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Preface

Successful human resource management practices require inte-
grated strategic thinking. The role of human resource managers 
is to protect the assets of the organization as well as maximize
the development and productivity of human capital. It is 
widely known that the hospitality industry is labor intensive 
and requires high levels of interaction between staff and guests. 
In certain sectors, such as lodging, the guest interacts with
staff members on an intimate level over long periods of dur-
ation. The purpose of all hospitality operations is to create guest
experiences that evolve into magical memories. These mem-
ories bring a guest back to a previously visited establishment.

The human resource practitioner is charged with balancing 
the needs of all stakeholder groups. They are charged with 
handling the people issues within complex operational set-
tings in certain sectors. This requires a wide array of strategic 
knowledge, skills, and abilities. Hence, human resource man-
agement is a holistic thinking practice.

The book is an edited collection of papers from senior prac-
titioners as well as renowned scholars in the field of human 
resource management. Certain chapters focus on practitioner 
perspectives, while most are academically oriented. The book 
is divided into four sections. The first section presents chapters 
that discuss issues related to the acquisition of human capital.
Next, there is a section dedicated to the retention of quality
employees. The third section focuses on issues related to the
development of human resources. The final section presents
chapters related to critical human resource management issues.

Chapter 1: Tracey: HR in the hospitality industry: strategic
frameworks and priorities.

Chapter 2: Meloun: Job analysis: the basis for all things H.R.
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Job analyses are truly the basis of all things related to human
resources. Relationships between job analyses and eventual
applications of the resulting documents are addressed as well
as a current review of the hospitality industry. This paper 
examines the numerous legal and other reasons to conduct job 
analyses and talks about the advantages and disadvantages
of the different means of collecting job analysis data. Steps for 
actually doing the job analysis are given, as well as valuable 
resources and a job analysis example.

Chapter 3: Ricci: Getting it right the first time: using job compe-
tencies for positive hiring outcomes in the hospitality industry

The goal of this edited textbook is to showcase, demonstrate, 
and illustrate the human resources (HR) function within the 
greater context of hospitality and tourism marketing. It is
important to note that human resources strengths and capa-
bilities can be a strong factor in the performance of a culture
that, in turn, adds greatly to marketing strength and profit-
ability of a hospitality organization. While communication, 
internal guest focus, leadership, empowerment, and a host of 
other concepts add to the strength of a culture, hiring right is a
“must have” in order for organizations to match internal guest
success with their desired external guest satisfaction levels.
Those who are adequately matched with competencies, either 
inherent traits or learned protocols, will help lead our indus-
try venues to be more productive and profitable while lead-
ing its employees toward future careers with higher levels of 
satisfaction.

Chapter 4: Koutromanis: Organizational culture in the casual 
dining industry: the impact that culture has on service quality
and customers’ intention to return

The study posits a model to describe the organizational cul-
ture process applicable to the development of superior cus-
tomer service practices of the full service, casual dining, and
restaurant industry. The premise of this study is found in the
academic disciplines of organizational culture and hospital-
ity, as they relate to service quality and behavioral intentions
theories. The chapter will look at the implications organiza-
tional culture has on service quality and customers’ intentions 
to return in the casual dining restaurant segment. The implica-
tions of the findings of this research will add to the hospitality 
literature that currently exists and can be used as a blueprint 
for practitioners to develop and improve their service quality
practices.
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Chapter 5: Mujtaba and Cavico: Ethical principles and prac-
tices in human resources management

Human resource management centers on fairness, justice, and 
advocacy for a company’s most critical resource, its human
resources. In other words, human resource management is
about ethics ethical principles, and ethical practices. For ethics
to be taken seriously by people in modern organizations, it must 
be related to business and management activities and, most
importantly, to a competitive advantage and successful business
performance. The purpose of this chapter, therefore, is to discuss 
ethics, ethical principles, and the requirements of morality in
conjunction with claims of business, management, and personal
self-interest. Overall, basic ethical practices and discussions 
regarding ethics, values, law, and why business professionals
need to focus on morality, are examined in this chapter.

Chapter 6: Severt and Curtis: Human resource management 
and a service culture

An internal culture of service is critical to effective service deliv-
ery. Human resources can play many roles in developing this 
internal service culture in a hospitality and leisure organization.
First, organizational culture, organizational climate, and serv-
ice vision must be defined. After definitions, and for the reali-
zation of a service culture, the service climate and the service
culture must be aligned. Next, the various roles of HR in creat-
ing and sustaining a service culture is presented. This includes 
using multiple methods across major HR functions such as the 
promotion of company values from recruitment, training, cor-
rection, and communication. To an end, steps that HR can take 
towards the promotion of an internal service culture are pre-
sented. After that, specific human resources and culture litera-
ture is briefly discussed and future research is suggested.

Chapter 7: George: Employee relations: a problem solving
approach

Along with the acquisition of employees, the retention of quali-
fied employees has been a major concern of all businesses. The
hospitality industry is in a highly competitive situation in which 
the presentation of service is often a distinguishing character-
istic and a major contributor to the success of the enterprise. It 
employs individuals who come to the workplace with a variety 
of degrees of skill, motivation, and differing goals. This scarcity 
and variation of individuals necessitates the supervisor be flex-
ible in working with those who may be exhibiting performance 
problems. Performance problems may surface through a variety 

Preface

xxi ●     ●     ●     ●



of means. They may be related to skill deficiencies or to issues 
causing a distraction in concentration to the task at hand. While 
the term employee relations may refer to a department, it is also 
considered to be a process of relating to employees and help-
ing to bring about quality performance. With this in mind, this 
chapter will present three approaches to working with employ-
ees sometimes labeled as “problem” employees.

Chapter 8: Meloun and Sussman: Human resource manage-
ment role in ethics within the hospitality industry

Ethics is an important part of business and should be a key fac-
tor in many business-related decisions. It is of particular interest 
in the hospitality industry where many employees operate in 
an unsupervised fashion and handle cash. This paper examines 
the current state of ethics in this country, how values impact 
ethics, some ethical systems, the ethical environment, and how
human resource departments can increase the overall level of 
ethics in an organization. These topics are all presented within 
the context of the hospitality and tourism industries.

Chapter 9: Deery and Jago: Ogranizational communication in
the hospitality industry

This chapter examines current practices in communication 
within organizations generally, and in hospitality establish-
ments specifically. The chapter, first, provides a review of 
these practices as portrayed in academic literature. Second, the 
chapter focuses on some of the difficult issues associated with 
effective communication and finally, a case study of a five star 
hotel is included to illustrate some of the issues discussed in 
the literature.

Chapter 10: Aksu: Employee turnover: calculation of turnover 
rates and costs

In terms of economic perspective service industries play criti-
cal role in world economy and as an important component of 
service industry, tourism industry has direct effect on serv-
ice industry (Varoglu and Eser, 2006, p. 30). Today like other
establishments, touristic establishments are trying to survive
under conditions of high-level competition. In order to survive
they are trying to realize greater economic aims (such as prof-
itability) and social aims (supporting recruitment and raising
employee motivation). In this context, employee turnover can
be seen as one of the indicators of the touristic establishment’s 
working conditions.

Preface
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Chapter 11: Rice and Rice: The role of conflict management in
human resource development in human resource management 
in the hospitality industry

Cliques are quite common in the hospitality field. Many indus-
try professionals can identify with the lines of separation 
between the “front-of-the-house” and “back-of-the-house.” 
The front-of-the-house is comprised of areas visible to or in
direct contact with the guests. Such are the cashier, dining 
room, front desk, concierge, reception desk, and bars. On the
other hand, the back-of-the-house areas are behind the scenes 
and not as visible to guests. These are areas such as the kitchen,
housekeeping, accounting, and engineering departments. In 
the hospitality industry, while most workplace conflicts are
interpersonal (Babin & Boles, 1998), such disputes between 
employees are often symptoms of much larger problems—
inter-departmental conflicts (Bittner, 1995; Cybulski, 1997; 
Freidman, 2006). On a broader level, workplace conflicts are 
rooted in departmental disputes and lines of divisions between 
departments that sprout micro-level conflicts between staff 
members belonging to different departments.

Chapter 12: Karatepe: Work-family conflict and facilitation:
implications for hospitality researchers

Faced with the influx of dual-earner couples, single parents, 
and single women in the workforce as well as changes in gen-
der-role norms, researchers have devoted much attention to
examining the complexities of the interrelationships in the
work-family nexus. In this chapter, we focus on a selective
review of the relevant literature on the antecedents, outcomes, 
and moderators of both directions of conflict and facilitation 
in order to identify gaps in the research in our knowledge 
and delineate various research issues that have been largely
ignored in the hospitality management literature.

Chapter 13: Alexakis: The optimal hospitality leader: creating 
a thriving, self-motivating leadership-followership organiza-
tional network

Technological advances have caused the rapid decline in 
employment and purchasing power internationally. Global
unemployment is now at its highest levels since the Great 
Depression (Rifkin, 2004). Although the Information Age has
decreased the need for organizational workers, the hospital-
ity industry remains labor intensive. The motto that “human
resource is our most valuable resource” does not hold up to 
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scrutiny in most organizations. There is typically a mountain 
of evidence refuting the claim, which can even elicit laughter 
among many hospitality employees.

Chapter 14: Wilton: The path of least resistance? Choice and
constraint in HRM strategy in the UK hotel sector

Guerrier and Deery (1998) suggest two central questions that
are recurrent in HRM research in the hotel sector. First, to what 
extent is the work of hospitality managers influenced by the 
industry context? Second, to what extent do hospitality man-
agers engage in reaction or reflection? In this chapter, research 
exploring patterns of HR practice and policy in the UK hotel 
sector will be used to address these questions. The chapter
discusses the factors that appear to be influential in determin-
ing HRM strategy across the hotel sector and how different 
approaches to HRM translate into employee relations’ prac-
tices in respect of employee involvement and participation,
skills utilization and employment flexibility. In particular, 
it discusses the contextual pressures on HRM in the sector,
particularly those relating to labor and product markets, the 
extent to which HR managers in the sector are able to formu-
late a range of strategic approaches and how HRM strategy 
relates to wider competitive strategy.

Chapter 15: Mujtaba: Employee orientation and mentoring
programs

Employee orientation and socializations programs are an
important element of making sure employees is successful in 
achieving their goals and the goals of the organization. Human
resource managers and staff are responsible for maximizing the
productivity of their organization’s human resources through 
effective employee orientation and mentoring programs.
Through a comprehensive coverage of socialization and mentor-
ing programs, this chapter provides a reflection of employee ori-
entation and development practices that can be used by human 
resource staff members and departments. The chapter empha-
sizes that mentoring is an art as it requires experience, and it is 
a science since it can be formalized, structured, and taught.

Chapter 16: DiPietro: Human capital development: a return
on investment perspective

The chapter presents information concerning the benefits asso-
ciated with investments in existing human capital within hos-
pitality and tourism enterprises. It begins with an introduction 
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that discusses the research framework. The author then dis-
cusses concepts and definitions concerning human resource 
development, human capital, resource-based view of the 
organization, training and development, and return on invest-
ment. Next, the service-profit chain will be reviewed as one 
of the strategic framework models that capture the essence of 
the role of human capital in the hospitality/service industry.
Following that, a review of research is presented on the topic 
of human capital as it relates to the hospitality industry with 
a return on investment perspective. Finally, applications of the
concept of human capital and return on investment (ROI) will
be discussed, as well as suggestions concerning directions for 
future research on the subject of human capital and ROI.

Chapter 17: Cannon: Contributing to employee development 
through training and development

Training and professional development are vital elements
to hospitality organizations. Development of job skills and 
knowledge necessitate on-going and consistent training proc-
esses. In addition, an organizational culture that supports 
continual quality improvement including exemplary guest
service requires a commitment to ongoing effective employee
training and development. Horst Schultze, former COO of 
the Ritz-Carlton Hotel Company and now President of West 
Paces Hotel Company, developer of some of the world’s fin-
est lodging properties, has described the role of training as
“creating consensus between the employee and the customer” 
(Iverson, 2001). Without this consensus built on constant 
refinement of skills and knowledge, employees (the organi-
zation) cannot consistently meet and exceed customer (guest)
expectations.

Chapter 18: Preziosi: An HR practitioner’s view: four actions
that HR executives can take to get their services used

Because of its central positioning within an organization,
human resources departments often face the challenge of cre-
ating cooperative relationships with other departments, while 
also attempting to manage the internal foundation in which 
the organization is built upon. This chapter provides a set of 
guidelines that human resource practitioners can use to ensure 
that their services are utilized by their departmental business
partners, focusing on the creation of new relationships, the 
development of reputable services, the recognition of respon-
siveness, and the realization of organizational success.
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Chapter 19: Ottenbacher: Employee management and
innovation

Given increasing global competition and even more rapid
changes in technology and in consumer needs and expecta-
tions, hospitality firms’ ability to innovate is regarded more 
and more as a key factor in ensuring success. Hospitality firms 
can no longer rely on their existing service portfolio, as cus-
tomers increasingly demand and expect—and competitors
will do their best to provide—new and improved services.
To succeed in such a turbulent environment, hospitality busi-
nesses must systematically develop innovations and become 
more customer focused (Cooper & Edgett, 1999). In this con-
text, innovation can be seen as a fundamental marketing activ-
ity and an important resource for the survival and growth of 
service firms. Accordingly, customer focus requires managers 
to understand customer needs and behavior and to manage 
service encounters between employees and customers in ways 
that create satisfaction (Lovelock & Wirtz, 2004).

Chapter 20: Tesone: Development of a sustainable tourism
hospitality human resources management module: a template 
for teaching sustainability across the curriculum

This chapter presents a module to be used to teach sustainable 
tourism practices as part of a course in hospitality/tourism 
human resources management. It is designed with the intention 
to infuse sustainable practices into topics that would be cov-
ered in a hospitality/tourism human resources management 
course at an institution of higher learning. The module was 
developed in conjunction with the leadership of Business &
Entrepreneurial Sustainable Tourism (BEST), who provided
the framework, as well as formative and summative reviews 
throughout the development process. This module serves as 
a template for others to be developed for teaching sustainable 
tourism practices across the curriculum in hospitality/tourism 
programs at institutions of higher learning.

Chapter 21: Okumus: Strategic human resource issues in hos-
pitality and tourism

This chapter discusses strategic human resources management
(SHRM) issues in hospitality and tourism (H&T) organiza-
tions. A critical review of relevant literature suggests that being 
able to manage people strategically is the main critical HR 
issue in H&T organizations. This requires that the HR func-
tion becomes a strategic partner and a player in the strategic
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management process and help organizations create and main-
tain a competitive advantage through employing numerous 
exemplary HR practices successfully. In addition, the HR func-
tion has to demonstrate that managing HR strategically influ-
ences companies’ overall performance positively. In many 
H&T organizations, this may not be an easy task to achieve 
in a short period of time. One essential factor in this process
will always be finding and developing executives as well as 
HR managers who would view HRM practices more from the
strategic management perspective. Certainly this requires fun-
damentally changing organizational culture and structuring
these organizations where the HR function is seen as a stra-
tegic partner rather than a cost center. This may mean that a
radical shift is needed in the minds of many senior executives
as well as HR managers. This chapter provides detailed dis-
cussions about these issues and provides recommendations for
practice and future research.
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Introduction

Creating and sustaining a long-term competitive advantage. 
These are the buzzwords that are uttered with increasing fre-
quency in the board rooms, executive-planning sessions, and
managerial meetings that occur throughout the industry today. 
Much has been written on the ways in which firms may accom-
plish their strategic objectives. Many scholars have emphasized
the importance of environmental forces that may influence and
shape a firm’s strategic position, while others have stressed the
roles of a firm’s internal structures and coordinating mecha-
nisms that may be used to execute the chosen strategies. What 
is clear is that there must be an alignment between the forces
outside the firm—many of which are beyond the firm’s
control—and the policies, programs, and systems that are used
to manage the firm’s day-to-day operations1.

To achieve this alignment, firm leaders make choices about 
identity, values, and goals as a means for reacting to and
anticipating market conditions that affect their firm’s com-
petitiveness. These choices can have a significant impact on 
operational quality, customer satisfaction and loyalty, and prof-
itability. So rather than accept the fates of the environment, it 
is critically important that executives and managers take con-
sidered, purposeful, and sometimes bold actions that not only 
respond to competitive forces, but anticipate market influences 
in order to create value, gain the upper-hand in competitive
position, and achieve long-term strategic objectives.

One of the key considerations for creating alignment is an 
understanding of the role that human capital plays in deliver-
ing value and sustaining competitiveness. Managing people is 
arguably one of the most vexing challenges in the hospitality
industry. Indeed, human resource concerns top the list of the 
most critical managerial challenges in our industry. Tight labor 
markets, increasing and rapidly changing labor legislation,
and high turnover are among the numerous problems that 
pose serious threats to maintaining a strong competitive posi-
tion. Therefore, rigorous efforts must be taken to make sure 
that the policies, procedures, and systems for attracting, select-
ing, developing, and retaining the best employees are con-
sistent with the firm’s business strategies and account for the
dynamic conditions within the firm’s competitive markets—in

4

1It is important to note that firms really do not behave—people do. However,
for the sake of convenience and convention, we will refer to firm actions in a
manner that is similar to those of the people who are associated with it. 
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other words, support strategic and functional alignment (cf.
Wright & Snell, 1998; Way, 2006; Way & Johnson, 2005).

The outline of this chapter is as follows. We will begin by 
presenting some of the realities (at least a sampling thereof) 
about HR in the hospitality industry, followed by an overview 
of the resource-based view (RVB), one of the most predomi-
nant frameworks that has been developed for explaining how
HR can enhance firm performance and sustainability. We will 
then extend this framework and present a discussion on flex-
ible HR systems and the associated policies and practices that
support such systems which may enhance the capacity of hos-
pitality firms to achieve their strategic objectives and gain sus-
tainable competitive advantage.

Some of the realities

While HR remains one of the top concerns in the industry, this 
function is often viewed as a transactional-based, administra-
tive part of business and not an integral part of the firm’s stra-
tegic decision making and planning efforts (Tracey & Nathan,
2002). The result is that the HR function is typically managed
through the lens of efficiency and cost-minimization. This nar-
row view compromises the alignment between the HR func-
tion and the firm’s overall business strategy and thus, creates
significant competitive concerns. In a recent article, Tracey and 
Nathan (2002) argued that the lack of HR alignment exists on 
two levels. The first is on a strategic formulation level wherein
HR priorities are not fully considered when business lead-
ers formulate their firm’s overall business plan. This is not to
say that executives and managers place little value on the HR 
function. Rather (and to reiterate the point made above), the 
prevailing view is that HR is primarily an enabling function, 
and as such, does not—and should not—play an instrumental 
role in developing firm goals. However, failing to consider the 
role of HR in strategy formulation can have significant nega-
tive consequences. By way of example, a few years ago, the
owners of an upscale independent hotel decided to get on the
spa bandwagon. They earmarked almost US$20 million for a 
high-end, full-service facility. A significant amount of time
and effort were spent on financing (e.g., decisions about the 
amount of capital that would come from reserves vs. debt) 
and design (e.g., number and types of treatment rooms), but 
very little emphasis was placed on HR considerations (e.g., 
sourcing and hiring a capable spa manager). The HR plan-
ning discussions were primarily limited to expenses associated 
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with pre-opening training, as well as payroll and benefits 
costs. The implications for failing to examine the HR priorities
became evident soon after the construction process had com-
menced. The opening was delayed by several months, in large 
part because the property was unable to recruit and select indi-
viduals for key positions in the new spa. In addition, there were
significant operational and service problems during the first 
several months that the facility was open because the newly
hired staff did not possess the knowledge, skills, and attitudes 
(KSAs) necessary to perform their roles effectively.. For the own-
ers, the result was a much lower rate of return of invested capi-
tal. Many of the problems highlighted above could have been 
avoided if a comprehensive labor market analysis and staffing 
plan were completed during the planning stages of this effort.

The second level of disconnect resides in strategy execu-
tion. As noted above, many firms have adopted a transac-
tional, administrative approach to managing the HR function.
The primary focus is on record keeping, payroll and benefits
administration, and employee relations. While these tasks are
important, this type of work does not add much value to the 
firm—economic or otherwise (cf. Huselid, Jackson, & Schuler,
1997). Moreover, if HR professionals spend the bulk of their time 
managing administrative tasks, they are unable to fulfill other
role responsibilities and engage more important value-adding 
activities that can help the firm achieve its strategic objectives.
Part of this problem stems from a lack of infrastructure support
that can be used to enhance the efficiency and quality of transac-
tional work. Fortunately, many hospitality firms have adopted
information systems and decision support tools that can save 
a significant amount of time and money on the administrative
components of the HR function (e.g., maintenance of employee 
records, performance management support, benefits and payroll
administration, etc.).

However, while efforts to incorporate technology for facili-
tating the administrative back-office work may be helpful, and
even necessary, many firms still do not fully utilize the HR func-
tion as they should. HR departments routinely fail in helping 
operations managers execute the basic HR functions—hiring
capable and motivated employees, providing relevant and
timely training, implementing meaningful performance man-
agement programs, and delivering incentive schemes that stim-
ulate extra-role performance. This concern stems in part from a
lack of awareness among business leaders and HR professionals
regarding the nature and scope of influence that HR can have
on a firm’s business strategies, as well as a lack of understand-
ing about the specific needs of operational staff. In addition, HR 
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professionals have not been able to provide clear and convincing
evidence regarding how they can facilitate the achievement of 
strategically important goals. Thus, it is imperative that HR 
professionals gain a greater understanding of the strategic and
operational needs of the firm, and use reliable and valid data
for supporting strategy formulation and strategy execution.

A guiding framework: the resource-based view

Over the past several years, a number of frameworks and mod-
els regarding the roles of HR have been developed. The most 
predominant explanation is the RVB (Way & Johnson, 2005;
Wright, Dunford, & Snell, 2001). This explanation focuses on 
factors within the firm (vs. factors outside the firm) as sources
of competitive advantage and proposes a way by which inter-
nal resources may contribute towards developing and main-
taining a competitive advantage (Barney, Wright, & Ketchen,
2001). One such internal resource is the firm’s HR capital, 
which refers to the knowledge, skills, attitudes (KSAs), and 
behavioral repertories held by the firm’s employees (cf. Becker &
Huselid, 1998; Wright et al., 2001; Wright & McMahan, 1992; 
Wright & Snell, 1998).

Based on the work by Wernfelt (1984), Rumelt (1984), Dierickx 
and Cool (1989), and others, Barney (1991, 1995) presented what
are considered to be the seminal RBV articles which describe
the role of a firm’s capital—which includes people—for creat-
ing and sustaining competitive advantage. Barney stated that 
for a firm’s resources to hold the potential of a sustained com-
petitive advantage, they must be valuable, rare, inimitable, and 
“there cannot be strategically equivalent substitutes” (1991, p.
106). Valuable resources are those that exploit opportunities 
and minimize threats, and can be linked in objective terms
to a firm’s key performance indices—financial and other-
wise. Rare resources are those that are scarce and in high
demand. For example, given a normal distribution of ability, 
individuals with high levels of ability are, by definition, rare
and have prompted the “war for talent.” Non-substitutable
resources are those that cannot be acquired or developed by
competitors. For example, technology per se is not a source
of competitive advantage, but the ways in which a firm uses
technology may be a key driver for sustainability2. And finally, 

2 There may be exceptions to this claim. For example, firms that develop and 
hold patents on certain forms of technology may enjoy some degree of sus-
tainable competitiveness. However, given the rather short half-life of technol-
ogy and information systems, it can be argued that the degree of sustainability
achieved by this type of resource will be short-lived.
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inimitable resources are those that are difficult to replicate due
to unique historical and contextual conditions, such as a firm’s 
culture.

Most of the RBV explanations within the human resources 
management literature are based on the assumption that a
particular business strategy requires a unique set of people
requirements, both in terms of employee knowledge, skills,
and attitudes (i.e., human capital “stock” or the human capital 
“pool”), as well as HR policies, practices, and systems. That is, 
in order to create a source of competitive advantage, a firm’s
human capital must be characterized by high levels of skill, 
motivation, and high-performance behavior on the part of 
employees, and supported by a set of HR policies, practices, 
and systems that are unique, create value for the firm, caus-
ally ambiguous, and thus, inimitable. It is also important to 
develop an “alignment of interests” among employees. When
employees have a high degree of consensus and commitment 
to the firm’s objectives, and as a collective are capable of learn-
ing and growing, then the firm may be more agile and adapt-
able to the changes it faces during its lifecycle (Boxall, 1998). 
In addition, it is important to emphasize that some employees 
are more instrumental in creating competitive advantage, and
as such, they need to be managed differently (Lepak & Snell, 
1999). Therefore, a firm’s HR strategy must account for the
variance in employee contribution (which of course, changes 
over time), while providing a means for developing the tal-
ents and commitment among all employees. Therefore, a “best
practices” HR system is one that has complementary and 
interdependent components and is able to develop talented, 
committed employees who are capable of continuous learn-
ing and growth. That is, effective HR systems are dynamic and 
flexible—they not only respond to the external and internal
forces of change, but can also help forecast the future competitive
conditions and implement plans accordingly.

While the specific propositions that are embedded within 
the RVB framework have yet to be examined directly (Wright
et al., 2001; Wright, Gardner, Moynihan, & Allen, 2005), there
is a growing body of evidence that has demonstrated links 
between numerous HR policies, practices, and programs and 
measures of firm performance. One of most influential stud-
ies was conducted by Huselid (1995), which showed that a set
of HR practices termed as “high performance work systems”
(e.g., selective staffing procedures, continuous learning and
development programs, pay-for-performance compensation 
systems, etc.) were related to employee turnover, profitabil-
ity, and market value. Since then, a number of studies have 
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demonstrated a positive association between HR systems 
(“bundles” as well as individual policies and practices) and
measures of firm performance (Appelbaum, Bailey, Berg, & 
Kalleberg, 2000; Becker & Huselid, 1998; Combs, Liu, Hall, &
Ketchen, 2006; Delery & Doty, 1996; Way, 2002; Youndt, Snell, 
Dean, & Lepak, 1996). While there appears to be a general con-
sensus that HR systems do have a positive impact on meas-
ures of performance, there are still some important questions
that remain unanswered (Huselid & Becker, 2006; Way &
Johnson, 2005). It has been suggested that HR system research
has provided little evidence regarding the specific HR practices
that may contribute to performance (Becker & Huselid, 1998; 
Chadwick & Cappelli, 1999; Dyer & Reeves, 1995; Wright &
McMahan, 1992). Of greater concern is that there is little expla-
nation regarding how HR systems produce higher levels of firm
performance (Becker & Gerhart, 1996; Delery & Shaw, 2001; 
Way & Johnson, 2005). Indeed, the literature has only vaguely 
described how HR systems impact firm-level outcomes. To
address this need, one of the most important considerations is 
the nature and type of HR systems that may be most effective in 
firms that face dynamic, changing environments—specifically, 
flexible HR systems (cf. Dyer & Shafer, 1999; Way, 2005).

HR flexibility

Flexibility refers to the capacity for change and adaptation 
over time (Snell, Shadur, & Wright, 2001). Building upon 
the work on Sanchez and colleagues (Sanchez, 1995, 1997; 
Sanchez & Heene, 1997), Wright & Snell (1998), and others 
(e.g., Milliman, Von Glinow, & Nathan, 1991; Snell, Youndt, 
& Wright, 1996), Way (2005) defined HR flexibility as the 
capacity to develop (redevelop), configure (reconfigure), and 
deploy (redeploy) systems of HR practices/policies/struc-
tures which acquire, develop, coordinate (re-coordinate),
and deploy (redeploy) human resources who possess com-
petencies that enhance the capacity of the firm as a whole to
quickly—compared to competitors—meet and/or generate a 
variety of dynamic market demands. Consistent with previ-
ous research, Way’s conceptualization of HR flexibility high-
lights the skills, behavioral scripts, and motivation of the
firm’s human capital, and its internal pro-cesses and routines,
that may enhance the firm’s capacity to quickly meet and/or 
generate a variety of dynamic market demands (Way, 2006). 
So for firms operating in dynamic environments, HR flex-
ibility is expected to be a source of competitive advantage 
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and have a positive effect on firm performance and effective-
ness because they provide firms with access to human capital 
with two important features—employees who “can do” (i.e.,
employees who possess the appropriate KSAs and behavio-
ral repertories) and employees who “will do” (i.e., employees 
who are engaged in and motivated to perform their role
responsibilities) a diverse set of alternative work-related activ-
ities that are required to operate effectively in dynamic com-
petitive contexts. As such, flexibility enhancing HR systems 
are expected to increase the organization’s ability to adapt to
environmental change by increasing the latitude, KSAs, and
behavioral repertories of human capital that is available to the 
organization.

Flexibility enhancing HR systems are comprised of two
elements—resource flexibility, and structural coordination
flexibility. Resource flexibility is defined as the extent to which
a resource can be used—and the time and cost associated
with using the resource—for a wide-range of purposes. Coor-
dination flexibility describes the extent to which resources can
be assigned, re-assigned, configured, and re-configured in the 
firm’s internal processes and routines. Thus, flexibility enhanc-
ing HR systems allow organizations to achieve the purpose 
of effectively adapting to environmental changes in a proac-
tive and reactive manner, or both (see Brown & Eisenhardt, 
1998; Way, 2005). The sections that follow will describe the key 
aspects of resource and structural coordination flexibility and 
specify the HR practices, processes, and structures that sup-
port these two components of flexible HR systems.

Resource flexibility

The primary components of resource flexibility include cog-
nitive staffing, multi-skill training, job rotation, involvement
in decision-making, group-based compensation systems, and
employment stability.

Cognitive staffing

The general cognitive ability construct has received robust sup-
port in the selection literature as a strong indicator of perform-
ance for most jobs (Deadrick, Bennett, & Russell, 1997; Hunter &
Hunter, 1984; Schmidt, Hunter, Outerbridge, & Goff, 1988),
including those in the hospitality industry (Tracey, Sturman, &
Tews, 2007). These results suggest that general cognitive abil-
ity is an indicator of the individual’s capacity to perform their 
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essential tasks, duties, and responsibilities, but also to learn and 
adapt to new situations—a key component of HR flexibility
(Snow & Snell, 1993; Wright & Snell, 1998). As such, recruiting 
and selecting employees for their general cognitive ability will
enhance resource and HR flexibility and aid the organization 
in adapting to changes in the environment (i.e., employees will
have the cognitive ability to learn and/or create new behaviors 
required by the organization). Thus, it is expected resource and 
HR flexibility will be enhanced when cognitive ability is used 
a criterion for staffing decisions.

Multi-skill training

Training can enhance employee KSAs (Blanchard & Thacker, 
1999), behavior repertories (Wright & Snell, 1998), productiv-
ity (Lynch & Black, 1995), efficiency (Cooke, 1994), and HR 
flexibility (van Ham, Paauwe, & Williams, 1986; 1987; Wright 
& Snell, 1998). However, different types of training influence
performance in different ways (Lynch & Black, 1995; Morrow,
Jarrett, & Rupinski, 1997) as well as have different impacts 
on KSAs and behavioral repertoires (Blanchard & Thacker,
1999). Results reported by Sesil (1999) indicate that training 
may have a greater impact when training focuses on building
broad KSAs and behavioral repertories (i.e., multi-skill train-
ing) as opposed to those that may be specific to a function or 
task. Therefore, multi-skill training of employees will create
the KSAs and behavioral repertoires that promote learning 
and/or the creation of new behaviors required by the sys-
tem, and it is expected that multi-skill training will enhance
resource and HR flexibility.

Job rotation

Practices such as job rotation, cross-functional assignments, 
task forces, and other activities that expose individuals to
a broad array of work activities are expected to broaden an 
individual’s skills and behavioral repertoires (Wright & Snell, 
1998). It is expected that these experiences will increase the
employees’ capacity to recognize a greater variety of con-
tingencies that may affect their job performance and thus, 
enhance behavioral repertories (Noe, Wilk, Mullen, & Wanek, 
1997). Wright and Snell (1998) suggest that employees who
possess a variety of behavioral repertoires that are developed
through job rotation are more likely to identify and adapt to 
dynamic situations (i.e., be more flexible). Thus, resource and 
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HR flexibility will be enhanced when employee KSAs and 
behavioral repertories are developed through job rotation.

Involvement in decision-making

Processes in which employees have voice/participation mech-
anisms may lead to increased efficiency (Ichniowski, Shaw,
& Prennushi, 1997; Levine & Tyson, 1990). Appelbaum et al.
(2000) and Rubinstein (2000) suggest that a process in which
front-line workers gather, process, and act on information is 
key to the successful link between HR systems and perform-
ance. Furthermore, Wright and Snell (1998) suggest that HR 
systems in which employees have voice, participate, and are
involved in decision making may lead to increased HR flex-
ibility because it builds a broader awareness of the firm’s 
plans and priorities. Thus, resource and HR flexibility may be 
enhanced through a system that includes a process in which
employees participate in regular meetings in which work
issues are presented and discussed. In addition, participatory
decision making, suggestion programs, and other means for
involving employees in key work processes can also enhance 
employee voice and assist in the development of superior 
knowledge and motivation that is required to perform desired
behavioral repertories.

Group- and performance-based compensation systems

Gomez-Mejia and Balkin (1994) suggest that many traditional 
pay systems cannot be adapted to changing environments and 
that compensation should be a flexible system used to align the 
outcomes desired by employees and the establishment. Using
agency theory (Sesil, 1999) and game theory (Weitzman &
Kruse, 1990) the economics literature has proposed that profit 
sharing (Kruse, 1993) and stock options (Blasi, Kruse, Sesil, 
Kroumova, & Carberry 2000) are two compensation systems
that can create alignment between the desired outcomes of 
the employees and those of the firm. Empirical results have
supported the association between performance and stock
options (Blasi et al., 2000) and profit sharing (Kruse, 1993). 
Furthermore, these group-based compensation systems are 
by design flexible systems in that some component of com-
pensation is based upon environmental and performance fac-
tors. Thus, group-based compensation systems are expected to
provide the motivation and incentive for individuals to act on
their KSAs (that are enhanced through the other components 
of a flexibility enhancing HR system) and demonstrate the



HR in the hospitality industry

13 ●     ●     ●     ●

behavioral repertories desired by the system, which should
enhance resource and HR flexibility.

Employment stability

In an HR system that is trying to develop HR flexibility, the 
gains produced by such a system are developed through long-
term relationships with core (permanent/long-term) employees
(Way, Lepak, Fay, & Thacker, 2004).r This long-term employment 
will allow the organization to develop (via multi-skill training,
job rotation, involvement in decision-making and group- and
performance-based pay) employee KSAs and behavioral rep-
ertoires. Theory suggests that superior performance gains and
the extra employee effort required in employee participation/
involvement practices (policies, or mechanisms) are unlikely to  
manifest if the organization is not prepared to provide employ-
ment stability (Kochan & Osterman, 1994; Osterman & Kochan,
1990). Empirical evidence demonstrates that job stability may 
be required for team and/or voice processes to have a positive 
impact on performance (Batt, 1995). That is, establishments that 
invest in employees and enhance resource and HR flexibility
rely on a stable workforce that is willing (i.e., motivated) and 
has the capacity (i.e., the KSAs) to demonstrate the behavioral
repertoires that are required by the system. Therefore, employ-
ment stability is an important facet of resource flexibility and 
HR flexibility systems.

In terms of performance, there are several important out-
comes that may be affected by resource flexibility. Specifically,
the resource flexibility element (i.e., cognitive staffing, multi-
skill training, job rotation, involvement in decision-making,
group-based compensation systems, and employment stabil-
ity) is expected to enhance the KSAs and behavioral reperto-
ries of the establishment’s human capital, which will result in
greater levels resource and HR flexibility. Firms with greater 
levels of resource and HR flexibility are expected to gain 
competitive advantage and superior performance due to the
higher levels of quality and efficiency that such resources gen-
erate. Thus, the resource flexibility element will be associated
with enhanced service quality and labor productivity, as well 
as lower voluntary turnover.

In addition, firms which have an enhanced resource flex-
ibility element should possess employees with the KSAs and 
behavioral repertories that are required to adapt to environmen-
tal change in a timely manner. That is, these establishments will
have human capital that are able to adapt in a timely manner
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to an increase in the skills that are required of them to perform
their job at an acceptable level versus those establishments that 
do not have enhanced resource flexibility. Moreover, resource 
flexibility will be a critical concern to firms which face consid-
erable environmental change and require employee adapta-
tion. Thus, the resource flexibility element and an increase in
the required skills of the establishment’s front-line employees
to perform their job at an acceptable level (i.e., environmental
change requiring employee adaptation) will have an interac-
tional association with higher labor productivity and lower 
turnover. That is, resource flexibility will be even more impor-
tant when firms operate in dynamic competitive markets.

The coordination flexibility element

As noted earlier, coordination flexibility refers to the HRM 
mechanisms that provide the establishment with human capi-
tal that have the latitude, KSAs, and behavioral repertories to
adapt to change in a timely manner. We contend that the key 
components of coordination flexibility element include contin-
gent workers and self-directed teams.

Contingent workers

Through the use of contingent workers, coordination and HR 
flexibility is enhanced by the establishment’s ability to hire work-
ers with the appropriate skills in a just-in-time fashion (cf. van 
Ham, Paauwe, & Williams, 1987; Way et al., 2004). Furthermore, 
when the establishment requires a new set of narrow skills for
a specific purpose or specific problem, contingent employees
can be utilized (Kochan, Smith, Wells, & Rebitzer, 1994). Thus, 
contingent workers enhance coordination and HR flexibility by 
allowing the establishment to select or buy a narrow set of skills
(expertise) that does not exist within the establishment to solve
specialized problems or perform specific projects (van Ham 
et al., 1987; Wright & Snell, 1998) in a timely manner.

Self-directed teams

Wright and Snell (1998) suggest that coordination and HR 
flexibility will be enhanced by HR processes that allow 
employees to use different behavioral scripts in appropri-
ate situations, rather than following standard operating pro-
cedures. Furthermore, the ability to adapt may be enhanced
through mechanisms in which employees and teams can make
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rapid decisions and effective use of resources and share their
insights (Dyer & Shafer, 1999). Indeed, self-directed teams may 
provide a mechanism which allows human capital to use dif-
ferent behavioral scripts, make rapid decisions, make effective
use of resources, and share their insights. That is, self-directed 
teams should provide employees with exposure to a greater 
number of behavioral scripts, new KSAs, and provide the
motivation and latitude (to make decisions), which should 
enhance the ability of employees and the establishment to
adapt to environmental change.

In terms of performance, the components of coordination
flexibility element should provide firms with human capi-
tal that has the appropriate KSAs and behavioral repertories 
to adapt in a timely manner to environmental change, which
should result in greater coordination and HR flexibility. Firms 
with greater levels of coordination and HR flexibility have 
responsive and are expected to achieve superior performance 
and over time, competitive advantage, due to the responsive-
ness and engagement of the firm’s employees that are asso-
ciated with the use of contingent workers and self-directed 
teams. Thus, similar to resource flexibility, the coordination
flexibility element will be associated with higher service qual-
ity and labor productivity, and lower voluntary turnover.

In addition, organizations that have enhanced coordination
flexibility will have in place the mechanisms that provide the
firm with human capital that possesses the appropriate KSAs 
and behavioral repertories, which should aid human capital
and the establishment as a whole to adapt to environmental
change. That is, these establishments will be able to adapt in a
timely manner when environmental change requires employee 
adaptation versus those establishments that do not have 
enhanced coordination flexibility. Therefore, it is within estab-
lishments in which environmental change requiring employee 
adaptation has recently occurred that the coordination flex-
ibility element is expected to have its greatest impact on 
competitive advantage and superior performance. Thus, the
coordination flexibility element and an increase in the required 
skills of the establishment’s front-line employees to perform
their job at an acceptable level (i.e., environmental change
requiring employee adaptation) will have an interactional 
association with higher labor productivity and lower turnover.

Conclusion

It is clear that human capital is one of the most important
resources that firm’s can leverage for creating competitive
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advantage. As such, it is critical that firms adopt HR systems 
that not only attract, develop, and retain top talent, but also 
have a degree of flexibility to account for the dynamic quali-
ties of internal and external environments. To date, the focus
of most strategic HR scholars has typically been on the rela-
tionship between firm performance and various systems of HR 
practices. While we have learned a great deal about the role
and influence of HR, we contend that a critical and overlooked 
component of previous inquiry is the extent to which HR sys-
tems can adapt to environmental change.

Strategic HR (SHRM) research has accumulated a sub-
stantial body of empirical evidence that supports the HR–firm
performance relationship (Becker & Huselid, 1998; Combs 
et al., 2006). Scholars who examine this relationship maintain that
human resources are the organization’s primary resource to be 
strategically leveraged for competitive advantage, and thus, 
examine systems of HR practices as the means through which
human resources can be deployed to gain competitive advan-
tage and enhance firm performance (Wright, 1998). However, 
the focus of most empirical SHRM studies has not considered
the situational contingencies that may affect the relationship
between various systems of HR practices and firm perform-
ance. To advance the field, numerous scholars have suggested 
that future empirical SHRM research must focus on illuminat-
ing the “black box” (i.e., explicating the mediating mechanisms) 
between HR systems and firm performance (Becker & Gerhart, 
1996; Huselid & Becker, 2000; Snell et al., 2001; Way & Johnson, 
2005; Wright & Boswell, 2002). We contend that consideration of 
the components of flexible HR systems will provide some of the 
needed clarity and provide a means for opening this black box 
and learning more about the ways in which HR can be used to
help firms achieve their strategic and operational objectives.

In addition to assessing the direct effects of HR systems on 
important firm-level outcomes, there is a need for research
that allows practitioners and scholars to gain a better under-
standing of the mediating mechanisms (the process) through
which HR systems create value and enhance firm perform-
ance. Future research should develop and include valid mea-
sures of meditating variables (e.g., workforce competencies,
motivation, attitudes, perceptions, etc.) in research that empiri-
cally examines the relationship between HR systems and firm 
performance (Way, 2006). This type of inquiry will help iden-
tify the system characteristics that support HR flexibility, and
offer prescription to practitioners that will help them create 
work contexts that address the demands of their competitive
environments.
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Finally, in order to truly understand the role of HR systems, 
the performance effects of HR flexibility are probably best 
assessed using longitudinal research designs. Longitudinal
data will provide a greater opportunity to examine how in the 
long run, and after many changes in environmental demand,
HR flexibility is associated with the most important firm-level
outcome measure of all—organizational survival. Longitudinal
studies will allow researchers to control for fixed characteris-
tics of the firm, and look for changes in performance, systems,
strategies, etc. and aid researchers in identifying causality.

HR flexibility is an important construct that may allow practi-
tioners and scholars to gain a better understanding of the process
through which HR systems in firms that operate within dynamic
environments can create value and enhance firm perform-
ance. Business research indicates that for firms operating within
dynamic environments, competitive advantage and firm per-
formance are a function of the firm’s capability to become respon-
siveness and innovation (Chakravarthy, 1982; Sanchez, 1997;
Schumpeter, 1934; Teece, Pisano, & Shuen, 1997). Congruently,
HR scholars have suggested that within dynamic competitive
environments, HR flexibility is a critical concern for enhanc-
ing firm performance and competitive position (Wright & Snell,
1998). We hope that this review and our contentions encourages 
research attention on HR flexibility, and that firms take purpose-
ful actions to incorporate the policies and practices associated
with resource and coordination flexibility as they attempt to 
manage the dynamic environments in which they compete.
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Introduction

Job analysis is the root of all things H.R. Its implications
are broad and deep, spanning workforce planning, recruit-
ment, selection, placement, job classification and evaluation, 
compensation, performance appraisal, training, employee
development, succession planning, workforce analysis, HRIS
designs, and organization analysis. In this chapter, the topic of 
job analysis will be explored, with emphasis on why and how 
to conduct a job analysis, with implications for the hospitality
industry.

Although job analyses are typically done at the person level
of analysis (as opposed to the team/departmental or organiza-
tional levels), it is useful to have a rudimentary understanding 
of the current industry situation and trends before beginning
the job analysis. For example, if the industry is experiencing 
rapid international growth, then perhaps more job analyses 
will have to be preformed as a position such as a front desk 
clerk in a hotel can have vastly different duties depending on
whether the job is in the U.S. or Great Britain.

Current industry review

Lodging

To better understand the implications for the hospitality indus-
try, it is wise to examine the current state of different segments 
in the industry. According to Datamonitor (2006), the lodg-
ing industry, comprised of hotels and motels in the United 
States, has enjoyed a compound annual growth rate of 6.9%
over the recent five year time period of 2002–2006, with an 
8.9% growth in 2006 alone. Currently, the U.S. hotel and motel
industry is valued at $133.7 billion and accounts for over 27% 
of the global lodging’s value. This becomes dramatic, when 
coupled with the forecasted 42.9% growth projected from 2006 
to 2011. Major players include Cendant Corporation (Avis,
Budget, and Ramada), Starwood Hotels & Resorts Worldwide,
Inc. (Sheraton, Westin, Four Points, W, Meridien, St. Regis),
Marriott International, Inc. (Mariott, Ritz-Carlton, Courtyard,
Renaissance, Fairfield Inn) and Hilton Hotels Corporation
(Hilton, Doubletree, Embassy Suites, Hampton) (Datamonitor,
2006). Looking more closely, Cendant employs nearly 84,000, 
Starwood approximately 110,000 (Datamonitor, 2006) and 
Mariott approximately 151,000 (www.mariott.com). So many
workers translate into many positions and, thus, many jobs
that need to be analyzed.
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Food service

The service of food industry contains the subcategories of 
profit foodservice, and fast food. Foodservice is defined 
as “the sale of food and drinks for immediate consump-
tion either on the premises from which they were bought, 
or in designated eating areas shared with other foodservice
operators, or … freshly prepared food for immediate con-
sumption” (Datamonitor, 2007, p. 7). As compared to the lodg-
ing industry, foodservice has a higher value, at $188.1 billion,
but only grew by a 3.3% compound annual growth rate from 
2002 to 2006 with a 3.9% increase in 2006 and is predicted to 
grow 18% between 2006 and 2011. When making an inter-
national comparison, the United States holds 29.3% of the
global industry’s value (Datamonitor, 2007). Given the vast
number of restaurants across the United States, there are a few 
key companies that have a strong foothold in their respective 
segments. Yum! Brands, Inc. does the development, opera-
tion, and franchising/licensing of the following: KFC, Pizza 
Hut, Taco Bell, Long John Silver’s and All American Food
(A & W). Primarily serving in the United States and Canada,
Darden Restaurants, Inc. focuses on casual dining and oper-
ates Olive Garden, Red Lobster, Smokey Bones, and Bahama 
Breeze. As half of a duopoly with Burger King, McDonald’s 
Corporation owns and franchises worldwide, operating
31,667 restaurants in over 119 countries (Datamonitor, 2007). 
Up and coming foodservice establishments are Starbucks, the 
unquestionable leader in coffee houses and Subway, known 
for its healthy fare. Across the segments of foodservice, a uni-
versal compensation maxim is that pay to employees is low, 
and many work for minimum wage. However, the industry as
a whole is labor-intensive, so wages still present themselves
as a corporate financial burden and a focal point of human
resources.

Definitions

A job analysis is the actual process of gathering information
about jobs. From this information, both a job description and a
job specification may result, often combined in one document 
generally referred to as the job description (see Appendix A).
The job description highlights the work duties required of the 
position, often including a description of the working condi-
tion, whereas the job specifications focus on the requirements 
demanded by the employee who fills this position. The job 
specifications typically are written to the minimum qualifications 
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necessary to fulfill the job and may include examples of task 
duties requiring such skills, abilities, etc. Technically, there are
two types of job analyses. The first type is either called job-
based or task-oriented, because the primary concern is the job.
The focus of the second, termed person-based or worker-rr oriented,
places far more emphasis on the qualifications necessarily
possessed by the worker in the job. Of the two, the job-based 
is more common. To better clarify, a job-based analysis for a 
travel agent might contain the following sentence: Operates
Amadeus travel software to find best transportation and lodging 
options to suit customer preferences.

Whereas, a person-based job analysis might list the same
major work duty with emphasis on the employee’s skill at
using the software in this way: Evaluates customer’s transporta-
tion and lodging preferences and chooses which options presented in rr
Amadeus travel software will best please the client.

With either focus, it is important to understand some vocab-
ulary generally associated with the job analysis. Starting at the 
macro level and working toward the microlevel, let us begin
with job family. A job family is comprised of two or more jobs
that share common duties, but are sufficiently different from
each other not to be considered as one job. For example, a
hotel might have the job family of clerical workers, including
front desk employees, reservationists, rooms manager, night 
auditor, accounts pay and receivable clerks. Next comes a job,
which consists of a group of positions that have similar duties. 
Positions are also composed of duties, but only one person
holds a position. To clarify, a waiter/waitress is a job, but in 
a given restaurant, there may be 22 such positions. Only one 
person occupies each of those 22 positions. As mentioned, jobs 
and positions are made up of duties, which is the highest level
of actual work requirements. Duties are comprised of many
tasks. Further, tasks are constituted by job elements that are at
the level of actual movements required to complete the task.
To demonstrate: someone employed in a small travel agency 
may be responsible for the work duty of communicating with
customers. This breaks down into a number of tasks, includ-
ing answering the phone. Said particular task may be further
dissected into numerous elements, such as reaching out to 
grasp the headset, lifting the headset to one’s head, and plac-
ing the headset on one’s head with the earpiece on an ear, 
etc. Typically job analyses focus on both duties and tasks, but
rarely get into the finer task elements.

KSAs, KSAOs, and KSAPCs (a.k.a. competencies) are common
acronyms referencing the knowledge, skills, abilities, and other 
or personal characteristics that a job demands (see Appendix A). 
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The simplest definitions of each follow: knowledge is knowing 
how to perform the work, but not actually having performed it.
Skills involve actually being able to perform the work, and abil-
ity references having the emotional, physical, intellectual, and
psychological ability to perform the work, but neither having
done the work, nor having been trained to perform the work
(Clifford, 1994). Other may include years of experience, certain r
educational requirements or other credentials. Typically, how-
ever, other refers to personal characteristics such as motivation. 
Looking at KSAs another way, an individual must first have the
capability or ability to gain the knowledge or exhibit the skill.
Next comes the know-how and only then may a developed 
skill follow. Keep in mind that having an ability and knowledge
does not guarantee skill as often skills take time to develop and 
imply a certain acceptable level of proficiency. Think of all the
golfers who physically can hit a tiny ball with a club and all the
readers of Golf Digest and the like, but those who have mas-
tered true skill number few.

Turning focus to a hospitality example, a hotel front desk
employee may have just attended a class on how to use new 
rooms-tracking software, but because the employee has not 
actually used the software, this exemplifies knowledge. When 
the employee puts the knowledge garnered into use, then this 
becomes a skill. Abilities are a bit different as they are forward 
focused, emphasizing potential capabilities and not current 
states of affair. Let us slightly modify the example to a job 
seeker applying for a front desk position. If the candidate had
low computer anxiety, good eyesight, adequate finger/hand/
arm coordination, sufficient memory, etc. to handle using the
room-tracking program, such would constitute an ability to 
master the software.

Brief History

The first known standardized job analysis dates back to 1922. 
Industrial psychologist Morris Viteles used a job analysis as 
the basis for selecting trolley car employees (Viteles, 1922).
Vitales included something called a job psychograph which
essentially assigns attribute levels necessitated by the job qual-
ifications. Otherwise, when making a comparison between
Viteles’s work and any given modern-day job analysis, the job
description and the job qualifications are remarkably similar.
Such a lack of marked modifications over so many decades
suggests that the process is well-established, time-tested, and 
worth doing.


