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Abstract

In few other areas of actlvi-
Ly are the generation, gath-
erlng, processing, applica-
tlon and communlcation of
Information as Important
for business as they are In

the travel and tourlsm
Industry. SkI area execu-
fives need Lo understand
their markets In order to
effectively Interact with
them. For this, managers
s [12Ve Lo be able to generate
enough timely Information about the market to support thelr
declslon making processes. This study develops a prototype
skl executlve Informatlon system for the Canadlan skl Indus-
try. It 1s designed to provide skl Industry executives with a
readlly accesslble source of product and marketing Intelll-
gence Lo asslst In strateglc decision making. The lcon and
menu based graphical Interfaces developed In this prototype
combine to provide a user friendly Information retrleval sys-
tem whose efficlencles could eventually provide a better use
of varlous tourlsm data bases by declslon makers.

involved in assembling and
managing large data sets
associated with tourism
markets and products.
{e-mail: peter@sfu.ca)

Introduction

Businesses today have fewer layers of managemenl, offer
more diversified products and services, are Increasingly inter-
national In focus and are heavily dependent on the accurate
and timely flow of Information. With organizational delayer-
ing, has come an Increasing need for executives to directly
use management Information for strategic decision making
purposes (Walnright, DeHayes, Haffer and Perkins, 1994).
Execullves and other senlor adminlstrators In organizations
of all sizes and types are belng forced by a wide range of mar-
ket conditions to become more self-sufficient users of Infor-
mation technology. This situation relates to tourism as much
as It does to almost any other economlc sector,

Tourlsm 18 a very information Intensive industry. In few other
areas of economlc activity 1s pertinent and current. Informa-
tlon concerning consumer preferences and behaviors, prod-
uct performance, labor costs, and marketing effectiveness so
critical to business success.

This Is particularly the case for tourlsm executlves and
senlor managers, who frequently must make strategle decl-
slons concerning the products and markets to be developed
for thelr organizatlons, with relatively litle in-depth Informa-
tlon at thelr disposal. It 1s not unusual for them to face decl-
slon making situations rich In data, but poor In Information
(Statistles Canada, 1989).

Often what top managers require Lo support thelr declslon
making processes 1s a customized Information source or sys-
tem which provides a current and consolldated picture of the
key performance measures critical to thelr organlzation and
Industry. Frequently what they are able to retrleve Is an
array of uncoordinated, unfocussed and poorly presented
documents, which may or may not relate to thelr declsion
making challenges.

This situation Is particularly pronounced In Canada’s skl
Industry, where decislons concerning product and market
management Issues must be made based on very seclor spe-
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clfic market and travel related Information. Aggravating the
critical need for pertinent and timely Information Is the
growing competitiveness of Canada's skl Industry. Due In
part to an aging population (e.g. baby boomers becoming
more Interested In softer, less strenuous activities). and a
growing range of physlcally warmer and more accessible
destination alternatives, the existing demand for alplne ski-
Ing In Canada has fMlattened (Willlams and Dossa, 1994). This
has created Increased competition for current and latent
skler markets. As discriminating sklers demand more effl-
clent, hassle-free and value-laden products and services at
slope side, the Importance of having up to date and pertinent
market and product performance measures avallable for
declslon making becomes paramount. This paper describes
the development of a prototype skl area Industry executlve
Information system (EIS). It does so within a context of
deslgn criterla Important to executive Informatlon systems In
general and skl areas In particular.

Study Method

The research findings presented are based on several distinct
stages of Investlgation. The frst stage was a comprehensive
review of the literature concerning the development., appllca-
tion and effectiveness of EIS technologles. This Included not
only determining the key criterla which senlor managers
might use to Judge the appropriateness of an EIS, bul also
the varlous types of applicatlons and usage constralnts asso-
clated with such systems. Attentlon In this review was placed
on ldentifying applications of this technology In the tourlsm
Industry In general and the skl area Industry In particular.

Phase two of the research was designed to determine the
specific types of Informatlon retrieval structures (e.g. com-
puter operating systems, graphic and tabular display formats
ete.) and content (e.g.. product and market characterlstics
ete.) that sentor skl area managers would ldeally Incorporate
Into an EIS. This Involved the administration of a self-com-
pletion questionnalre. It was faxed to senlor level skl area
managers at fourteen (14) of British Columbla’s largest skl
arcas.

The survey Instrument explored Issues related to computer
usage patterns, market and product data requirements, and
declslon making Issues of Importance Lo skl area operations.
In total, 13 of the 14 ski area executlves contacted returned
completed verslons of the questionnalres. While this pur-
poseful sample was not representative of all senlor level skl
area managers In elther British Columbla, or Canada, the
responses Lhey provided offer guldellnes which may be
Important to the development of EIS technologles In other
Jurisdictions.

The third phase of the research focused on the actual deslgn
elements that should be Incorporated into the operating
structure of an effective (EIS), as well as the Integration of
relevant content. This Involved examining exlsting skl area
related Industry Informatlon and reconflguring those portlons
of these data deemed to be appropriate to the needs of skl
area executives. Partlcular attention was placed on ensuring
that all data were presented In formats and retrleval systems
sulted to easy use by these declslon makers.

Findings

Several valuable perspectlves assoclated with the develop-
ment of effectlve executlve Informatlon systems for the skl
area Industry In particular and tourlsm buslnesses In general
are presented In this discusslon of the findings. These
Inslghts relate to the use of EIS technologles within organl-
zallonal contextls broader than skl area businesses, the
potentlal EIS behaviors of skl areas executlves and senlor
declsion makers, and the development of such systems In a
British Columbia context.

Executive Information Systems In Context

The term Executive Information System was formally recog-

nlzed In the early 1980's (Rockart and Treacy, 1982). In lts

broadest context, EIS refers Lo a sel of computer based lech-

nologles that are able to provide managers and senlor level

administrators with Important Information In readlly accessl-

ble and user friendly formats (Watson and Frolick, 1993). As

compared to group support systems, expert systems, elec-

tronle document management systems (Sprague and

MecNurlin, 1993), EIS's focus on providing the spectfic Infor-

matlon needed by executlves and other assoclated senlor

level managers for thelr declslon making processes,

Fundamentally, EISs help execullves:

s Implement declslons quickly within an organlzation:

« respond to Information needs without directly Involving
middle management;

* Improve communlcations within and beyond the organiza-
tlom;

* define and relnforce organlzatlon goals and objectives
(Paller and Laska. 1990).

The early EISs were used to a llmited extent, largely due to a
combinatlon of human resource and technology development
Issues, From a human resource perspective, the vast majori-
Iy of managers at that Ume were nol computer Ilerate, and
felt that It was Loo late In thelr careers to elther learn how to
use or apply such techmologles (Kanter, 1988; Nelson, 1990).
From a technology development perspective, most of the
early EIS approaches had nol satisfactorlly overcome many
of the technlcal challenges assoclated with collecting, con-
solldating and displaying data In formats that were easlly
used by executive declslon makers (Karten, 1987). As a con-
sequence, EISs were primarlly employed In those situations
where organlzations were faced with particularly complex
and speclallzed appllications, and had the extensive financlal
and human resources required to bulld the customized sys-
tems needed to address their specifle concerns (Paller and
Laska, 19590},

From thelr earllest applications, EISs have grown n terms of
thelr ease of use and application. This growth has heen
attributed o a varlety of factors Including:

« [mproved computer technology: applicatlons that were
technlcally Impractical and too costly to implement only a
few years ago have now become relatlvely routine
(Rockart and DeLong, 1988), and have allowed executives
to obtain critical nformation sooner for more timely and
well-Informed declsion making (Glordanella, 1989);

» the avallablilty of Information: enhanced computer com-
munlcation technologles have ncreased the flow and Inte-
gration of Information between and within varlous divi-

56 TEOROS - Vol.14, no 3, AUTOMNE 1995



slong of most organizations, This has provided execullves
with greater access to more tmely and focused Informa-
tlon for quicker problem ldentification. analysls and decl-
sion making (Leldner and Elam, 1993).

* onganlzational delayering: as computer technologles have
reduced the need for middle management personnel, there
has been an accelerating need for executives to directly
use labor, market and product informatlon In organiza-
tlonal declslon making.(Walnright et. al., 1994). This often
creates sltuatlons where managers become Inundated
with data which Is not central to thelr executlve declslon-
making concerns. Executive Informatlon systems can
reduce such conditions by focusing solely on performance
measures and Indlcators eritlcal o declston making.

* more Information sophisticated executives: executlves are
belng pushed by the growlng computer culture of thelr
organizations, to become more famillar with the applica-
tlon of Information technologles routinely used by thelr
subordinates In dealing with 1ssues of strategle Impor-
Lance to the organization (Complon and Boone, 1992).

Today, examples of EIS Initiatives exist In a variety of man-
agement contexts linked to different Industry and govern-
ment sectors. These Include applications In government
(Hoffman, 1994; Prendergast, 1993; Slmard and
Eenlgenburg, 1990: Holland, 1990}, hospital (Van Brussel,
1992), banking (Slofstra, 1994; Cummings, 1992}, insurance
(Nash, 1991; Kador, 1991); utllity (Gates, 1993; Frolick and
Jennings, 1993), hotel (Jesitus, 1993) and retall organlza-
tlons (Robins, 1092; O'Leary 1991).

In the tourtsm fleld, Information technologles have been
employed In a growing range of sltuatlons Including central
reservation services (Kerr, 1994; Salomon, 1992); alrline
schedullng and sales (Poon, 1993); and guest services
(Fryxell, 1993; Conhaim, 1988). While such systems repre-
sent valuable supporl systems for a wide varlety of users
ranging from front line staff to senlor managers, they appear
not to be deslgned specifically for senlor level managers and
exccutive declslon makers (Poon, 1993). AL straleglc man-
agement levels, computer based Informatlon systems are
used to facllitate corporate planning and strategle market-
Ing. Organlzations and thelr executives that have developed
gystems for accessing such Information have a natural com-
petltive advantage over those that do not (WKt and Moutinho,
1989).

Both Internal and external pressures appear to sthinulate the
development of such systems. Increasingly competltive busl-
ness environments tend to be the leading external pressure,
while the major internal push Is assoclated with the need for
timely Information (Watson and Frolick, 1983). In many of
these sltuations, the relatlve success of organlzations In
developing and effectlvely uslng such systems has been
largely a functlon of several distinet factors, Research clearly
Indicates that successful EIS Inltlatives are the result of:

* the computer hardware and software technologies
employed matching the capabllities of the users;

* the data retrleval process and Informatlon structure
reflecting the customized needs of the users;

« the data being accessible In easlly retrleval formats;

= the data presenting both Internal and comparative exter-
nal Industry Information;
* the data belng current and timely,

Ski Area Industry Requirements For An EIS

Specillic Informatlon concerning the EIS needs of ski industry
managers was derived from the survey of skl Industry execu-
tives and senlor managers. The deslgn criterla they speclfied
related to thelr current computer literacy, computer usage
patterns, and the relative Importance of speciflc types of
Information to be Included In an EIS.

From a computer literacy perspective, It was apparent that
the vast majority of the skl area executives Interviewed were
In at least an early “readiness” stage for applylng a computer
based EIS to thelr activities, The largest proportion (58%) of
them clalmed o have Intermediate computer skllls. Most of
these execullves (85%) used a computer at work, and over
half of them (54%) also had access to a computer at home
for thelr activitles. They also used IBM or IBM compatibles
almost exclusively for thelr computer related activities.
About four fifths (85%) of these execullves Indicated they
were most famillar with the Microsoft Windows operating
system and a varlety of software running In this environment
(Table 1).

Conducting compuler applicatlions In the workplace
appeared to be an integral part of the normal routine of most
of these executlves. Almost half {46%) of them spent three
hours or more dally using thelr computers on work related
Issues. Most frequent uses of these Lechnologles related to
word-processing (100%), spreadsheet (73%) and graphlec
display (G4%) appllcations. Less than half (46%) of them
had used thelr machines for data base analysls purposes.
This probably reflected a lack of avallable and pertinent data
to examine in this context.

In terms of EIS conlenl requirements, It was evident that
executives were Interested In galning access Lo spectilc Lypes
of Internal and external Information. In particular, they indi-
cated a strong Interest In being able to easlly retrleve current
Information on specilic product and market trends n the ski
Industry. The majorlty of the respondents (70%) fell that ski
area declslon makers would be especially Interested In an
EIS to retrleve findings emanating from a blannual study of
sklers visiting British Columbla (Wllllams and Dossa, 1992).
Particularly Important Information from this skl industry
report included segmentatlons of the provinee's skler mar-
kels as well as overall comparative Informatlon on the char-
acterlstles of these markets on a regional basls. The skl area
managers also suggested other forms of Information that
wonld be Important components of an effective EIS. In par-
ticular they noled the Importance of data concerning the
phiysical characteristics of other skl area facilltles and ser-
vices, as well as long term trends in skier market volumes
and belaviors (Table 2).

EIS Protolype Development

Based on the preceding findings, a prototype EIS for ski area
executives was developed. It was refereed to as SKIS forEX
(5K Knowledge Information System for EXecutives). The pro-
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totype was deslgned to permit declslon makers to suggest
reflinements to both the software and content dimenslons of
SKIS forEX, based on practical applications In the work-
place. While not contalning all of the Information required by
declslon makers, specific hardware and software as well as
content principles gulded Its development.

Hardware and software components of SKIS fopEX were

based on findings emanating from the previous two phases of

the research. Gulding deslgn principles were that the EIS
would:

¢ operate effectively In an IBM computer hardware environ-
ment;

¢ function within the MS-Windows operating system envi-
ronment:

¢ be acquired Inexpensively and easlly;

* have a readlly understandable menu driven Information
retrieval system, complele with Interactive graphics and
flaures compatible with Microsoft Excel;

+ offer conslistent and Intuitive data search structures that
would be transferable from one ski Industry Information
module to the next;

+ provide readlly understandable and Interactive data dis-
play systems.

Content deslgn principles were that the EIS would Incorpo-

rate Information that:

* was Interactive;

« was targetled at senlor declslon makers and required no
Intermediary Interpretation by subordinates;

« accurately reflected distilled verslons of what was con-
talned in other Industry reports;

* was up to date and could be readily revised as new Infor-
matlon was generated;

+ provided benchmark comparlsons with previous and cur-
rent Industry performance standards,

Speclfic content Incorporated Into the EIS Included nforma-
tlon modules addressing specific product and market devel-
opment subjects. In particular the EIS Included executlve
summary highlights from exlisting ski market and product
development reports; market performance patterns: service
and facllity development patterns; skl Industry performance
patterns: as well as highlights from popular and trade publl-
catlons (Figure 1). The following figures provide Inglghts Into
the formatting of typical Informatlon screens Incorporated
Into the SKIS forEX Informatlon retrleval system (Flgures 2
and 3).

Conclusions

SKIS forEX was developed as a prototype EIS deslgned to
support the decislon making processes of senlor level skl
area managers. As a starting polnt, It focused primarily on
providing Information central to declslon making related to
market and product development Issues. Future verslons of
this EIS might expand to also Include:
¢ A bullt-In clipboard to enable the user to make notes dur-
Ing an Interactive sesslon. For the statistically orlented
user, the clipboard could potentlally allow data to be
extracted from SKIS forEX for “what-If" scenarlos in a
spreadsheel,

* A help menu utllity In order not to alienate the non-user
or the beglnner by providing access Lo helpful Information
whenever the need arises,

* A llnk between SKIS forEX and the functionalltles of other
applicatlon software as Improvements take place In the
Dynamlc Data Exchange capabllities. An example would
be the abllity to link into the rich graphlc possibilities of a
program like Microsoft Excel.

¢ Targeling other management areas within the skl Industry
(e.g., wholesalers, retallers, etc.) to provide relevant decl-
slon making Information from SKIS forEX.

* Taking the prototype to the target users through focus
groups, workshops and follow-up surveys to clarify the
exact types of Information needed and mechanisms for
making the system more friendly.

+ Expanding Mnancial and/or human resource Intelligence to
declsion makers.

Whatever the focus, the effectlveness of the system will be
dependent upon the percelved and actual accessibllity and
relevance of the Information provided. While a final verdict
has not been reached on overall effectiveness of this particu-
lar version of SKIS forEX (testing of the prototype IS now
beginning), there Is agreement that access to such Informa-
tion In an EIS format will become even more critical to the
long term viability of many skl area operatlons. As layers of
management between skl area executives and thelr cus-
tomers continue to diminish, being able to rapidly respond to
ever changing market conditlons Is becoming a growing
responsibllity for many of these managers. Undoubtedly a
reflned verslon of SKIS forEX will go a long way towand mak-
Ing these decislons easler. What I8 required at this point 1s
more focused research which clarifles how Lo reflne the pro-
totype EIS so It can be effectlvely employed across the skl
Industry. The deslgn principles for the development of a com-
prehensive EIS seem apparent. What Is required 1s more
detalled Information concerning what must be done to
encourage more declslon makers to use them. _f_
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ciée de recherche et directeur du Centre For Tourism Policy and
Research & I'Université Simon Fraser de Colombie Britannigue.
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TABLE1

Summary of select ski area management computer use patterns.

Computer Literacy and Most Frequent Response
Usage Patterns

Computer Usage At Work Yes (84.6%)

Type Of Computer IBM/IBM Compatible (100.0%)
Used At Work

Yes (53.8%)
IEM/IBM Compatible {85.7%)

Computer Usage At Home
Type 0f Computer
Used At Home

Computer Literacy Intermediate (58.3%)
Familiarity With The Yes (84.6%)
Microsoft Windows Software
Time Spent On The Computer 3 Or Mare Hours Per Day (45.4%)
During Wark
Prafile Of Computer Word Processing (100.0%)
Application Usage
TABLE 2
Summary of marketing and
product development information preferences.
Information Source Mean *
Profiles Of Key Market Segments From
The B.C. Skier Survey 6.17
B.C. Skier Survey Final Report 6.00
Information On Other Ski Area Facilities And Services 5.92
Trends In B.C. Alpine Skiing 1985 To Present 5.83
B.C. Skier Survey Executive Summary 575
Ski Industry Market Trends Reports 5.46
B.C. Skier Survey Periodical Updates 5.36
Magazine Articles And Newspaper Clippings
Related To Skiing 5.18
Ski Industry Newsletters 4.73
n 13

* Means are based upon values ranging fram 1 = not impartant at
allto 7 = very impartant.
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Figure 1
SKIS forEX opening menu.

SKIS forEXC Menu

‘ -“@’- B.C. SKIER SURVEY 1991-92 INFORMATION ON OTHER
~  SURVEY HIGHLIGHTS SKI AREAS

o
B.C. SKIER SURVEY 15991-92 CANADIAN SKI INDUSTRY :%

CORE REFORT MARKET TRENDS 1330

B.C. SKIER SURVEY 1991-92 SKI INDUSTRY FACTS
MARKET SEGMENTS AND STATS i

. MAGAFINE/NEWSPAFER
B.C. SKIER SURVEYS .
1985 - 1992 ARTICLES
PLEASE CLICK ON ANY.
“ICON TO PROCEED
Figure 2

Sample interactive up-dating screen.

B.C. Skier Sunveys 1985-1992: Detailed Skier Profile

Skier profile  Qther characieristics

SEIER CLASSIFICATION 1985/86 1987/88 1383730 1991/392
Beginnes 504 10.68 BG4 516
= Movice 1247 1262 amn 956
Intermediate 44.03 40.78 4380 4289
Advanced 24,83 28.16 2682 2873
How do you classify E xpeit a5 L7 1343 1381

yoursell as a skier? - HA 103 210 ZN4

| [® 190508

1987788
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Figure 3
Sample benchmark industry performance screen,

= Executive Summary And Highlights: Skier Market Origins
Highlights Options

"] SKIER
i MARKET
— L ORIGINS
ISLAND COASTAL THOMPSON/ KODTEMAYS! NORTHEAN OVERALL
REGION REGION OKANAGAN ROCKIES B.C. B.C
B.C. 96.30 B0.55 B3.03 21.78 B7.75 1.3
Alberta 0.33 243 5,86 Er T 4.93 14,32
Othes Canada 0.93 12.68 5.66 21.10 27 11.10
Washinglon 0.00 04 1.1 B.40 0.00 374
Other U5, 0.00 14.68 1.62 BE.29 25 5.98
Europe 0.00 1.88 0.61 1.73 132 1.23
Japan 0.00 os7 1.21 0.00 0oo 037
Australiaew Zealand 0.93 257 n.m 252 0.2 1,65
DOthes Warld 0.33 0.38 0.00 0.23 0.00 0.25

B.C. residents comprized approximalely 61.31X of all skiess interviewed in this study.

American visitors represented about 9.72% of the total markel share,
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