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Bulgaria is a beautiful country, with many natural advantages: a pleasant climate, spectacular Black Sea coastline with excellent beaches, picturesque mountainous regions, fossil forests, thermal spas and an abundance of unspoiled countryside. In addition, it is culturally diverse and rich in historic sites, as is inevitable in a country located at the crossroads of Europe and Asia. It has always been, and remains, a country of transit, which, despite having been colonized by a variety of marauders throughout history, has retained a strong sense of national identity whose folklore has been enriched rather than diminished by the experience of occupying forces. Tourism is thus an important industry for Bulgaria, particularly during the transition from command to market economy, where it has the potential to attract increasing amounts of foreign currency to contribute to the prosperity of the country.

The Bulgarian Tourism Industry 

The Bulgarian State tourism industry has been developed since the 1960s and, as Table 1 shows, was already growing steadily before the political changes. Since then, the trend has been somewhat erratic, but it is clearly the case that tourism can and should be developed increasingly successfully in Bulgaria; it is recognized as a priority industry (Committee of Tourism 1993:36), which represents approximately 5 % of national GNP and employs over 100,000 citizens.
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In the 1960s, most tourism was confined to Black Sea coastal resorts but throughout the 1970s, winter tourism was also developed. Bulgarian tourism remains largely seasonal, concentrated on the Black sea coast resorts in summer and Borovetz, Pamporovo, Bansko and Vitosha – the main ski resorts – in the winter. There has been, however, a growing recognition that there is potential (albeit largely undeveloped) for a considerably wider range of tourism products and services (Pearlman 1990, Committee of Tourism 1993:36-38). In particular, the potential for rural, heritage and health tourism, capitalizing on the countryside, monasteries and spas, has scarcely been developed. Such interest-based tourism, where it is developed, tends to attract discriminating, relatively affluent tourists who wish to travel independently rather than as part of an  organized group of fellow nationals. The Bulgarian tourism industry, until now, has operated mostly at the economy and of the market, offering excellent value cheap package holiday opportunities rather than elite destinations.

Although the development of the tourism industry in the 1960s was, in part, in order to attract we4stern tourists and currency, the overwhelming majority of tourists came from other socialist states (Harrison 1993:520). In 1989, the leading source countries of international tourists in Bulgaria were, in order of importance, Poland, Czechoslovakia, USSR, GDR, Hungary and Romania, all members of the CMEA (Soviet coordinated Council for Economic Assistance), who together provided over 80 % of all incoming tourists (Harrison ibid:521). The equivalent list in 1993 comprised the component parts of the former Yugoslavia, followed by Germany, Romania, Greece, former USSR territories and the United Kingdom, with Turkey, Norway and the Netherlands following close behind.

Table 1

Area Tourist Visits as a % of Total International Tourist Arrivals

	
	1990
	1991
	1992
	1993

	Former Communist Bloc1
	77,5 %
	61,5 %
	44,0 %
	70,3 %

	Austria & Germany
	 4,6 %
	 5,7 %
	14,0 %
	 8,8 %

	Other West European - 2
	 5,8 %
	 10,2 %
	12,9 %
	 6,8 %

	Scandinavian - 3
	 2,2 %
	 3,0 %
	 3,6 %
	 1,8 %

	Canada & USA
	 0,3 %
	 0,5 %
	 1,1 %
	 0,4 %

	Middle East - 4
	 1,1 %
	 1,3 %
	 2,0 %
	 0,3 %

	Greece & Turkey
	 6,4 %
	10,6 % 
	17,3 %
	 7,0 %

	Other
	 1,8 %
	 6,8 %
	4,7 %
	 4,7%

	TOTAL %
	100 %
	100 %
	100 %
	100 %

	TOTAL NUMBER
	2,161,403
	1,265,410
	873,107
	2,334,763


Source: Bulgarian Central Statistical Office, Tourism, Statistics

1 Former Czechoslovakia, Yugoslavia, USSR, Poland, Hungary and Romania

2 Belgium, France, Italy, Netherlands, Spain, Switzerland

3 Denmark, Norway, Finland and Sweden

4 Israel, Iran, Iraq and Jordan

As Table 1 shows, the former communist bloc countries still provide most of Bulgaria`s tourists, But the scale of their predominance has diminished and the most significant increases in the 1990s (albeit from relatively small bases) have been in the numbers of tourists from UK, Germany, Scandinavia, Italy, Turkey and Israel. Apart from  the former Yugoslavia, which is both one of Bulgaria`s nearest neighbours and undoubtedly a special case at the moment, the trend since the end of the 1980s has been a substantial decrease in tourist arrivals from most of the old allies: notably Poland, Romania, USSR, Hungary and the former Czechoslovakian states.

It is important to note that Western European tourists are a more important component of the international tourism to Bulgaria than Table 1 suggests, because they tend to spend longer in Bulgaria than Central and Eastern European tourists and short-stay transit tourist visitors from the Southern Mediterranean and Middle East, thus contributing a greater proportion of tourism revenue than their relative numbers would imply (Bulgarian Central Statistical Office 1989:28). In 1990, for example, western tourists accounted for 90 % of all accommodation nights spent in Bulgarian hotels (Bulgarian Statistical Institute 1991:16). Figure 2 shows the pattern of international arrivals to Bulgaria by purpose of visit, indicating the increasing importance of transit arrivals.




           Figure 2
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Table 2 shows the relationship between international arrivals and tourism for 1993, the most recent year for which such statistics are available, which gives some indication of both the scale and diversity of international travel to Bulgaria. Having made the distinction, all international arrivals are, of course, potential tourism consumers: business and transit passengers stop over for longer where there are attractive tourism and recreation opportunities. This is an advantage which few competitors share with the Bulgarian industry.

Table 2

International Tourism in Bulgaria 1993

	Country of origin
	(a)

Total Arrivals
	(b)

Tourism and Recreation
	(c)

Tourism visits as % of Total
	(d)

Area share of total tourism

	Former Communist Bloc - 1
	5,479,865
	1,643,505
	30 %
	70 %

	Austria & Germany
	255,349
	205,812
	81 %
	 9 %

	Other West European - 2
	215,689
	158,868
	74 %
	 7 %

	Scandinavian - 3
	52,792
	41,630
	79 %
	 2 %

	Canada & USA
	24,733
	10,122
	41 %
	 0,4 %

	Middle East - 4
	25,627
	 8,623
	34 %
	0,3 %

	Greece & Turkey
	1,895,796
	155,940
	 8 %
	 7 %

	Rest of the World
	 352,621
	110,263
	31 %
	 5 %

	TOTAL 
	8,302,472
	1,334,763
	28 %
	100 %


Source: Bulgarian Central Statistical Office, Tourism, Statistics

1 Former Czechoslovakia, Yugoslavia, USSR, Poland, Hungary and Romania

2 Belgium, France, Italy, Netherlands, Spain, Switzerland

3 Denmark, Norway, Finland and Sweden

4 Israel, Iran, Iraq and Jordan

Thus, the composition of tourists has changed since the political changes and thus, the range of tourist services demanded is broader and considerably more diverse than previously. In this, of course Bulgaria reflects global trends. While Bulgaria`s tourism industry has been developing, tourism has been becoming one of the main growth areas in most developed (and many developing) countries. Increasingly cheap travel has meant that more and more people are able to travel internationally and the industry has been becoming increasingly competitive and segmented. The decline in numbers of holiday makers coming to Bulgaria from other Eastern and Central European countries in the early 1990s reflected the economic and political disjunctions of the period and the trend has already gone into reverse. Realistically, Bulgaria is likely to continue to derive much of its tourism revenue from its surrounding region and the rate of development will be closely allied to developments in other `new democracies`. The challenge will be to maintain and develop its share of its established market whilst continuing to attract increasing numbers of tourists from the rest of the world, in an increasingly competitive global tourism market.

There has been a marked increase in tourism arrivals from Western European, Scandinavian and longer-haul destinations since the transition to a market economy in 1989, but some of the motivation for such travel, at least, was curiosity to experience the post-Communist state, allied to a recognition that the lower cost of living, relative to the west, presented excellent value for money. As the market economy develops and inflation continues to erode the economic differential, these reasons will cease to apply. The arrival of companies like Bennetton and McDonalds may herald and promote increasing prosperity, but they also make the urban landscape a little less exotic to the jaded western tourist and the Bulgarian tourism industry will have to complete harder to the international arena to attract such visitors. Bulgaria has a reputation as a relatively inexpensive and attractive tourism location, but it also has a reputation for inefficiency, low service quality and a history of package tour overbooking of accommodation, which is liable to discourage those tourists who can afford to pay more for the security and confidence of established West European sun or ski resorts. The key to quality enhancement and assurance is, of course, good management of the industry at national, local and organizational levels.

Political and Economic Change 

The Bulgarian tourism industry throughout the 1960s and 1970s was virtually wholly a State monopoly and most of it remains in public ownership, although the privatization programme has accelerated recently, as will be discussed. The sectors providing services for international tourists were State-owned and managed, while private accommodation in resort areas which provided opportunities for domestic tourists was tolerated by the government as a complement to the `social recreational` tourism provided by the trades unions and similar organizations (Carter 1991:227). Alongside the progressive dismantling of the State bureaucracies, small-scale independent tourist services have been increasingly offered by households and local entrepreneurs to both domestic and international tourists since the early 1990s. The Chairman of the Union of Private Hotels and restaurants, Mr. Blagoy Ragin, stated in June 1995 that Bulgaria has already 700 private hotels with another 400 likely to open in the near future. The immediate development in the tourism industry is thus contingent upon State management of the control and facilitation of new private enterprise as well as of the privatization process.

Since the resignation in 1989 of Todor Zivkov, President of Bulgaria for the preceding 35 years, there have been several changes of government, reflecting the political ambivalence of the electorate, which has neither overwhelmingly rejected nor endorsed either the re-formed Socialist successors to the Communist Party, or the Challenging Union of the Democratic Forces.  This unstable balance both reflects and has contributed to economic instability and has meant that the introduction of economic reforms has been gradual and subject to uncertainties generated by discontinuities and the changing priority of succeeding, often politically-inexperienced short-term governments. The privatization process is a case in point, in the tourism industry as in the economy  as a whole and the tourism sector, given its reliance on foreign exchange, has been particularly vulnerable to recession and political uncertainties.

Progressive attempts have been made to subdivide larger state tourism enterprises since the end of the 1980s. Even under the old regime in 1986, the multinational Sheraton Hotel Group was contracted to run the flagship State-owned Balkan hotel in Sofia. In the early 1990`s, the move towards privatization began with decentralization of resorts such as Golden Sands, Albena and Sunny Beach, previously administered as components of the monolithic Balkantourist organization rather than independent resorts. Further devolution has proceeded, with 100 state-owned tourist companies reportedly converted to joint-stock companies by October 1991 (Harisson 1993&350). In April 1992 the Transformation and Privatization of State-owned and Municipal-owned Enterprises Act was passed by the National Assembly, establishing a hierarchy of institutions to authorize and manage the sale of publicly-owned assets, notably the Privatization Agency, which has the brief to handle privatization of companies evaluated at over 7,000,000 Leva. The privatization of less valuable companies is handled by the relevant State bureaucracies: in the case of tourist organizations, by the Committee of Tourism. Subsequent development of privatization has proceeded very slowly alongside the considerably more rapid development of new companies, notably small private hotels in the established tourist venues, but has accelerated considerably in the last two years.

In 1994, the Government authorized the Committee of Tourism (Decree No. 7) to restructure the majority of State-owned companies of the holiday-making and travel industry into limited liability companies (plcs) or joint-stock companies and this process has been proceeding. The Committee of Tourism has recently reported that since the beginning of 1995, it has concluded 15 privatization contracts and was currently negotiating a further 20 transactions, including attractive companies such as the Interhotel Bulgaria in Bourgas (subsequently privatized) and parts of the Borovetz resort (newspaper report 21/8/95). As an example of a recent privatization negotiated by the Committee of Tourism, the Robinson  restaurant in Baltchik has been sold to a Bulgarian businessman who will pay 60 % of the 5,100,000 Leva in cash and the remainder in three installments over the next two years (newspaper report 22/8/95).

Because of the concentration of Bulgarian tourism, a significant proportion of tourism operations are within the large resorts, thus under the purview of the Privatization Agency rather than the Committee of Tourism as far as the privatization process is concerned. Leasing of units in the resorts has been introduced, not without considerable difficulties and allegations of mismanagement and corruption; in particular, preferential treatment for established managers and members of the nomenclatura. The inherent complexity of the exercise is illustrated by the most recent relevant development reported; the impending privatization of the Golden Sands resort.

`“The terms of reference for privatization of Golden Sands has to be ready by 15th October“ said the Head of Observation Council of the Agency for Privatization Mr. Dimitar Stefanov yesterday. Until then, separate parts of Golden Sands will not be sold. In the middle of October the procedure for the privatization will also be approved. Mr. Stefanov considers that Golden Sands cannot be sold as a whole complex. The management of the resort had proposed that as a first stage, small hotels should be sold and the incomes used for investment and paying off the debts of the existing [State-owned] company.`

(Sterev, Trud Daily 31/8/95)

A subsequent report (24 Hours Daily, 1/9/95) suggested that a maximum of five hotels from each resort may be sold initially.

At the end of August, the Centre for Privatization announced five competitions to tender for public privatization information services. The candidates are asked to produce tenders for printed materials, radio programs, television programs, design conceptions and market intelligence services to communicate the public privatization program. According to this development, every Bulgarian citizen over the age of 18 will be issued with a book of coupons with which they can buy shares in companies offered by the Centre. This is an imaginative scheme to ensure that substantial share ownership remains in Bulgarian hands, as is desirable, but it does not solve the investment problem.

Thus, the future picture in Bulgarian tourism operations is of the coexistence of State-ownership, joint-stock companies, other private companies and entrepreneurial lease holding of State-owned assets. This could be a recipe for a healthy mixed economy. Indeed, there is a great deal to be said for a slow and careful transition from state socialism rather than a hasty conversion to capitalism with all its inherent instabilities, which have been all too apparent in the West throughout the last decade. The challenge for Bulgarian government and national agencies will be to enable as well as regulate innovation and change.

The Challenge of Change

As the market economy develops and the privatization process proceeds, the Bulgarian approach to tourism accommodation and catering, already changing, is in a process of rapid transformations. What were once regarded as primarily leisure facilities are increasingly being recognized as part of a highly competitive industry, where companies and individual establishments will be competing locally, nationally and internationally. Figure 3 (Anastassova and Purcell, 1995) summarizes the radical changes involved.

           Figure 3 

	     THE CHANGING HOSPITALITY INDUSTRY IN BULGARIA

From STATE OWNED                    To PRIVATIZED

From LEISURE SERVICE             To COMPETITIVE INDUSTRY

From SEASONAL                            To ALL YEAR ROUND

From UNIFORM clients                  To DIVERSE clients

* mainly package tourists                * variety of market segments

* mainly economy                             * affluent economy

* mainly low-quality                         * tourists from diverse cultures

* mainly Eastern Europe                 * holidays, business, local clients

                             SERVICES PROVIDED

From NARROW specialist              To BROAD specialist

* accommodation                              * leisure

* food                                                  * tourism

                                                             * business services

                                                             * non-residential entertaining

                                                             * conferences

                                                             * product launches

* sun and sea                                      * seaside 

* skiing                                                * variety of sport

                                                             * heritage and culture

                                                             * special interest packages




The immediate problems posed by the transition from a Command to a Market economy are considerable, and fall into six main inter-related categories. They are all, essentially, MANAGEMENT problems:

1. Hard economic facts: the need for investment in holiday facilities and the need to attract foreign investors. Given rates of inflation at the beginning of the decade, depths of recession, lack of clear and consistent State policies and the need for very considerable qualitative changes to make tourist facilities and services more internationally competitive, foreign investors have largely lacked confidence to make the substantial investments required, so far. However, in recent months has been increasingly lower and individuals and newly-formed groups of Bulgarians are beginning to invest in the industry, so it appears that the tide has turned and the potential for development looks increasingly optimistic.

2. Lack of Market-orientated tradition: misunderstanding of how market economies operate has led to confusion in setting rates, particularly between hotel owners with unrealistic expectations and foreign tour operators and, on the ground, between tourists and tourist service-providers. The theory of marketing is well understood as policy-making levels, but there is no tradition of practitioners being involved in marketing decisions, or using marketing as an operational variable.

3. Lack of appropriate legislation: although the Committee of Tourism has raised the issue of Tourism Law to every new government since 1989 and has presented draft documents to be passed by parliament, there continues to be lack of appropriate regulation, although it is most certainly on the agenda. For example, unless the government changes the tax policy to introduce tax advantages for the tourism companies, they will not be able to take long-term decisions or make major investment to plant. Unless employment legislation changes, it will be difficult for employers to develop more flexible  human resource management strategies.

4. Lack of appropriate structure: outside the established tourism resorts, transport and communications networks do not serve the industry well, and lack of information services for tourists who are not part of an organized package, makes independent foreign tourism difficult.
5. Quality of facilities, products and services: although there are some excellent hotels, restaurants and tourist services in Bulgaria, there has until recently been no quality control and generally, relatively low quality in general. The majority of Bulgarian hotels are two star and the quality of accommodation, meals and service, whilst often representing good value for package tourists on a tight budget, rarely reaches standards which would attract more affluent holiday makers.
6. Human resource issues: the residue of the Communist culture is a peculiar mixture of egalitarianism and organizational tendencies towards inflexibility, inertia and rigid hierarchical administrative practices. Hence, managers of units such as hotels have been accustomed to administer within well-prescribed practices, but not to manage creatively. Their subordinates have been encouraged to fulfil their practical work obligations but not to develop a service orientation: in fact, such would have been seen as counter to the egalitarian principles enshrined in the culture.

At national level, the Committee of Tourism and key players in the industry are well aware of the changes which need to be made and the obstacles to their implementation. The Committee of Tourism (1993) has published its strategic goals for the restructuring of the industry in a thoughtful and perceptive report which the industry faces. Legislative change has been discussed. An institutional framework is being established to develop and monitor the industry; the Bulgarian Association of Hotel Owners was founded in 1993 and a systematic attempt is already being made to monitor and raise the quality of tourist accommodation and catering. In July this year, the License Commission awarded licenses in tourism to the first 100 applicants out of over 10000 (newspaper report 14/7/94) and further licenses have subsequently been issued. In February 1995, a National Association for Rural and Ecological Tourism was founded, with members from all over Bulgaria and subsequently, regional and local initiatives deriving from this have been developed: for example, the Bourgas Association for Ecological and Rural Tourism, drawing together tourism practitioners and other local organizations and interest groups, with the objectives of identifying the potential and priorities in the locality which will enable sustainable tourism to be developed, and of registering, organizing and developing small-scale tourist operators to improve information flows and raise quality standards.

At regional level, support for new private tourist operators has already been given by the Bank of Sport and Tourism, and by other external investors and aid programs; for example, the Bourgas Regional Development Association manages European Community PHARE funding for the promotion of tourism in its region. There is, however, little evidence of professional management of tourism at local levels; its development is more or less well facilitated in different regions by the local administration and infrastructure, but it is administered rather than managed.

At company and individual unit level, there are many examples of entrepreneurial  activity and good practice. A very senior manager at Balkan Holidays, interviewed two years ago, explained that his background as an engineer enabled him to take a problem-solving approach to management, but he is unusual in that his seniority, without doubt reflecting his ability, meant that he was in a position where he was required to develop company strategy. Managers of individual State-owned units were not, until recently, encouraged or permitted to innovate. There has been much debate among western academics and practitioners about what constitutes `management`, but it is generally recognized that it makes sense to talk about management as a genetic specialism, with particular competencies  which enable them to respond effectively to the demands, constraints and choices (Stewart 1982) which face them in fulfilling their managerial functions, defined by Drucker (1968) as essentially threefold: ensuring economic performance; managing managers and developing management team synergy; managing employees and the labor process. Vidinova  et al (1994) have observed that:

`Bulgarian managers are very familiar with the concept of administration, and are highly effective of it. They are not familiar with the concept of management, which involves a degree of independent initiative and responsibility which was not required under the previous system`
At unit level, in a hospitality industry owned largely by the State, hotel managers were required to administer what were essentially seen as recreational services for the working population. They were not seen, and did not see themselves, as managers of an industry. It is surely significant that their job title translates as `director` rather than `manager` of the establishments. In particular, they have not been required to package or market their tourism products; such packaging and marketing as was done has been done nationally and internationally by the State tourism apparatus. Decisions about the product offered, style of delivery and staffing levels have also, until now, been taken centrally. Conditions of employment – hours of work, sick pay, holiday entitlement, service increments, etc. –  are  regulated by law.

This is the model of management which has been the norm in Bulgaria until recently and although the new independent owners and managers are less constrained, they have little experience in operating in a market context , where it is incumbent upon them  to take responsibility for the quality of their products and services and indeed, to promote them effectively in order to operate in a highly competitive context. This is why initiatives and schemes such as those supported by the UK Know-How Fund, are particularly useful to enable policy-makers, practitioners and management educators not only to learn about market economy practice as second hand, but also to observe at first hand how their UK equivalents work: `Show how` is often the most effective form of education.

Both the authors of this paper have participated in Know-How Funded schemes managed by the British Council. Kate Purcell has worked with colleagues at the Bourgas Institute through the British Council Bulgarian Academic Links Program (BALP) on the development of new courses for Bulgarian hospitality and tourism students and managers. Emilia Kaytcheva, under the British Council Joint Industrial and Commercial Attachment Program (JICAP) visited UK for six weeks to learn about Western management practice and, most importantly, to observe and participate in one particular hotel group: Consort Hotels. Our experience on both these projects has led us to consider the key lessons which UK practice has for Bulgarian managers in the current transitional context.

Economic constraints clearly presents structural obstacles to radical innovation; legislative change and the development of new institutional framework takes time; but what can Bulgarian tourism and hospitality organizations and managers learn, from UK market economy experience, that is applicable now  to the Bulgarian situation? In the long term, it is obviously desirable and necessary to improve the range and quality of hospitality facilities by refurbishing and modernizing existing properties and developing new facilities, but this requires considerable investment and in the current economic climate, it is not apparent how this can be achieved on a major scale. There is a British aphorism: `Rome wasn`t built in a day`. But the difficulty of a challenge is not an invitation to revert to fatalism: it is an invitation to begin to build firm foundations. The quality of management and the quality of services are areas where change can begin to be implemented immediately, by education and training and, indeed, change in these areas may be the key to attracting external capital investment.

The relevance of British Know-How 

Although we have compiled this report together, much of the foregoing analyses derives from Kate Purcell`s experience of working with Bulgarian academics and tourism policy-makers and operators and from her experience of being a visitor in Bulgaria: a consumer of hotel and tourism services. The strength of our approach, however, is that we are also able to draw upon Emilia Kaytcheva`s experience of both being a senior manager in the main Bulgarian tourism company, the State-owned Balkan Holidays, and her experience as a participant observer in British a hotel consortium, Consort Hotels. Having spent time working alongside and observing her British colleagues in five major hotels in the organization; one in London and four in the beautiful heritage tourism center of York, she was able to observe a wide range of management and operational activities. On the basis of that experience, the following areas were identified as particularly relevant to the immediate Bulgarian management situation.

· Co-operation among independent operators

· Use of information technology

· Marketing and promotion

· Quality Control

Balkan Holidays is one of the biggest tour operators in Bulgaria, with sixteen subsidiaries around the world and two in Bulgaria. The holding company remains State-owned, although the first moves towards privatization are already being made. Consort Hotels, where the JICAP placement was located is a consortium of independent hotels which, although in some senses commercial competitors, operate collectively to the advantage of all members. For example, they share a central reservation system and achieve economies of scale by collective purchasing from suppliers of food and beverages, sanitary products etc. In the period of transition in Bulgaria where many new companies have been created, it is important that they are assisted in becoming independent of the State and encouraged to be mutually-supportive. The Consort group is an excellent example of such co-operation and organizations such as the Union of Private Hotel Owners, the Bulgarian Hotel Associations and the Bulgarian Association for Travel Agents also have important roles to place in facilitating collaborative ventures, economies of scale and the flow of information and expertise among managers of SMFs.

The use of information technology by service industries such as tourism is much more widespread in Britain than in Bulgaria. The use of a central reservation system, for example, was invaluable for Rainbow Holidays in York and Earls Court International Hotel in London. In Bulgaria, the tourist resorts, main tour operators, biggest hotels and restaurants use computers, but small and medium enterprises (SMEs), particularly the many new hotels and restaurants which have been set up recently, largely lack access to such technology. This is partly a problem of the transition to independent SMEs, and the Union of Bulgarian Private Hotel Owners have recently announced plans to introduce a central computer reservation system to link villages where there are sufficient private hotels (newspaper report 30/6/95). Such developments must be seen as a priority in the current situation.

Marketing and promotion of products and services have been highly centralized in the Bulgarian State tourism enterprises and there has been little need for a competitive ethic which promotes the development of marketing skills. Bulgarian managers all levels, particularly at the level of independent hotel operation, need to understand that marketing departments in the large organizations, but not at unit level or in SMEs. In the British consortium, there were specialist marketing departments both at the Consort Head Office and in the five hotels studied. There is a need for `Train the trainers` courses to introduce a market orientated approach to managers and employees throughout the Bulgarian tourism industry.

The introduction of quality control is a key priority in Bulgaria, again predominantly among SMEs. In the large resorts and hotels there is a tradition of high quality service, due to the fact that these units have long experience of working with western tourists and learned to meet their requirements. Even in these, however, there is generally no tradition of quality control, and particularly in the industry wishes to move to more profitable market segments and attract more discriminating tourists, the issue of quality assurance needs to be addressed. In the west, membership of consortia such as Consort is only accepted once agreed standards of service quality have been met, and the consortium has a strong vested interest in ensuring that the best possible quality of service is met by all its members, all the time, to safeguard the reputation and commercial sources of the consortium as a whole.

Conclusion
Alongside investment, the key to maintaining and increasing the success of the Bulgarian tourism industry is increasing the number of policy makers and managers who understand the opportunities and constraints of the global tourism market and who have the freedom and courage to operate innovatively at all levels. This can be achieved by giving priority to  management development and the revision of management and tourism education.

The key areas where Bulgarian managers require development is in the following three areas:

· development and pursuit of flexible, market-oriented strategies (i.e. assessment of options, setting of objectives and development of a management team with well-defined responsibilities to implement, monitor and continuously revise tactics in order to achieve the strategic objectives),

*
management of employees (i.e. human resource management and training to improve efficiency, motivation and service quality) and

· promotion and marketing (i.e. identification of, and concentration upon, appropriate markets, as part of organizational strategy; market research to identify tastes and preferences of targeted market segments; and development of appropriate promotional and marketing policies and materials to ensure commercial success).

These need to be met at different levels simultaneously.

1. Courses for developing the management cadre of tomorrow need to be developed in selected Bulgarian universities and institutes; a process which has already begun.

For example, the former Department of Geography of Tourism at Sofia University is now Department of Tourism, with a revised and continuously evolving program of study which takes account of the changed socio-economic circumstances and builds upon the knowledge and experience of the staff about the Bulgarian situation and their experience of academic and commercial practice in West European countries. The Institute of Tourism in Bourgas is, similarly, revising its diploma courses in the light of British Know-How-funded activities in conjunction with Oxford Brooks University. Both specialist management, such as tourism management, and genetic management, are becoming recognized as important areas of vocational undergraduate and postgraduate specialism.

2. The State and emerging private and privatized companies need increasingly to identify the development needs of their current managers and arrange a series of short courses on particular topics, either in-house or in conjunction with management and tourism/hospitality educators, in recognition that the management of organization in a market economy requires new and different competences at all levels of management hierarchies and on the part of technical specialists and operatives, particularly those in service industries.

For example, Balkan Holidays has its own School of Tourism and Management, which is initiating a number of seminars on the process of licensing and classification to be held, with the support of the Committee of Tourism, in different regions of Bulgaria.


3.
Short courses on a variety of management-related topics

should be offered at regional level to the new private entrepreneurs.

Such courses might be linked to regional development associations, as is already happening in the Bourgas region, which can also encourage local business-owners to share good practice and work together to achieve economic of scale: for example, in producing regional marketing material and tourist information services. Participation in management development or small business training courses could be encouraged by making access to resources, such as loans for business development, contingent upon successful completion of particular courses. This would be in the interests of the investors, the entrepreneurs and the clients. `Train the trainers` courses, such as those developed for Bourgas Institute under he BALP program, are a relatively inexpensive way of cascading change through a region.

4 Promotion of `good practice` by international management development programs.

Project such as those we have had the privilege in participating in are invaluable to share know-how and enabling people from different countries to evaluate opportunities from a different perspective. Theory and practice are of the seen to be inherently incompatible. In one of the most recent British text-books on management, the authors cites a traditional joke which is sometimes found pinned up on factory benches in Britain.


Theory is where you know everything and nothing works.


Practice is where you know nothing and everything works.


Here we combine theory with practice:


Nothing works and nobody knows why (Grint 1995:1).

Most effective academics and managers would agree, however, with Drucker`s maxim `There is nothing so practical as a good theory`. Management theory is of little value unless it has practical applications, and practice uninformed by theory most often results in inefficiencies. In order that educators  and trainers are developing the courses that industry needs, it is imperative that academics and practitioners work together; a proposal that can engender tension and mutual suspicion, but, where it works, is enormously effective. We would suggest that the Know-How Fund considers funding a short program for Bulgarian students similar to  the JICAP scheme for managers, but involving part of the visit studying at a British university and part of the time in a company placement. This would be particularly appropriate for hospitality or tourism management students, but we would argue that it would be invaluable experience for any students destined for management roles in Bulgarian industry of commerce.

The Bulgarian tourism industry is already a successful international player in global tourism, as is appropriate for a beautiful, well-resourced country with fascinating history and traditions. The challenge that faces it in the next decade is to diversify and compete successfully for increasingly discriminating and more affluent tourists: a challenge it shares with many competitors. It is not an exaggeration to say that the quality of its management will determine the degree to which it succeeds.
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