
work in… It’s been a worthwhile process, I think we’ve had a lot of feedback (Lydia). 

 

It is worth noting, however, that this participant recognised that complex entry 

process was beneficial to her own planning, which required detailed documentation 

similar to that of a business plan. 
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There was some mention of a variety of relevant industry associations. The least 

mentioned association was the Tourism Industry Association of New Zealand 

(TIANZ), despite being the largest association in the tourism industry. Rather, more 

specific associations, such as the Holiday Accommodation Parks Association 

(HAPNZ), Inbound Tour Operators Council (ITOC) and the New Zealand Bus and 

Coach Association were mentioned, but more so in passing. There appeared to be a 

general satisfaction with being a member of such an organisation; 

We have derived benefit from being members (Mike). 

 

What could be seen as a bridge between national and local/regional organisations 

are seminars and workshops held by a variety of organisations. Often content in the 

workshops comes from the national organisations, while the local organisation is a 

host. There was a high level of awareness of such seminars, typically those of the 

West Coast Development Trust. There was also a high level of awareness of the 

tourism industry seminars, collectively delivered and hosted by the RTO, Tourism 

New Zealand, the Ministry of Tourism, TIANZ and Qualmark. 

 

Despite this awareness, however, not all participants had attended seminars on 

offer. There was no differentiation made between those that were tourism-specific or 

not, yet overall such seminars were held in a mixed, if not negative regard. One 

participant felt an obligation to go, due to his identity in the community as a 

businessman. It was apparent, however, that attendees considered only some of the 

content useful and of value to their business and the remaining content was 

disregarded; 

When the courses come out and if there’s anything that might be of interest to us we 
tootle along. Because we are fairly established in what we are doing we take from 
the courses what we feel is useful. One of the things about attending courses is 
someone might come up with an idea of something you’ve never thought of. Those 
sorts of things are very valuable (Ian). 

I went and did a ‘be your own boss’ course and that was great, and that allowed me 
to write down and do cash flow and to look at a few things (Ruth and Ben). 

 

Some specific comments about the tourism industry seminars indicate the mixed 

perception held by owner-managers;  

They all go to Greymouth. Who would come up from Haast or come down from 
Karamea, because it’s a full day? So we get poorly served from that area, they’ll 
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make the token visit on the West Coast. … I could have been better off working 
around here (Barry and Elenor). 

I’ve attended one or two but I didn’t find them helpful. There was probably half a day 
on politics and how great we’re doing. It was just a waste of time. As far as those 
actually having a positive influence on my business, they don’t (Steve). 

Very helpful. I went to that before I changed a lot of my website around. I was 
surprised how few people were there. There’s a whole connection there that’s 
missing, through the way these are being marketed, because its all one way 
communication, so there’s no possibility to explain to that other person how it might 
be relevant. At the moment its all one way communication from them, they come 
and impart their knowledge to us, but they never ask us what we really think! 
(Rachael). 

 

‘Rachael’s’ comments were reflective of her extensive experience as a public 

relations professional and demonstrate the influence previous experience has on 

how her business is operated. Although she saw use in the content of the seminars, 

she felt there were reasons why other owner-managers did not; 

I don’t think there’s an awareness that they need to. They don’t recognise what 
these courses can do for them individually. I was surprised how few people were 
there. I don’t think they see at their micro level that that’s a macro kind of event that 
is going to help them. People here tend to think this is only for the ‘big boys’ 
(Rachael). 

 

Finally, it was apparent that relationships with hired professionals such as 

accountants, lawyers, bank managers or consultants were also key to some owner-

managers’ support networks. From those who spoke of these professionals, 

relationships appeared to be based upon trust and loyalty with key people, combined 

with their professional expertise, which provided owner-managers with reassurance; 

When I’m paying someone professionally to do it for me, and if I went and tried to do 
it myself, I know I wouldn’t do as good as them. They’re specialised fields. I’m very 
loyal to those people. You come to trust them (Henry and Trish). 

I have a yarn to the accountant, I’ve had him for 20 years and he’s like a family 
doctor (Ruth and Ben). 

 

5.8.2 Indirect Planning Assistance 

With a view to encouraging businesses to further, or more formally, engage in 

planning, participants were questioned about how their planning could be assisted. 

However, many participants were more concerned with assistance that affects other 

aspects of their business, which indirectly affects their planning. 
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Some participants simply did not wish to receive any form of assistance, or be 

involved with support organisations, which reflects the overall level of antipathy and 

un-enthusiasm towards the above organisations, or their wish to maintain 

independence. This finding is consistent with international studies that found a 

similar attitude of autonomy (Morrison et al. 2003); 

If a business is going to stand up, it has to stand up on its own two feet. We don’t 
expect anybody to do it for us (Grant and Katherine). 

At the end of the day what I probably need is less government interference, not 
more. We have to accept liability for our own planning (Mike). 

I never set this business up to get government assistance (Oliver). 

I have kind of an anti, can’t-be-bothered sort of attitude to being involved in all those 
things these days (Allan and Wendy). 

 

Rather, participants felt that assistance, effort and resources should be directed to 

other areas of the industry that affect their businesses, including townscapes, 

facilities and actions to address staffing challenges; 

An acknowledgement of the labour requirements with a tourism business. We’re 
looking at spending a significant amount on staff housing but that’s a function of the 
lack of rental accommodation around here in an isolated place (Ruth and Ben). 

I’d like to see something to help the work ethic and staff service (Allan and Wendy). 

 

Furthermore, there were comments regarding the wider political arena. Of specific 

mention were concerns over business tax and its impediment to reinvestment, and 

the role and interactions between regional and central government with respect to 

compliance costs; 

A government, who’s antithesis to business is well known. I think the tax rate for 
small businesses is a disincentive to invest in it (Mike). 

Wellington [Central] government should stop putting pressure on local government, 
obviously local government is saying ‘well government says we have to do this’. 
They are feeding on local government who are then feeding on the wee guys 
(Oliver). 

 

This final comment was concerning the issue of compliance costs, which was a 

reoccurring theme and issue of contention. These compliance costs were varied and 

related to mainly resource or building consents, but also included costs associated 

with staffing and the cumulated effect of a variety of regulations. It was noted here 

that many of these ‘costs’ were also thought of in terms of the paper work required, 

which took large amounts of their greatest resource, namely time; 
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Take those compliance costs away from me. [Give me] more government 
assistance for such things as preparing health and safety manuals, if those other 
issues weren’t there constantly requiring my attention maybe I could do more 
planning. The ongoing paperwork is just horrendous (Mike). 

One more compliance cost and I wouldn’t even bother opening another B&B. 
Everybody wants a piece. Unless you’re prepared to just build right from the 
beginning, its not worth it, for me to actually develop this place any further would be 
pointless (Rachael). 

 

These findings are particularly supportive of the literature discussed in Section 2.9.3. 

Although the extent of compliance costs is dependent on the particular regulatory 

environment of the time16, it can be said that such businesses are disadvantaged by 

their cost in terms of time and money (Carr 2004; Ateljevic & Doorne 2004). 

 

The most significant form of ‘assistance’ participants would like to receive was in the 

form of destination marketing and promotion, at the national, regional and local 

levels. Given that the responsible destination marketing organisation stimulated 

enough visitation to the region and locality, it was from here that participants 

recognised that responsibility was then upon themselves to operate their businesses 

successfully. 

The biggest thing we’ve realised is that being on the [West] Coast the most 
important thing is to get the people here in the first place (Lydia). 

What I’d like to see is major organisations getting behind the general promotion. 
Local councils need to get in behind it a lot more. I don’t believe the government is 
pouring sufficient funds into New Zealand tourism. Personally we’re more than 
happy to ride the coattails of general incentives in the overseas promotion (Ian). 

 

However, participants in the more emerging tourism industry in the north noted that 

demand was also a function of whether a destination had a complete offering. This 

included activities/attractions and accommodation and in their town, investment was 

required from the supply side; 

They could put some money into the town (Raelyn). 

The thing we need to concentrate on is to improve our infrastructure. There’s 
potential for development (Allan and Wendy). 

 

                                                 
16 For example, in the months after data collection, the New Zealand Government conducted a review 
on compliance costs in an effort to reduce their cumulative effect on SMEs (Oliver 2006). 



 

 116

A small minority of owner-managers mentioned the provision of information and 

market intelligence. This interest was from the more formal planners, however, 

although all participants indicated an interested in the results of this study in terms of 

benchmarking. Interest in research and information did not appear to be of high 

priority and the former Tourism Research Council was not mentioned once; 

Information is often one thing you don’t have enough time to acquire (Ruth and Ben). 

We don’t use it [Commercial Accommodation Monitor] but its just nice for us to sit 
back and see what’s happening in very general terms (Allan and Wendy). 

 

One owner-manager who had a marked difference from the others, also a more 

formal planner, recognised the value of information. Due to her remote location, of 

particular use was data that was available on the internet and this participant 

reported significant difficulties in obtaining information about other businesses for 

benchmarking. This may be due to the strong opinion that emerged regarding the 

sharing of information (Peters & Buhalis 2004), where there was an obvious 

resistance. This was particularly the case with the Commercial Accommodation 

Monitor17  as it was felt it is too specific for the West Coast’s small population, 

combined with a natural privacy of such details. 

It’s got nothing [to do] with anyone, what I’m doing, so they don’t necessarily get the 
truth from me (Allan and Wendy). 

 

This reinforces the autonomous nature of the small business owner, to whom 

independence is important (Kuratko & Hodgetts 1998), as illustrated in Section 2.6.4. 

It also shows a lack of appreciation of the benefits of co-operation (refer to Section 

2.6.10). 

 

5.8.3 Direct Planning Assistance 

Despite the many opinions of how businesses’ planning could be indirectly assisted, 

there were fewer thoughts on direct planning assistance. However, the ‘formal 

planners’ did acknowledge possible forms of direct assistance. Having seen both 

informal and formal planning, their voices provide a powerful perspective. SMTEs 

could be encouraged to plan more formally through educating owner-managers so 

                                                 
17 A national census-based survey on supply and demand of the accommodation sector (Ministry of 
Tourism 2008c). 
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they understand what certain strategic planning terms entail and how they can apply 

to their business. Communicating the benefits of more formalised processes was 

also thought to alleviate any misconceptions or fears of these processes. 

Furthermore, the active encouragement of businesses taking the time to plan 

formally with the necessary tools on hand and always remaining directly relevant to 

the business also appears to be important; 

Benchmarking and strategic plan, and all that sort of stuff, people often don’t know 
what that means, and I think its explaining how it works and how it can work for you, 
‘cos people go ‘oh no, far too hard’. Supplying people with the tools to understand 
how these methods work often is the most important thing is to allow people the 
opportunity to see what it can do for their business (Lydia). 

[What I’d like to see is] a series of workshops of five half days over the next month 
and have your business plan completed at the end of it. They’re relevant to your 
business, and they’re a tool that is going to be useable for your business and you’ve 
got somebody there that you can ask about. You’re not just sitting there listening on 
how to do something its just actually doing them (Steve). 

We haven’t really struck someone [business mentor], or found anyone who can help 
us. We might’ve had a couple of people referred to us, but they didn’t have much 
connection with our slant on things (Ruth and Ben). 

 

This indicates that the more formal planners, once identified, are valuable informants 

in terms of supporting and assisting those who are less formal. This could be in the 

capacity of being a mentor. Assuming they, in the past, were informal planners but 

have since seen how strategic planning can work in their business, these people 

could bridge the gap of understanding between assistance organisations and the 

more informal SMTEs. 

 

Yet when examining the role of support agencies in assisting SMTEs’ strategic 

planning, it was apparent that direct assistance is not expected, nor would it be 

widely utilised. Rather, more general forms of business assistance, including just 

providing a more favourable business environment, is thought to be of more use. As 

also found by Morrison et al. (2003) and Beaver and Lashley (1998a), businesses 

resist such direct assistance. In examining ways in which to better target business 

assistance, it is apparent that the wide range of skills and roles the owner-manager 

fulfils means they also seek a wide range of (indirect) assistance. Given the limited 

time spent discussing this issue, this study is unable to provide conclusive results 

specifically about the role government has in assisting SMTEs’ strategic planning. 

However, the findings on SMTEs’ planning approaches provide valuable insights for 

the design of SMTE assistance programmes. 
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5.9 Conclusion 

This chapter has reported the results of this study, to gain an understanding of not 

only owner-managers’ perceptions and approaches of strategic planning, but also to 

understand the factors surrounding those perceptions and approaches. The chapter 

outlined the owner-managers’ background and business entry motivations, followed 

by descriptions of how they planned, why they planned in such a manner and their 

perceived value of planning. The results were completed with the perceived role of 

support organisations, with particular respect to their planning. 

 

Many of the businesses that participated in this study are classified as small. 

Consistent with the literature, most owner-managers were motivated by lifestyle, 

which was reflected in the business’ objectives. Informal planning was the common 

approach for owner-managers, where plans and strategies were known but not 

documented. This approach was possible as owner-managers considered their 

experience relevant enough to run their business without the need for written plans. 

Their experience provided the owner-manager with the ability to make intuitive or 

instinctive decisions. Owner-managers also did not see any need to produce written 

plans, as they were considered to be for external parties. In the absence of external 

finance, there was no perceived need to justify their plans to anybody. Finally, 

owner-managers’ considerable operational involvement in the business meant they 

were short on time. As a result, taking the time to document plans was a low priority. 

 

A small, distinct group of three participants were identified as being more formal 

planners. These participants were clearly systematic in their planning, documenting 

their strategies after an objective analysis. They also recognised that formal planning 

was a reflection of their business’ growth. Having employed additional staff, the 

owner-manager was freed from day to day duties, allowing time for a more formal 

approach. Business growth meant planning was not only possible in terms of time, 

but also necessary to manage and sustain business growth. 
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Regardless of their approach, all owner-managers placed a high value upon 

planning, informal or otherwise. Therefore, an informal planning approach should not 

be assumed to be a reflection of an under-appreciation of planning, but rather be 

seen as a more unconventional process. 

 

In questioning the role government assistance could play with respect to their 

planning, the owner-managers’ independence became apparent. Direct planning 

assistance was seen to be of little value. Rather, owner-managers were more 

concerned with other forms of assistance, such as destination marketing and the 

reduction of compliance costs. Greater focus on these external business influences, 

as a form of indirect assistance, allowed the owner-manager to then run their 

business as they saw fit. 

 

The following chapter discusses these results in conjunction with the literature in 

Chapter Two and Three, giving greater insight into SMTEs’ strategic planning. In 

doing so, it examines the evolution owner-managers typically follow and how 

strategic planning fits into this evolution. 
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Chapter Six: Discussion 
 

6.1 Introduction 

This thesis investigated SMTE owner-managers’ strategic planning, specifically by; 

- Identifying SMTE owner-managers’ planning approaches 
- Examining their rationale for these approaches 
- Investigating the perceived value owner-managers have of planning 
- Identifying ways in which SMTEs’ planning can be assisted 

 

The results presented in Chapter Five parallel some of the general SMTE 

characteristics of the literature in Chapter Two and Three, but it also paints a more 

detailed picture of SMTE strategic planning. It appears that the existing literature 

may view the term ‘planning’ exclusively as the prescriptive process outlined by 

traditional management texts. The results of this research show that despite the lack 

of formal plans, many businesses do indeed plan, but just by different, more informal 

methods. Their wider business decisions can serve as evidence of strategic planning 

occurring in some form. This chapter discusses the findings with respect to SMTEs’ 

circumstances and how their resulting decisions determine the nature of their 

strategic planning. This chapter then continues with proposing how SMTE strategic 

planning can be conceptualised, taking into account its distinctive nature from other 

planning models and other industries. 

 

6.2 Perceptions of Planning 

Sections 2.6.9 and 3.2 highlighted literature that reports SMTE owner-managers as 

having an under-appreciation of planning, which is supported by participants’ general 

lack of formal planning. However, as presented in Section 5.7, owner-managers 

were reported to value planning; 

You can’t run a business without planning (Grant and Katherine). 

Planning can drive your business so if you don’t plan, then the environment drives 
the business (Steve). 

I think it’s critical … it’s very important, [but] not necessary to have a huge, fully 
blown plan that takes up hours of your time (Rachael). 
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This appreciation was despite the time pressures owner-managers faced, which was 

a significant factor as to why they did not plan formally. This was combined with the 

perception that they did not need to document plans, as plans were thought to be 

only for external financers, when present. Reporting was instead informally 

communicated between the few key people in the business, often ‘copreneurs’ or 

other close business partners. 

 

However, to fully understand owner-managers’ perceptions of strategic planning 

requires the examination of their understanding of the term. Although SMTEs have 

been identified as informal planners, they could also be considered strategic 

planners, as will be discussed below. Yet to ascertain this from the owner-managers’ 

own perceptions is difficult, as they themselves do not identify with the word 

‘strategy’. To them it holds ‘large firm’ connotations. They may perceive strategic 

planning, as it is typically known in its traditional form, as not being a suitable 

process for their business. Therefore, they could be making strategic decisions 

without realising they were indeed being strategic; 

A strategic move sounds like we’ve sat around a board meeting with collars and ties. 
We thought we were just organizing ourselves so we don’t get in [trouble] in a few 
years time (Mike). 

 

Owner-managers’ understanding of the term is also supported by Hannon and 

Atherton (1998) who found that owner-managers did not distinguish between 

operational and strategic thinking. This is partly explained by their instinctive nature. 

Owner-managers’ decision-making was found to be highly influenced by intuition, 

making their awareness of how they make their decisions relatively low. 

 

Therefore, as SMTEs could not identify (for the most part) with the word ‘strategy’, 

the value they place upon it cannot be determined. What they did value, however, 

was planning. Some authors may argue that ‘planning’ is a distinctively different 

activity to other terms such as ‘strategic planning’, ‘business planning’ or ‘strategic 

management’. Beaver (2007, p.16), however, found in practice owner-managers 

“had neither the time or inclination to play these ‘language games’”, indicating that 

the term is not significant to owner-managers, but the action is. 
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Given that study participants were unable to identify with the word ‘strategy’, 

determining whether they are strategic requires more than simply asking them; it 

required the researcher’s assessment as to whether they are or not, based on the 

evidence presented in their motivations, goals, operating context and resulting 

business decisions. 

 

6.3 Approaches to Planning 

To determine whether participants were strategic, the researcher studied their 

business decisions in regard to their motivations and objectives. 

 

6.3.1 Business Entry: Background and Motivations 

The study participants came from a diverse range of backgrounds and occupations 

prior to owning their small tourism business (refer to Table 5.2). As previous studies 

indicate this is characteristic of many SMTE owner-managers, given the low barriers 

to entry (for example Shaw & Williams 1998; Szivas 2001). Furthermore, the product 

and service diversity of the tourism industry means it can “accommodate a wide 

range of skills [which] can be seen as an enticing characteristic for those who want to 

or have to move away from non-tourism employment” (Szivas 2001, p.171). 

 

Yet what participants did have in common were their reasons for owning a small 

tourism business, where lifestyle, in its various forms, prevailed. It is this 

characteristic that distinguishes SMTEs from SMEs, as there are “few sectors where 

[lifestyle] is as potently illustrated than in the tourism industry” (Andrew et al. 2001, 

p.16). There has been much discussion on the lifestyle motivations of SMTE owner-

managers (for example Ateljevic & Doorne 2000; Getz & Carlsen 2000; Andrew et al. 

2001; Iaonnides & Petersen 2003; Haber & Reichel 2005; Nilsson et al. 2005). 

However, lifestyle motivations determine much more than the business’ inception. In 

the context of SMTE strategic planning, the following section illustrates the 

implications lifestyle motivations have on the businesses in this study. It begins by 

outlining a common strategic decision faced by these firms, arising from their lifestyle 

motivations. This serves as an illustration of their unique strategy making 

approaches. 



 

 123

6.3.2 To Grow or Not to Grow 

One common strategic decision owner-managers are often required to make is that 

regarding businesses growth. Despite the substantial amounts of literature 

addressing small business growth (Marsden & Forbes 2003), it cannot be assumed 

that all owner-managers aspire for growth (refer to Section 2.6.7). Yet this is not to 

say that growth is not ill-considered by these firms. This research found that SMTEs 

have a full awareness of the implications of growth and it was apparent that 

considerable thought went into their decision to either grow or remain small. The 

extent of thought was evident by the complex factors associated with the growth of a 

small tourism business, as SMTEs commonly faced a ‘Catch-22’ situation in terms of 

deciding whether to grow or not, as illustrated in Figure 6.1. 
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Figure 6.1  Owner-manager’s ‘Catch-22’ 
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As identified in Section 5.4.1, many owner-managers in this study started their 

business for lifestyle reasons, attracted by location, family interests, semi-retirement 

or recreation. A small tourism business was seen as an opportunity to earn an 

income while still having this lifestyle.  

Its not just about money, its about enjoying the business (Rachael). 

Have a good lifestyle, have the odd holiday, and be your own boss (Helen). 

 

However, the question of whether this perceived lifestyle became a reality remains. It 

was apparent that once operating, the owner-managers were putting in most, if not 

all, of the operative work. This is due to the business’ small size and inability and/or 

resistance to employ staff; 

Owner-operators work better if they can manage the business by themselves, 
having staff is a bonus rather than a necessity (Raelyn). 

 

With considerable hours and a stressful business for which they are solely 

responsible for, owner-managers were not necessarily enjoying the lifestyle they 

initially envisaged (Miciak et al. 2001; Peters & Buhalis 2004). Yet, the only way to 

avoid this situation was to employ more staff to relieve the owner-manager from the 

daily operative work. However, for many of the owner-managers interviewed, 

affording staff required an increase in financial turnover; 

It’s really hard to be all in one, manage other people, do the work yourself, and do 
the paperwork. Its really, really hard … and you get to that point where there’s so 
many things happening, and you just have to lay on the floor and take a few deep 
breaths, because you get stressed, you don’t want do that (Ruth and Ben). 

 

This brings the business owners to a key strategic decision, as illustrated in Figure 

6.1. An increase in turnover often requires an increase in customer volume. The 

predicament that arises is that growth, in terms of customers and staff, is not what 

owner-managers initially intended for their business.  

It seemed like a good way of life. A break from a big business, but regrettably its 
sortof become a bit of a big business again … I’m not a small operator anymore 
(Oliver). 

 

Growth was seen as a threat to the perceived lifestyle they thought they would attain 

from owning a small tourism business (Mazzarol 2005); 
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An increase of customer and staff in volume is not the only way to increase turnover, 

as value-adding and increased yield from the existing customer base could be an 

appropriate solution. In terms of this study’s sample, value-adding was raised by only 

a few participants. Yet it appeared that the ability to value-add and increase turnover 

without dramatically increasing volume was highly coveted, and one participant 

indicated that it was only a partial solution to the growth predicament. Although 

value-adding is widely purported, however, to the participants in this study it did not 

appear to be as easily attained as its proponents would suggest (for example 

Tourism New Zealand 2008b; Harding 2006; Dale & Robinson 2007). 

 

Overall, however, growth in terms of customer and staff volume was the most 

apparent option available to participants. Yet growing their business in such a 

manner may not have been appropriate for their target market, which is often niche 

in an attempt to create a sustainable small business (Thomas 2000; Ateljevic & 

Doorne 2000). Additionally, in a remote region such as the West Coast, there may 

not be enough demand to justify growth, or demand may be in the hands of key 

tour/transport firms and the routes and stops they operate.  

 

For many businesses, particularly the accommodation providers, growth was also 

likely to require an increase in capital expenditure. However, such expansion could 

produce diminishing returns on investment faced with the costs of capital, additional 

staff and compliance. Growth and expansion could also require external funding, yet 

businesses often do not wish to go into debt as it is contradicts their desired 

autonomy (Ateljevic 2002; Wason et al. 2007). More often than not, growth required 

additional staff, which proved difficult with the region’s small population base and the 

tourism industry experiencing labour shortages (TIANZ 2008b). 

 

Given the feasibility, or lack thereof, of the above growth options, owner-managers 

were left with the option of staying small to avoid the implications or risks associated 

with growth, yet having to put in considerable hours to manage the businesses. 

Paradoxically, they could grow and be faced with additional costs that may not be 

financially recoupable. 
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Example One: Growth in Action 

To illustrate, one owner-manager made the decision to grow, at least to a certain 

size. ‘Oliver’ opened a backpacker hostel with the intention of having a “break from a 

big business”. It was seen as an opportunity to have “a bit of a home, income and 

lifestyle”. This hostel started with twelve beds, where “the office was literally where 

he stood”, but over time (thirteen years) it grew to forty-five beds. He described the 

business’ growth as an evolution and maturity, but it required the employment of an 

assistant manager, as it was acknowledged that “it was getting full on to run” himself. 

Therefore, through his own admission, it had “regrettably become a bit of a big 

business, in a sense” but this was based on his acknowledgement that “you either 

stay very, very small and do it all yourself, but if I want to have a lifestyle I have the 

management [to] run the place and then I’m free to go out and do other things”. 

 

Example Two: Staying Small 

Alternatively, ‘Allan and Wendy’ took the other option, making the conscious decision 

not to grow. This couple started their bed and breakfast also for lifestyle reasons, as 

it was seen as an option for semi-retirement. They identified their reasons for 

entering the business as an opportunity to earn income in a way that “suited their 

age and time of life”. After three years they discovered it was in fact a demanding 

lifestyle, with just the husband and wife as owner-operators. However, growth and 

employing staff was not deemed appropriate for this business for two reasons. The 

first was the inconveniences of hiring staff in terms of relying on others and finding 

staff accommodation in a small town such as theirs. Secondly, they thought growth 

would “lose the whole perspective of the atmosphere they were creating for their 

guests - that is an intimate and friendly ambience”. Therefore, although they knew 

their situation in terms of a “demanding lifestyle” versus growth, for those reasons 

they chose to stay small. But this couple did raise the issue of the perceived lifestyle 

a small tourism business was thought to bring and how often this can be misleading 

(Beaver & Lashley 1998b); 

I get a few people say to me it’s a lifestyle business … but I don’t know, I think its 
quite a demanding lifestyle … particularly when you’ve got just two of you working 
Q: Do you find that perhaps the lifestyle term is a little bit deceiving? 
Yeah for sure … Well the lifestyle thing is … associated with this business of just 
sitting down in the evening having a glass of sauvignon blanc and… a lot goes on 
behind the scenes before you get to have a sauvignon blanc with your guests. 
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The examples and Figure 6.1 illustrate how participants made purposeful decisions 

to either pursue or avoid growth and the research findings showed two distinct 

groups reflecting each decision. Only a few consciously pursued growth as a 

response to achieving their lifestyle objectives, who were also the owner-managers 

that were found to be more formal planners.  

We want to live here, and so we need to create a certain cash flow to enable us to 
have a manager here and have staff, and have people helping us. We realise that 
we’ve got a certain turnover that we need to reach before we can really do what we 
want to do, like actually remove ourselves from being at the end of the doorbell 
(Ruth and Ben). 

 

Alternatively, the majority of participants were aware of their predicament and chose 

not to grow, or were attempting to find a balance between the two dichotomies. 

These owner-managers were likewise making a similar decision, but addressing their 

lifestyle motivations with the purposeful decision to remain small; 

The difference between buying yourself a jail sentence and buying yourself a 
lifestyle depends on how much you can afford to get away. If you’re big enough you 
can employ staff, then you can still have a reasonable life (Henry and Trish). 

 

The key influence in this decision was lifestyle, which then determines their decision 

regarding growth. Many of the owner-managers chose to address lifestyle by 

remaining small, while the remainder’s alternative was to purposely grow. However, 

both groups of owner-managers had lifestyle as the motivating factor in their 

decision. 

 

These purposeful decisions provide insights into how the owner-managers of SMTEs 

can think strategically. It is long-term consideration of their personal motivations, 

business objectives, external environment and the market, which is analogous to the 

many definitions presented in Section 3.2.2. This strategic thought is, however, in an 

informal, unwritten way, and the evidence was in their decisions, not documents. 

This is supported to Mazzarol (2000), who noted that although small businesses 

were incorporating the common elements of strategic planning into their decision-

making, their exception was that these decisions were not written down. 
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6.3.3 Strategic Decisions 

This study has challenged the author’s preconceived understanding of strategic 

planning for small firms. Given the reports that small tourism firms do not plan, this 

study endeavoured to find out why that was. However, it was quickly realised that it 

was not that these firms did not plan, but rather they planned in a way that was not 

expected of them. The following section outlines how they did plan, proposing a new 

way to conceptualise SMTE strategic planning given the above evidence of their 

strategic decisions. 

 

Literature continuously reports that SMTEs, and SMEs alike, are not strategic 

(Robinson & Pearce 1984; Cooper & Buhalis 1992; Page et al. 1999; Byers & Slack 

2001; Irvine & Anderson 2004; Nilsson et al. 2005; Verreynne & Corner 2005). These 

reports, however, are often based on the normative, rational planning model as 

outlined in Section 2.8.2. The author proposes that SMTEs are not recognised as 

being strategic for two reasons. The first is that SMTEs do not formulate the typical 

corporate or business strategies, as their motivations are often non-economic. 

Secondly, their approaches do not follow the formal, rational planning model, which 

importantly does not mean a lack of planning per se. 

 

Distinctive Strategies 

SMTEs are often not recognised as being strategic because they do not have typical 

corporate or business strategies often used in the prescriptive strategy literature, 

such as Porter’s generic strategies for sustainable competitive advantage (1985). As 

outlined in the case examples above, SMTEs instead pursue unique lifestyle 

strategies. Lifestyle was a significant motivation for participants’ ownership of a small 

tourism business, and it was a key influence in their business decisions. As a result, 

lifestyle became a strategic objective (Dewhurst & Horobin 1998: Hall & Rusher 

2004). ‘Lifestyle strategies’ are not a new concept for the SMTE literature, as 

Dewhurst and Horobin (1998) discuss the translation of lifestyle-oriented goals into 

lifestyle-orientated strategies. Notably, they not only discuss lifestyle-oriented goals, 

but lifestyle-orientated strategies for success. This implies that by having lifestyle 

goals and strategies does not preclude the business from becoming a successful 

commercial venture. 
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Strategic Intent 

The second reason, which has traditionally prevented SMTEs from being recognised 

as strategic, is the distinctive way in which they ‘plan strategically’. However, to 

support the claim that these firms are indeed strategic requires an alternate view of 

strategic planning. Section 2.8 discussed some of the ways in which strategic 

planning can be approached, including the prescriptive, rational model, such as that 

in Figure 2.2. This model is common in the large firm literature, the arena from which 

it stemmed. However, the reliance on the large firm literature in the small business 

literature is still alarming, given the research and discussion that demonstrates its 

inappropriateness for small firms. 

 

This study further confirms that the rational planning model is not always appropriate 

for assessing small tourism firms, as participants clearly did not identify with such a 

process. Rather, strategic planning is a direction or ambition. Therefore, despite the 

criticism of studies that apply large firm concepts to small businesses without 

appropriate adaptation (Marsden & Forbes 2003), it could be said that businesses 

have a strategic intent (Hamel & Prahalad 1989). Section 3.2.2 referred to strategic 

intent as an alternative to the rational planning model. Although this concept was 

initially proposed in a large firm context, the essence of the term applies to SMTEs, 

perhaps even more so than large businesses; 

Companies that have risen to global leadership over the past 20 years 
invariably began with ambitions that were out of all proportion to their 
resources and capabilities. But they created an obsession with winning at all 
levels of the organization and then sustained that obsession over the 10- to 
20- year quest for global leadership. We term this obsession “strategic intent” 
(Hamel & Prahalad 1989, p.64). 

 

This highlights strategic intent’s appropriateness to SMTEs, given their aspirations 

for success and limited resources. Furthermore, the intent remains stable over time, 

it captures of the essence of winning and sets a target that requires personal effort 

and commitment. However, according to Hamel and Prahalad, ‘winning’ refers to a 

company’s competitive advantage, financial gain and market leadership. In the 

SMTE context, winning is a reflection of being able to achieve the desired lifestyle, all 

the while earning enough income to sustain that lifestyle. Pitt (2000) alters Hamel 

and Prahalad’s view of strategic intent winning ‘global dominance’, but rather 

considers strategic intent as a means of path selection to achieve a favourable 
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outcome. The path chosen by SMTEs is described in Figure 6.1 – a small tourism 

business as a means to achieve a desired lifestyle, and ensuing business/lifestyle 

strategies to sustain income and lifestyle. This is analogous to Dewhurst and 

Horobin’s (1998, p.32) “lifestyle-oriented strategies for success”, as outlined in 

Section 3.2.3. 

 

Yet the owner-managers’ lifestyle strategies, or strategic intentions, are not explicit 

target statements, as found in business plans. Rather they are more subtle intentions 

and ambitions and their subconscious nature may be a result of their origin being the 

personal desires of the owner-manager. Regardless, strategic intent is seen as an 

alternative way to conceptualise SMTE strategic planning. Furthermore, given their 

“intrinsic disadvantages” (Ateljevic & Doorne 2004, p.6), strategic intent is suitable as 

it is seen a leverage of a business’ internal resources and capabilities to achieve 

what was initially thought to be impossible (Marsden & Forbes 2003). 

 

There are a number of terms that could be associated with strategic intent, given its 

difficulty to define and encapsulate. For example, strategic intent is analogous to 

Mintzberg’s (1993, p.37-38) strategic vision, which “sets the broad outlines of a 

strategy, while leaving the specific details to be worked out … the broad perspective 

may be deliberate but the specific positions can emerge”. This is reflective of the 

owner-managers of this study, who indicated the importance of a clear vision; 

Knowing where you’re going, having a focus (Raelyn). 

In terms of where we want to go, what we want to do, yes, we’re very clear on it 
(Helen). 

 

Many authors emphasise the importance of a strategic vision, particularly for small 

firms (Hannon & Atherton 1998; McCarthy & Leavy 2000; Stonehouse & Pemberton 

2002; Mazzarol 2005). Indeed, Beaver (2000, p.205) sees the strategic mission, 

vision and values as the fundamental ingredient of good strategy. Strategic intent 

and vision also incorporate a high degree of strategic learning, particularly when 

“vision cannot cope” (Mintzberg 1993, p.38); “We try things, and when something 

works, our experiments gradually converge into viable patterns that become 

strategies” (Mintzberg 1994a, p.17). 
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It was apparent that strategic learning was a significant component of the owner-

managers’ strategic planning, as their high reliance upon experience was a 

significant factor in their approach to planning. Furthermore, with experience and 

learning comes intuition, which guides the vision and intent; “Managers draw on 

experience and intuition as well as rational evaluation to construct intent” (Pitt 2001, 

p.5). This further supports the proposition of an alternate view of SMTE strategy 

making. 

 

It is difficult to pinpoint which term is most appropriate to use, whether it be strategic 

intent, vision or learning. What is apparent is the possible misuse of the word 

‘planning’ when referring to SMTE strategic planning. Planning has done, and 

continues to, imply a formal and implicit process; 

All this time, therefore, ‘strategic planning’ has been misnamed. It should have 
been called ‘strategic programming’, and promoted as a process to formalize, 
when necessary, the consequences of strategies already developed. 
Ultimately, the term ‘strategic planning’ has proved itself an oxymoron 
(Mintzberg 1994a, p.18). 

 

With the understanding of planning equating to formality, authors reject SMTEs as 

planners (Travel, Tourism & Leisure Group 1996; King et al. 1998; Page et al. 1999; 

Stoke & Aitken 2003; Dale & Robinson 2007). However, “the lack of formal planning 

does not imply the absence of strategic thinking. Planning can be thought of as any 

reflective activity which precedes the making of decisions” (O’Gorman 2000, p.292). 

The unclear meaning of this word is perhaps the reason that these firms are 

continuously rejected as strategic planners. However, this thesis does not intend to 

resolve the meaning of planning, but is more concerned with the word ‘strategic’. 

This is reflective of Hamel’s (1996, p.70) argument that “strategic planning isn’t 

strategic”, in which the emphasis on the “calendar-driven ritual” of strategic does not 

necessarily produce the results that being ‘strategic’ should. 

 

Furthermore, this discussion is not arguing that strategic intent is a way to 

exceptional firm performance. Given owner-managers’ unique measures of success, 

this thesis has not attempted to identify ‘successful’ firms. Rather, what is important 

here is the insight into SMTEs strategic planning this research has provided, in that 

they cannot be disregarded as planners. 
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6.4 Assisting SMTEs’ Planning 

Given the above examination of how exactly SMTEs plan, what practical implications 

does this present, namely, assisting SMTEs’ strategic planning? It was reported by 

the literature and this study that business assistance, particularly that of business or 

strategic planning, is under-utilised (Byers & Slack 2001; Ateljevic 2002). This is 

easily understood, given the uniqueness of SMTEs’ strategic planning. Based on the 

findings of this research, two recommendations emerge to assist SMTEs’ strategic 

planning. 

 

Firstly, there is the need to understand and recognise the alternate view of strategic 

planning put forward in this work. Despite it not being part of the mainstream 

management literature, it needs to be accepted as a valid and appropriate method by 

which SMTEs can achieve commercial (and lifestyle) success. The traditional, 

rational model of strategic planning should be built on concepts such as strategic 

intent and lifestyle strategies, to remain appropriate to their teaching subject. 

Although rational strategic planning is much easier to conceptualise, and therefore 

teach, it is not necessarily appropriate for SMTEs, as demonstrated by this thesis. 

Much of current, contemporary management theory is still founded on the 
empirical analysis of managerial action in large organisations. These 
principles, no matter how refined, cannot be applied to the smaller enterprise. 
Whilst common managerial skills need to be in evidence in many 
organisational situations, the contextualisation of these skills to meet the 
requirements of the small business operating context is distinctive (Beaver 
2007, p.16). 

 

Owner-managers do not always identify with such processes. Evidence of this is in 

the fact the very few participants who had utilised courses that sought to develop 

strategic planning skills. Those who did appeared not to extract value from them; 

I don’t find them helpful … what would be more beneficial is a series of 
workshops … five half days over the next month and have your business plan 
completed at the end of it, these are things that you’re working (on), they’re relevant 
to your business, and they’re a tool that is going to be useable for your business and 
you’ve got somebody there that you can ask about - how do I deal with this and that 
(Steve). 

 

This highlights the importance of remaining relevant to SMTEs and reflecting how the 

owner-managers see their world. This comes to the second recommendation - 
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encourage strategic thinking rather than strategic planning. Strategic thinking, 

through vision or intent, precedes effective strategic planning; 

Attention should be given to the development of strategic thinking skills. 
These can be developed via education programs that foster creativity, 
strategic thought, critical analysis, team work and strategic networking. While 
some focus should be given to planning skills, the task of drafting a plan is 
something that should follow the development of strategic thinking skills rather 
than lead it. Formal education programs in business management need to be 
flexible and tailored to the needs of the small firm sector (Mazzarol 2000, 
p.15). 

 

This is not to say planning should not be on the assistance agenda, but rather 

strategic thought should be first and foremost, in efforts to capture greater attention 

from owner-managers than what strategic planning assistance currently receives.  

 

Furthermore, in keeping with the owner-manager’s perspective, the subject of 

strategic intent should incorporate the role lifestyle plays in their business and the 

practical implications this unique motivation presents. Lifestyle motivations and 

subsequent strategic vision/intent can be simply addressed by asking owner-

managers key questions about what their business represents, and how it will serve 

their motivations given the context it operates in, provoking strategic thought. 

Furthermore, understanding of common strategic decisions, such as their ‘Catch-22’, 

provides agencies and advisors clear understanding of this distinctive sector and the 

situations commonly faced. Clear representing these strategic business decisions to 

owner-managers in the earlier stages of their business’ life provides foresight and 

learning of other experienced operators. Such learning is highly valued and relied 

upon. 

 

6.5 Conclusion 

This research has provided some insights into the perceptions and approaches 

owner-managers of West Coast SMTEs have of strategic planning. Specifically it 

investigated the nature of SMTE strategic planning, examining how such planning is 

undertaken by the owner-managers of West Coast accommodation and activities 

businesses and the reasons for these approaches. 
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This discussion highlighted that SMTEs could be identified as strategic, as their 

business decisions were long-term considerations and reflected their motivations and 

objectives. This was evident by examining the evolution and experiences the owner-

manager had with their business. Lifestyle was a motivator for starting the business 

and as a result, lifestyle became a business objective. 

 

This led to strategic decisions that were based upon lifestyle objectives. One way 

this occurred was the strategic decision regarding growth. With few staff, owner-

managers became short on time and were not enjoying the lifestyle they expected. 

To relieve this situation, the business could employ more staff to free the owner-

manager from the daily operative work. However, this would require an increase in 

turnover, most likely requiring greater customer volume. Yet such growth does not 

represent the initial intention for the business. On the other hand, growth has a 

number of implications, which may make it an unfeasible option. This decision point 

was termed their ‘Catch-22’. 

 

Regardless of whether a business grew or not, this common predicament meant 

many owner-managers had to make a key strategic decision, which either way was 

influenced by lifestyle. The decision was strategic in that it was a long-term 

consideration of personal motivations, external environment and their market. 

 

As this decision was often not documented, but still understood, it is therefore 

appropriate to conceptualise SMTE strategic planning as a ‘strategic intent’, in which 

intentions are not explicit target statements, but more subtle ambitions. Furthermore, 

strategic intent incorporates a vital role of strategic learning, which allows intuitive 

decisions. This is a move away from the common corporate notions of strategic 

planning. 

 

The proposition that owner-managers have an under-appreciation of planning (Byers 

& Slack 2001) could not be outrightly rejected, as the owner-managers themselves 

may not consider their actions strategic. Yet their motivations, objectives and 

resulting businesses decisions could be considered strategic, if recognised in a more 

informal sense such as that of strategic intent. 
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With this research being explorative, further investigation of a broader sample is 

required to identify the true nature of SMTE strategic planning that may be applicable 

to other SMTE populations. However, this research highlights the need to recognise 

SMTEs’ unique characteristics, such as that of lifestyle, without dismissing them as 

unprofessional or lacking commitment. Understanding and recognising these 

characteristics, which are so often unlike other industries or business types, will 

serve to address the development needs of this important sector of the tourism 

industry. 
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Chapter Seven: Conclusion 
 

7.1 Introduction 

This thesis has explored the nature of SMTE strategic planning, for which the owner-

manager was the subject of enquiry. This chapter summarises the key findings of 

this research of owner-managers of West Coast SMTEs and relates these findings to 

the relevant literature. The chapter identifies the key insights into SMTE strategic 

planning while discussing the implications these findings have on assistance for 

SMTEs’ strategic planning. Recommendations are made on how business 

assistance can be more effective, utilising the findings of this research. Finally, as 

this study was exploratory in nature, potential areas of future enquiry that were 

identified throughout the research process are also presented. 

 

7.2 The Importance of SMTEs 

SMTEs are a critical sector in the tourism industry. They are prominent in New 

Zealand, with between approximately 13,500 and 18,000 thought to be currently 

operating (TIANZ 2008d). Collectively, SMTEs have a substantial impact upon a 

destination. Their products can represent and exemplify a destination’s character 

(Cooper & Buhalis 1992). SMTEs also facilitate close interactions with travellers, 

offering more personalised experiences and being in close touch with their needs 

(Ateljevic & Doorne 2000; Andrew et al. 2001). They have the inherent ability to cater 

to niche markets while also having the flexibility to rapidly adapt to the changing 

needs of these markets (Thomas 2000; Wanhill 2004). 

 

Not only being pivotal to a successful destination, SMTEs are also important vehicles 

of regional economic development, particularly in New Zealand. Regional areas, 

such as the West Coast of the South Island, pursue tourism as a means of economic 

development as other industries experience decline (Ateljevic & Doorne 2004). Local 

ownership, entrepreneurship and employment can be created through small tourism 

businesses, also producing downstream benefits for supplier industries (Ioannides & 

Petersen 2003; Nilsson et al. 2005). The following section outlines SMTEs’ 
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characteristics, particularly that of the owner-manager, before proceeding to the 

details and findings of this study. 

 

7.3 SMTEs’ Characteristics 

Given SMTEs’ importance, their performance has been a prominent subject in the 

academic literature (Boer 1998; Beaver & Lashley 1998b; Haber & Reichel 2005; 

Wason et al. 2007). However, these businesses have been described as resource 

poor, having low levels of capital and management skills (Kozak & Rimmington 1998; 

Beaver & Lashley 1998a; Andrew et al. 2001; Morrison & Teixeira 2004b; Augustyn 

2004). Their vulnerability is exacerbated by the externalities they face, which they 

are often unable to influence or sufficiently react to (Morrison 2002). Consequently, 

business assistance has been made available to SMTEs, in efforts to help these 

firms become prosperous and self-sustaining (Ministry of Tourism, Tourism Industry 

Association & Tourism Recreation Research & Education Centre 2007b). For 

example, the New Zealand Tourism Strategy 2015 states that for the tourism industry 

to be prosperous, business assistance programmes are required to help owner-

managers increase their return on investment and develop quality products (Ministry 

of Tourism et al. 2007a). 

 

Assistance tends to be directed towards the owner-manager, who plays a pivotal role 

in the business. This person determines the characteristics that make these 

businesses unique. For example, their non-economic, or lifestyle motivations, 

combined with a need for autonomy and independence, attracts people to own a 

small tourism business. Thus, business goals tend to be a reflection of the owner-

manager’s personal goals, which may be less oriented towards commercial success 

and focus more on their ability to attain or protect their desired lifestyle (Dewhurst & 

Horobin 1998; Andrew et al. 2001). One way this may be achieved is by ensuring the 

business remains small in an attempt to retain control over the number of hours 

worked and staff employed (Ateljevic & Doorne 2004). However, with this non-growth 

strategy, the business consequentially revolves around the owner-manager, who 

performs the necessary operative duties as they are the main, if not the only, source 

of skill. As a result, the owner-manager becomes engaged in a “complex ‘commercial 
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marriage’” to the business, where he or she is personally embedded into the 

organisation (Morrison & Teixeira 2004a, p.169). 

 

However, owner-managers can find that this operative workload becomes a burden 

and they experience severe time limitations. This lack of time and managerial 

overload is considered a major growth inhibitor and serious constraint to business 

development (Curran 1996; Peters & Buhalis 2004). As a result, owner-managers 

become reactionary, where decision-making is reduced to immediate personal 

judgement to largely ‘fire-fight’ the situation at hand (Peters & Buhalis 2004). 

 

With this situation being witnessed as commonplace by the researcher, one needs to 

ask how this seemingly inherent characteristic may be avoided? Strategic planning, 

with all of its purported benefits, has arisen as an apparent solution. However, 

SMTEs are not considered strategic planners, nor business planners (King et al. 

1998; Margerison 1998; Page et al. 1999; Byers & Slack 2001; Ateljevic 2002; 

Ateljevic & Doorne 2004; Peters & Buhalis 2004; Dale & Robinson 2007). Given the 

above predicament, why are those businesses that could most benefit from having a 

more strategic approach least likely to utilise strategic planning? 

 

7.4 Research Questions and Methodology 

This question led to the development of the following research objectives, which 

guided this study; 

- Identify SMTE owner-managers’ planning approaches 
- Examine their rationale for these approaches 
- Investigate the perceived value owner-managers have of planning 
- Identify ways in which SMTEs’ planning can be assisted 

 

To address these objectives, owner-managers of fifteen West Coast SMTEs were 

interviewed using a semi-structured format. As SMTE strategic planning was found 

to be an informal, intuitive process, this research method provided the flexibility 

required to examine this process. It was also important to this research that owner-
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managers could represent their strategic planning in their own words without the 

researcher’s a priori reasoning (Jennings 2001). 

 

7.5 Results and Discussion 

In addressing the research questions, the insights gained of SMTEs’ strategic 

planning not only contribute to academic understanding of these businesses, but 

also have practical implications. The following paragraphs contextualise the findings 

of this study with the existing literature before elaborating on the implications these 

findings have on providing assistance for SMTEs. 

 

The participants of this study were found to share similar characteristics with what 

had been reported in other studies, namely their lifestyle motivations, the manner in 

which these personal motivations were applied to the business, giving non-

commercial measures of success (Dewhurst & Horobin 1998; Andrew et al. 2001). In 

terms of characterising how owner-managers planned, most described their 

approach as informal – in fact, the term ‘back of the envelope’ was used by three 

participants. They all had plans, knew where they wanted the business to go and 

how it would get there, but these plans were not written in a formal document. 

Instead, plans were discussed and understood between key people, which in most 

cases were their partners, who were also owner-operators, referred to as 

‘copreneurs’ (Getz et al. 2004). 

 

This approach was possible for three reasons. Firstly, owner-managers relied upon 

their occupational experience, both prior to and within that business, to operate their 

business without the need for written plans. Decisions became intuitive, rather than 

objectively considered and documented. Secondly, owner-managers did not perceive 

it necessary to write plans, as such documents were only thought to be for external 

financiers. With the absence of these external parties, there was no need to write 

business plans. Finally, few staff and time shortages meant that owner-managers 

had to prioritise their tasks, and because of the preceding two reasons, taking the 

time to document plans was considered unnecessary. 
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On the other hand, there was a small group of owner-managers who considered their 

planning as formal. These participants undertook formal planning on a regular and 

objective basis. This approach, however, was a reflection of the growth of their 

business, as these businesses had employed extra staff to free the owner-manager 

from day-to-day tasks, which allowed them the time to take a more formal approach. 

However, the cause and effect relationship was complex – it seemed that growth 

resulted in more formal planning, while more formal planning also resulted in 

business growth. 

 

In contrast to previous studies (Byers & Slack 2001; Ateljevic 2002), owner-

managers in this research valued the planning process, be it formal or informal. 

However, only a minority of participants actually identified with the word ‘strategic’ 

and considered themselves strategic planners. These participants were also 

identified as the more formal planners. The vast majority did not recognise their 

planning as ‘strategic’ - they viewed it as simply planning for the future. Yet did this 

group of informal planners’ lack of identification with the word ‘strategic’ truly imply 

that they failed to be strategic? To answer this question, their motivations, objectives 

and resulting business decisions were analysed. Owner-managers reported that 

lifestyle was their motive for starting the business, and these personal motivations 

transcended into business objectives. However, often these objectives were 

manifested by maintaining the business’ small size, where the owner-manager was 

busy running the business day-to-day and being left with little time. As a result, they 

were not enjoying the lifestyle they envisaged. This brings many owner-managers to 

a common decision point; on one hand they may choose to stay small to avoid the 

implications associated with growth, yet put in considerable hours to operate the 

business. On the other hand, they may aim to grow and be faced with risks and costs 

that may prove un-worthwhile. Regardless of the choice made, the research found 

that most owner-managers were aware of their predicament and formulated and 

implemented a strategy accordingly. Thus, they were considered ‘strategic’ 

regardless of whether they perceived themselves as such. 

 

This indicates that owner-managers can possess ‘strategic intent’. This could be 

considered strategic, but not in the typical, formal sense that strategic planning is 

commonly associated with. Rather it constitutes ‘informal strategic planning’. This 
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could be the reason for owner-managers’ inability to identify with the word strategic, 

as it held large firm connotations. ‘Strategic intent’ is a more appropriate way to 

conceptualise SMTE strategic planning. They are strategic in that it is a long-term 

consideration of their business options and decisions, given their objectives and 

circumstances. However, these ‘intents’ are not explicit target statements, as found 

in business plans. They are more subtle intentions and ambitions, with their 

subconscious nature a result of their origin being the personal motivations of the 

owner-manager. 

 

Having put forward this concept for SMTEs, this thesis is not suggesting that 

strategic intent is the answer to exceptional business performance. Rather, it is 

emphasising that strategic planning is not entirely absent in SMTE owner-managers’ 

decision-making, having explored the elusive workings of this process. 

 

7.6 The Contribution of this Research 

These findings are important in the understanding of the SMTE sector. The method 

employed ‘gave voice’ to the owner-managers, allowing them to express how they 

planned strategically in their own words. As a result, it has provided insights that 

previously did not exist. For example, a number of authors have stated that small 

tourism businesses are not strategic planners (Travel, Tourism & Leisure Group 

1996; King et al. 1998; Beaver & Lashley 1998a; Page et al. 1999; Friel 1999; 

O’Gorman 2000; Stoke & Aitken 2003; Ateljevic & Doorne 2004; Peters & Buhalis 

2004; Dale & Robinson 2007). However, this research has found otherwise, by 

broadening the perspective of what ‘strategic planning’ entails. By utilising the wide 

range of strategic planning literature, it was found that a number of alternatives to the 

formal planning process exist. In particular, strategic intent was found to be an 

appropriate way to conceptualise SMTE strategic planning. By viewing SMTEs in this 

light, it is hoped that they are not dismissed as unprofessional businesses. This is of 

particular relevance to assistance providers. There is much literature on the 

misdirected or inappropriate support schemes available to SMTEs have been subject 

to criticism (Thomas 2000; Ateljevic & Doorne 2004). On the other hand, it has also 

been suggested that SMTEs are unlikely to participate in assistance programmes. 

This points to the divergence that may exist between the two parties.  
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Three recommendations are given to address this divergence. The first is the 

acknowledgement that SMTE owner-managers do not need to be ‘formal strategic 

planners’ to be considered strategic. This rests on the recognition of the role of 

strategic intent in the owner-managers’ decision-making process. Assistance 

programmes should reflect this acknowledgement by first emphasising the 

importance of strategic thought. Once this foundation has been established, a 

programme can build upon this understanding by providing advice on formulating 

business strategies and writing formal business plans. 

 

Secondly, all teaching of strategic thought or planning should incorporate the role 

lifestyle plays in the owner-managers’ business and the practical implications this 

unique motivation presents. Strategic thought can be provoked by ensuring that 

owner-managers understand what their business represents and how it will serve 

their motivations given its operating context. 

 

Finally, in keeping fully relevant to these businesses, understanding SMTEs’ 

common strategic decisions, such as their ‘Catch-22’, means SMTEs’ business 

decisions can be adequately supported. This is particularly relevant to those in the 

early stages of the business’ life cycle, as it provides foresight to a problem that may 

be frequently encountered. 

 

It is imperative that assistance organisations are fully informed of the unique 

characteristics SMTEs posses, such as their lifestyle motives, their ‘Catch-22’ and 

strategic intent, as outlined by this research. 

 

7.7 Future Research 

The understanding of SMTE strategic planning needs to be advanced further. As this 

research was exploratory in nature, it has given rise to a number of areas of future 

enquiry. Greater insight into SMTEs’ strategic planning is required, which includes 

other regions and tourism sectors. In particular, the notion of strategic intent requires 

empirical testing. More in-depth analysis of the ‘Catch-22’ situation is also important 

in helping businesses devise appropriate strategies for success.  
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Further investigation of ‘copreneurial’ business is required. As this research was 

limited in scope, it appeared that the close working relationship between key people 

in the business was an important dynamic in businesses’ decision-making. The fact 

that ten of the fifteen participants were ‘copreneurs’ was an interesting finding in itself 

and points to a greater need to understand this operating structure. 

 

Finally, research that investigates the most appropriate form of assistance for 

SMTEs may serve to address the differing perspectives held by support 

organisations and business owner-managers. Furthermore, the notion of strategic 

intent and business strategies based on lifestyle could be integrated into assistance 

programmes and tested for their effectiveness. 

 

7.8 Conclusion 

This research has contributed to the understanding of SMTEs and, most importantly, 

the owner-manager. Initially being informed by three streams of literature, the 

method of allowing owner-managers to express strategic planning in their own words 

has yielded the greatest insight. 

 

The finding that SMTE owner-managers are strategic, by the means of strategic 

intent, constitutes this thesis’ major contribution. However, this finding should not 

remain confined to the academic literature. It is a key piece of understanding that 

should inform the SMTE support infrastructure. In doing so, it is hoped that SMTE 

owner-managers are recognised as hard-working, multi-skilled professionals who 

bring passion to their business. 

the things which I do love about the business … the contact with people, the 
interactions with other cultures, the thrill of being in the tourism industry, the 
personal achievement. Yeah, you bring that personal drive to make it happen (Mike). 

 

These people form the backbone of New Zealand’s tourism industry.
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Appendix One: The Shape of Tourism in New Zealand 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source:  TIANZ 2008c 
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Appendix Two: Key Economic Statistics 
 
 
Employment size groups for geographic units – ANZSIC code Accommodation, Cafes and 
Restaurants (Year Ended February 2007) 

Enterprise size - Accommodation, Cafes & Restaurants
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Source:  Statistics New Zealand 2008c 

 
 
 
 
 
Number of Enterprises and Employee Count by Industry – West Coast and New Zealand (Year 
Ended February 2007) 

West Coast NZ West Coast NZ
Agriculture, Forestry & Fishing 30% 17% 8% 6%
Property & Business Services 17% 32% 6% 13%
Retail Trade 10% 9% 14% 12%
Construction 9% 11% 7% 6%
Accommodation, Cafes & Restaurants 9% 3% 14% 6%
Manufacturing 6% 5% 11% 13%
Transport & Storage 3% 3% 5% 4%
Personal & Other Services 3% 3% 3% 4%
Cultural & Recreational Services 3% 3% 3% 3%
Wholesale Trade 2% 4% 3% 6%
Health & Community Services 2% 3% 11% 10%
Education 2% 1% 7% 8%
Finance & Insurance 2% 5% 1% 3%
Mining 2% 0% 4% 0%
Communication Services 1% 1% 1% 1%
Government Administration & Defence 0% 0% 2% 4%
Electricity, Gas & Water Supply 0% 0% 0% 0%
Total Industry 100% 100% 100% 100%

Enterprises Employee Count
Industry

 
Source: Statistics New Zealand 2008d 
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Appendix Three: Ethics Reporting Sheet 
 
 
 
 
 
 
 

Form devised May 1995; updated May 1997; June 1998; May 1999, Dec 2000, June 2002 
EETTHHIICCAALL    AAPPPPRROOVVAALL    AATT    DDEEPPAARRTTMMEENNTTAALL    LLEEVVEELL    OOFF    AA  

    PPRROOPPOOSSAALL  IINNVVOOLLVVIINNGG    HHUUMMAANN    PPAARRTTIICCIIPPAANNTTSS  ((CCAATTEEGGOORRYY  BB)) 

PLEASE read the important notes appended to this form before completing the 
sections below 
 
NAME OF DEPARTMENT:    DEPARTMENT OF TOURISM 
 

TITLE OF PROJECT:   Small and Medium Sized Tourism Businesses, Strategic 
Planning & Public Support 

 
PROJECTED START DATE OF PROJECT: March 2006 
 
STAFF MEMBER RESPONSIBLE FOR PROJECT:  Dr. Anna Carr 
 
NAMES OF OTHER PARTICIPATING STAFF: Dr. Brent Lovelock 
 
BRIEF DESCRIPTION OF THE PROJECT: 
In light of small and medium sized tourism enterprises’ (SMTEs) reportedly low levels of 

business planning, combined with their “under-developed or non-existence appreciation and 
confidence” (Byers & Slack 2001, p.126) in strategic planning, this research wishes to 
investigate the status of strategic planning amongst SMTEs in New Zealand and what 
would encourage them to engage in strategic planning: 

1. What perceived value do SMTEs have of strategic planning? 
· Do owner-managers believe their business has a need for strategic planning? 
· Assuming a resistance to strategic planning, why does this resistance occur? 
2. What are their perceived barriers to strategic planning? 
· Do they know how to strategically plan for their business? 
· Do they have the capability or resources (including time) to strategically plan for their 

business? 
3. How can support bodies effectively assist New Zealand SMTEs to encourage their 

engagement in strategic planning? 

This research will conduct approximately 20 semi-structured interviews of the owner-managers 
of SMTEs in New Zealand, lasting between 45 minutes and one hour. These businesses will 
belong to either the accommodation or activity/attraction sectors, be located in the West Coast of 
the South Island, have 19 employees or less, be operating for 12 months or more and be 
managed, to some degree, by the owner. A small number of interviews may also be sought from 
local assistance organisations, particularly to address objective three (above).  This will be 
determined as the research develops. 
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DETAILS OF ETHICAL ISSUES INVOLVED: 

Potential participants will be sent a letter informing them of the research, requesting their 
participation and detailing what it will involve (Appendix 1). This letter will also assure them 
and their business’ anonymity and provide contact details for further action. Enclosed with this 
will be a support letter from the Ministry of Tourism (Appendix 2) and a participant information 
sheet that provides more detail of the research and how data and responses will be used 
(Appendix 3). One week after the letter has been sent to businesses, the researcher will phone 
the owner-managers to re-request an interview and begin to secure participants and interview 
times. 

The interviews are expected to take place in March and April and the researcher will travel to 
the business’ location. Prior to the interview, the researcher will re-inform the participant of the 
purpose of the study, the format of the interview and re-assure the anonymity of participant and 
their business. Signed consent will be obtained before the interview begins (Appendix 4) and the 
participant will be asked for consent to record the interview. The interviewer will also take notes 
of important responses during the interview. Interviews will be between 45 minutes and one 
hour duration and be of a semi-structured format using open-ended questions, the precise nature 
of which has not necessarily been determined in advance but will depend on how the interview 
develops. A list of the ‘base’ interview questions is in Appendix 5. The participant will be 
informed once the interview is over and recording will stop and a gift will be offered out of 
appreciation. Details will be given of where the research will go from there, particularly 
reporting and the ‘industry output’ 18  that will be of most interest to them. Following the 
interviews, recordings will be transcribed by a transcriber and data will be analysed to identify 
themes. Participants will be informed that they have access to transcripts should they wish to 
remove any sensitive comments. 

The primary ethical issue identified with this research is the anonymity and it is deemed the 
participant would have the most qualms concerning this issue, particularly due to the 
commercially sensitive nature of information. To ensure the identities of the owner-manager and 
business remains anonymous, only the researcher will know participants’ details and any 
personal information will be destroyed at the conclusion of project. Only the researcher and 
transcriber will have access to the recorded data and the tapes will be destroyed at the 
completion of the study, while the transcriptions will remain in secure storage for five years as 
required by the University’s research policy, after which will also be destroyed. The participants 
will not be identified in the research report, nor will they be reported in a way that may lead to 
their identification. This will be ensured by not identifying both their location and sector in the 
same instance. 

Participants will be assured of their anonymity in the initial request letter, with the enclosed 
information sheet, during the telephone call and again before the interview commences. If they 
have qualms about this aspect it can be discussed with the researcher or supervisor at any time 
and they can opt out of the research at any stage, where their involvement in the research will 
cease. The researcher will also avoid issues pertaining to financial performance, unless it is 
raised by the participant in the interview. The only finance-related question is that of how the 
business was funded in its conception, which the participant can decline to answer if they wish. 
Local assistance organisations may also be interviewed either on-site during the field work, or at 
a later date by telephone. Questions will focus around what assistance is currently available to 
SMTEs on the West Coast and how they seek to engage business’ participation in such support 
initiatives. 
 
                                                 
18 As required by the Ministry of Tourism Research Scholarship. 
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General Issues 
Vulnerable participants 
It is not expected that any participants will be ‘vulnerable’ in any way. However, as interviews 
are face-to-face, owner-managers who are less inclined to formal business planning may not 
wish to reveal this, perhaps feeling a level of ‘shame’ and rather giving responses that makes 
their business appear more professional than what it may be. This may also make the participant 
act defensively towards how they operate their business, given the nature of questioning. To 
mitigate this, the interviewer will need to establish rapport by taking part in exchange to ensure 
the interview is non-hierarchical. Rapport can be built from the initial contact, stating the 
purpose and relevance of the research, with a support letter from the Ministry of Tourism. This 
will demonstrate that the research is being conducted with their benefit in mind and in the long-
term is serving to be of use to them. At the time of the interview, to alleviate any concerns the 
owner-manager may have about their responses, they will also be told that there is no ‘right’ 
answer except honest answers. Rapport will also be built before the interview, where five 
minutes will be allocated to general conversation about both the interviewer and research, to 
ensure both have reached a satisfactory level of comfort with each other. Furthermore, the 
researcher’s level of study may in some way intimidate the participant, or make them feel 
nervous. Again this is where rapport is required to ensure both the interviewer and participant 
are in equal ‘power’ positions for the interview.  

Minimisation of harm 
It is not expected that participants will be in any harmful situation. Interviews will be conducted 
at a site or venue they consent to. 

Conflict of interest 
There is no known issue with this matter. 

Cultural and social sensitivity 
There are no known cultural or social issues identified at this point. Participants will be treated 
with respect and dignity and any decisions to withdraw from the research will be respected. 

ACTION TAKEN  
 Approved by Head of Department 
 Approved by Departmental Committee 
 Referred to University of Otago Human Ethics Committee 
 Referred to another Ethics Committee 

 Please specify: 

DATE OF CONSIDERATION: 

 ..................................................................................................... 
 
Signed (Head of Department): 
 
 ..................................................................................................... 
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Notes concerning Category B Reporting Sheets 
1.  This form should only be used for proposals which are Category B as defined in the policy document 

"Policy on ethical practices in research and teaching involving human participants", and which may 
therefore be properly considered and approved at departmental level; 

 
2. A proposal can only be classified as Category B if NONE of the following is involved:- 

• Personal information - any information about an individual who may be identifiable from the data 
once it has been recorded in some lasting and usable format, or from any completed research; 

• The taking or handling of any form of tissue or fluid sample from humans or cadavers; 
• Any form of physical or psychological stress; 
• Situations which might place the safety of participants or researchers at any risk; 
• The administration or restriction of food, fluid or a drug to a participant; 
• A potential conflict between the applicant’s activities as a researcher, clinician or teacher and their 

interests as a professional or private individual;  
• The participation of minors or other vulnerable individuals; 
• Any form of deception which might threaten an individual's emotional or psychological well-being. 
 

 If any of the above is involved, then the proposal is Category A, and must be submitted in full to the 
University of Otago Human Ethics Committee using the standard Category A application form, and before 
the teaching or research commences; 

 
3. A separate form should be completed for each teaching or research proposal which involves human 

participants and for which ethical approval has been considered or given at Departmental level; 
 
4. The completed form, together with copies of any Information Sheet or Consent Form, should be 

returned to the Manager Academic Committees or the Academic Committees Assistant, Registry, as soon 
as the proposal has been considered at departmental level; 

 
5. The Information Sheet and Consent Form should NOT include the statement “This proposal has been 

reviewed and approved by the University of Otago Human Ethics Committee” as this is inappropriate for 
Category B proposals.  A statement such as statement “This proposal has been reviewed and approved by 
the Department of ....., University of Otago” may however be used; 

 
6. Please ensure the Consent Form and the Information Sheet have been carefully proofread; the institution as 

a whole is likely to be judged by them; 
 
7. A Category B proposal may commence as soon as departmental approval has been obtained. No 

correspondence will be received back from the University of Otago Human Ethics Committee concerning 
this Reporting Sheet unless the Committee has concerns; 

 
8. This form is available electronically at the following web address: 
  http://telperion.otago.ac.nz/acadcomm/categoryb.html 
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Appendix Four: Interview Request Letter /  
 Ministry of Tourism Letter 

 
 
Fiona Macdonald  
Department of Tourism  
University of Otago  
PO Box 56 Tel. 03 479 5875  
Dunedin, NZ macfi147@student.otago.ac.nz 
 

3 April 2006 
 
The Owner-Manager 
<business name> 
<business address> 
<TOWN> 
 
 
Dear < … > 

Masters’ Thesis Research – Small Tourism Businesses 

I am writing to you about research I am undertaking to complete a Tourism Masters’ thesis at the 
University of Otago, where I am investigating the status of business planning of small tourism 
businesses. This research is being conducted for the benefit of such businesses, so support 
organisations can provide effective assistance. 

As part of this research I am interviewing the owner-managers of a selection of small tourism 
businesses in the West Coast region. Provided your business has been operating for at least 12 
months, has less than 19 employees and daily operations are to some extent managed by the 
business owner, you have been identified as a valuable participant to inform my research and I invite 
your participation in this study. This will involve allowing me to interview you, at your convenience and 
location, in late April 2006. The interview will be between 45 minutes and one hour and with your 
consent will be recorded. Questions will focus around how your business approaches planning and 
your perceptions of it. 

This research has been granted ethical approval by the Department of Tourism Ethics Committee and 
anonymity is assured as no organisation or individual will be identified in the research report, nor will 
they be reported in a way that may lead to their identification. Interview transcripts will be held in a 
secure location and personal details destroyed following completion of the project. This research is 
being supervised by Dr. Anna Carr (Tel. 03 479 8057, Email acarr@business.otago.ac.nz) and Dr. 
Brent Lovelock (Tel. 03 479 8069, Email blovelock@business.otago.ac.nz) of the Department of 
Tourism, University of Otago. The study is supported by the Ministry of Tourism but is being conducted 
independently by myself and only I will know the identities of the businesses and individuals. Interview 
transcripts and research findings will be made available to participants if they wish. 

If you wish to take part in an interview or have any queries regarding my request, please contact me by 
phone or email. Thank you for your time and I look forward to hearing from you. 

Yours faithfully 
 

 
Fiona Macdonald 
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Appendix Five: Participants’ Information Sheet 
 

Small Tourism Businesses and Strategic Planning 

Information Sheet for Participants 

Please read this information sheet carefully before deciding whether or not to participate. If you decide 
to participate I thank you. If you decide not to take part there will be no disadvantage to you of any 
kind and I thank you for considering my request. 

What is the Aim of the Project? 
This project is being undertaken as part of the requirements for the Masters of Tourism at the 
University of Otago. This research wishes gain a greater understanding of small tourism businesses in 
New Zealand, particularly of how they perceive and approach business planning and the reasons that 
influence these perceptions and approaches. This is in view to support bodies providing more effective 
assistance to small tourism businesses. 

What Type of Participants are being sought? 
This study wishes to interview the owner-manager of a small tourism business. To qualify, this 
business must have less than 19 employees, belong to either the accommodation, or 
activities/attraction sectors, be operating for at least 12 months and daily operations are to some 
extent managed by the business owner. 

What will Participants be asked to do? 
Should you agree to take part in this project, you will be asked to agree to be interviewed by the 
researcher. Interviews will be between 45 minutes and one hour and with your consent will be 
recorded. This project involves an open-questioning technique where the precise nature of the 
questions have not been determined in advance, but will depend on the way in which the interview 
develops. Consequently, although the Department of Tourism Human Ethics Committee is aware of 
the general areas to be explored in the interview, the Committee has not been able to review the 
precise questions to be used. In the event that the line of questioning does develop in such a way that 
you feel hesitant or uncomfortable you are reminded of your right to decline to answer any particular 
question(s) and also that you may withdraw from the project at any stage without any disadvantage to 
yourself or organisation, of any kind. 

What Data or Information will be Collected and What Use will be Made of it? 
A transcription of the recorded interview will be made from which the researcher will analyse. Only the 
researcher and a typist will have access to the audio tapes and transcriptions and the data collected 
will be securely stored in such a way that only these two people will be able to gain access to it. At the 
end of the project any personal information will be destroyed immediately except that, as required by 
the University’s research policy, any raw data on which the results of the project depend will be 
retained in secure storage for five years, after which it will be destroyed. Results of this project may be 
published or made publicly available but data included will in no way be linked to any specific 
participant. You are most welcome to request a copy of the transcripts and results of the project 
should you wish. 

What if Participants have any Questions? 
This project has been reviewed and approved by the Department of Tourism Human Ethics Committee. 
If you have any questions about the project, either now or in the future, please feel free to contact 
either: 

Fiona Macdonald 
(researcher) 
Department of Tourism 
University of Otago 
Tel. 03 479 5875 
macfi147@student.otago.ac.nz 

 
Dr. Anna Carr  
(supervisor) 
Department of Tourism 
University of Otago 
Tel. 03 479 8057 
acarr@business.otago.ac.nz 

 
Dr. Brent Lovelock 
(supervisor) 
Department of Tourism 
University of Otago 
Tel. 03 479 8069 
blovelock@business.otago.ac.nz  
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Appendix Six: Participants’ Consent Form 
 
 
 

Small and Medium Sized Tourism Businesses and Strategic Planning 
 

Consent Form 
 

I have read the Information Sheet concerning this project and understand what it is about. 
All my questions have been answered to my satisfaction. I understand that I am free to 
request further information at any stage. 
 
I know that: 

1. My participation in the project is entirely voluntary; 

2. I am free to withdraw from the project at any time without any disadvantage 

3. The data will be destroyed at the conclusion of the project but any raw data on 
which the results of the project depend will be retained in secure storage for five 
years, after which it will be destroyed. 

4. This project involves an open-questioning technique where the precise nature of 
the questions which will be asked have not been determined in advance, but will 
depend on the way in which the interview develops and that in the even that the 
line of questioning develops in such a way that I feel hesitant or uncomfortable I 
may decline to answer any particular question(s) and/or may withdraw from the 
project without any disadvantage of any kind. 

5. A gift will be offered out of appreciation for being involved in the study. 

6. The results of the project may be published and available in the library but every 
attempt will be made to preserve my anonymity. 

 
 
 
 
 
           
(Signature of Participant)     (Date) 
 
 
 

This project has been reviewed and approved by the Department of Tourism 
Ethics Committee 
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Appendix Seven: Interview Schedule 
 
 

As I said when I first contacted you, I am researching the perceptions and approaches 
businesses like yours have of planning, and the reasons that influence these perceptions and 
approaches. In saying this, I want you to know there are no ‘right’ or wrong answers, just 
what you as this business owner genuinely feel and believe. 
 
I have a list of questions which this interview will focus around, but this is just a general 
discussion and I want you to feel free to raise any issues you think are appropriate. I also 
want to assure you that you and your business will not be named in my thesis or any 
publications, and only me and a typist I am hiring will know your identity. This recording will 
also be destroyed once I’ve completed my research. <Incentive> 

 
1. General Nature of Business & Current Planning Practices 

- What services does your business offer? 
- Can you give me a short profile of your customers? 
- How many full & part-time employees do you currently have? 

 Seasonal variations 
- How long has your business been operating? 
- Other than operating this business, what other jobs have you held? 
- When you started this business, or took over ownership, can you tell me what your 

(personal) reasons were at the time 
 Allow further discussion, determine current motivations 

- Do you, or have you had, any wishes for your business to grow larger? 
- When you began with the business, did you produce a business plan? 

 Was this plan for yourself, an investor, or both? 
- Do you have a current business plan? 
- Do you consider planning for your business to be formal or informal? 
- How frequently would you say you formally plan for your business? 
- Can you say how frequently you informally plan for your business? 
- How far ahead do you plan for your business? (timeframe) 
- Do you consider any of your planning as strategic 
- Did you produce specific business objectives? What were they? 
- Have you achieved these objectives 
- What are your future intentions for this business? 
- In one word or expression, can you tell me what this business represents to you. 

 
2. Perceived Value of Business Planning 

- What are your reasons for how you plan for your business? 
- Do you think planning helps your business? 

 Allow further discussion - Why? 
 
3. Perceived Barriers to Business Planning 

- In your opinion, what are the main factors that influence your general decisions about 
the business? These factors can be anything, not necessarily business-related. 

 Allow further discussion - Why? 
- Talking of these factors, what do you think affects planning for your business? 
- Thinking of the reasons you started with this business (including those personal 

reasons), how do you think these motivations/reasons has affected business 
decisions you make? 

 
4. Support bodies’ role to encourage engagement in strategic planning 
You may have remembered that my initial contact letter contained a letter of support from the 
Ministry of Tourism, whom I have a research scholarship with. 
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- What type of outside business support or assistance have you received? 
Yes   From who? (Govt/private) 

 What for / what type of assistance? 
 How did you learn of this form of support (& the organisation that  

 produced it?) 
 What use was it to you? Do you consider it to be effective? Why? 

No   What are your reasons for not using any such support? 
 
- What support organisations/programmes or initiatives are you aware of that are 

relevant to your business. 
  Do you know what their role is and if they can help you? 
  Do you have any intention of using <org>? (Why leads to next section - 

ask?) 
 
- Do you believe your business could benefit from any form of government assistance? 

Yes   What aspects of your business? What form of support? Why? 
No  Why not? 

 
- In your opinion, do you think any relevant government organisations could better 

assist your business or strategic planning?  
Yes   How / in what ways? 
No  Why not? 

 
5. Closing 
- Thank them for their participation. 
- Ask if I can contact them again if I need any further clarification 
- I have no further questions. Do you have anything more you want to bring up or ask 

about before we finish? 
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