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TOURISM FOR A BETTER WORLD 

 

Introduction to Visitor Group Management 

Welcome to this learning unit, where we'll dive into group management and logistics. Effective 

group management is crucial for a successful tour, ensuring everything runs smoothly and everyone 

has a great time. 

Even though we've already covered the theoretical aspects of group psychology and pedagogy, you'll 

quickly see how vital it is to apply those principles in real-time tour situations. Think about it: a well-

managed group is a happy group, and a happy group makes for an unforgettable experience in Your 

country. 

This section will equip you with the practical strategies and logistical know-how you need to 

confidently lead your groups. Let's get started! 

Mastering Time Management as a Visitor Guide 

Effective time management is absolutely essential for the success of every tour. As visitor guides in 

Your country, you need to plan meticulously according to the tour program, yet remain flexible with 

alternatives. This allows you to handle unforeseen situations without disrupting the smooth running 

of the tour. 

8 Steps for Excellent Time Management 

A solid concept for time management is crucial for every tour. First, plan the entire itinerary, and 

then meticulously plan each day in detail following these 8 steps: 

1. Prospectus Accuracy: The travel program must be fulfilled exactly as advertised. Every city, 

sight, and attraction listed in the itinerary must be visited. Double-check the program, booked 

services, and attractions to ensure everything aligns. 

2. Fixed Times: Plan your day around all fixed times, such as restaurant reservations or meeting 

points with local guides. Always schedule a dedicated lunch break and ensure you arrive at 

the hotel in good time in the evening so guests can refresh before dinner. 
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3. Opening Hours: Before your journey begins, confirm the opening hours of all planned visits 

(museums, sights, churches, etc.). If an attraction is closed at your intended time, you'll have 

ample opportunity to react and adjust, perhaps by swapping visit times. 

4. Lunch Break: Always allocate sufficient time for the lunch break. If possible, schedule it at the 

same time each day. This provides guests with a sense of routine and security, and simplifies 

your daily planning. 

5. Visit Duration: Always estimate the duration of each visit beforehand and communicate this 

to your guests. Crucially, always incorporate a time buffer into your estimate. 

6. Travel Time: Calculate travel times and routes in advance, perhaps using tools like Google 

Maps, and communicate these to your guests (without guaranteeing exact arrival times, as 

traffic in Your country can be unpredictable). Always adhere to the driver's legal driving, rest, 

and working hours. Build in buffers for potential traffic jams and remember to factor in toilet 

breaks. 

7. Holidays: Be aware of public holidays in Your country and how they might affect opening 

times, which are often reduced or changed. 

8. Buffers: Always build in enough time buffers throughout your day. Ample buffer time helps 

you avoid rushing and stress. Include small "regeneration times" like coffee breaks, toilet 

breaks, or photo stops, and identify opportunities for guests to rest temporarily (e.g., a park 

bench or church pews). 

Summary: The golden rule is "less is more!" 

Flexible Shortening of Program Units 

To effectively implement the "less is more" motto in practice, don't be afraid to radically shorten 

times or even entire topic complexes if needed. This flexibility ensures a smoother, more enjoyable 

experience for your guests. 

I have compiled examples for you in the table.  

Management units  Planned time  

Meeting with group in front of cathedral, explanation 

of west portal 
07 Min. > to shorten to 02 Min. 

Entrance: organisation and entrance vouchers 05 Min. 

Church seating: introduction to building history, 

building description 
10 Min. > to shorten to 05 Min. 

Main altar 10 Min. 

Burial places - Category B (omit if time is limited) 
05 Min. > delete without 

replacement 
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Management units  Planned time  

Way back to the starting point of the tour and 

farewell 
03 Min. 

 

Of course, time management for a tour always depends on the topic. 

 

In order for you to be able to apply the tips to your own tours, here are two tasks for practical 

practice. 

• Plan a tour day, including all 8 steps in the time planning process. 

• Create a detailed schedule for an important property/attraction to be visited, 

indicate where you would shorten or limit. 

 

Of course, time management for a tour always depends on the topic. 

 

In order for you to be able to apply the tips to your own tours, here are two tasks for practical 

practice. 

 

Guest Arrival and Introductory Talk 

The arrival situation for your guests is often characterized by one main desire: to get to their room 

quickly and efficiently after what's often a long and tiring journey. And let's be honest, we all share 

this aim! It's crucial that everything runs smoothly at this point, as this is where the tone for the 

entire trip is set. Let's discuss what we, as visitor guides, can do to create a positive atmosphere right 

from the start. 

To ensure a smooth check-in and arrival process, it's a good idea to contact the accommodation 

provider in advance. Clarify exactly which guest is in which room. While you can do this by phone, I 

prefer to do it in person when possible. This step is especially important in countries like yours, 

where overbooking or organizational delays can sometimes occur. 

During check-in, be present at all times, ready to answer questions and assist with key or key card 

distribution. Before guests head to their rooms, I recommend quickly outlining the next steps. This 

could include details on when and where the first information meeting will take place, when and 

where meals will be served, and how you can be reached. And remember, it's really important to be 

as friendly and welcoming as possible. 

For us, this procedure might be routine, but our guests are eager for their vacation to start smoothly 

and positively. Kicking off a trip with satisfied guests is always in our best interest and truly simplifies 

many things down the line. 

Be Aware of "Changeover Days" 
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Sometimes, guests might have to wait for their rooms because they are still being cleaned. Or, a new 

group might arrive while the previous group is still in the hotel, perhaps using the same coach for 

their departure. These overlaps can lead to conflicts. Since guests' primary needs (rest, comfort) 

aren't immediately met in such situations, it places additional demands on your service. 

Here's what you can do in such a situation: 

• Ensure safe storage of luggage. 

• Provide clear information about when rooms will be ready and why they aren't immediately 

available. 

• Arrange an "atmospheric consolation." This could be a complimentary local drink (like a 

refreshing fruit juice), or some light in-between snacks. Many tour operators have special 

funds for such goodwill gestures. 

• Offer tips for local walks or nearby points of interest for guests to explore in the meantime, 

perhaps suggesting a short stroll to a nearby craft market or scenic viewpoint in Kampala. 

Introductory Talk 

An introductory information meeting should ideally be held on the first day, perhaps after the first 

dinner together, but no later than the second day. This is your chance as the visitor guide to present 

all important information and possibilities of the tour, showing your genuine enthusiasm for Your 

country. 

Important Steps for Your Introductory Talk: 

• Getting to know each other: Facilitate brief introductions among guests. 

• Short introductions: Introduce yourself and perhaps any key local staff. 

• Program presentation in detail: Go through the itinerary comprehensively. 

• Organizational details: Cover practicalities like daily schedules, meal times, and emergency 

contacts. 

• Networking and exchange: Encourage guests to exchange contact information, like cell 

phone numbers, to foster group cohesion. 

• Ask for wishes/suggestions: Show you're open to their input where possible. 

Discuss with the hotel if it's possible to organize a separate, comfortable room for this meeting. This 

is your prime opportunity to create a positive, harmonious atmosphere and to set the stage for a 

successful tour with a personal touch. Guests usually expect an "average" visitor guide; you can truly 

shine by delivering "more" during this crucial first presentation. 

Here are a few basic thoughts to enhance your introductory talk: 

http://www.kitararcc.com/
mailto:kitararcc@gmail.com


Kitara Foundation for Regional Tourism; Website: www.kitararcc.com Email: kitararcc@gmail.com Phone: +256392156562, Mobile: 
+256772888149. “Driving Sustainable Development Through Community Based Tourism and Travel Partnerships”. 

• Use Media: Make your presentation more interesting with visuals. Use pictures or slides of 

attractions they'll visit in Your country. 

• Provide Drinks and Snacks: Offer some local drinks (importantly, include non-alcoholic 

options). A few typical local snacks can also be a nice touch. 

• Show Materials: Bring illustrative materials like local coins and banknotes or popular 

souvenirs from Your country. 

This meeting is where people connect. It's vital for the "dynamics" of the travel group, as it sets 

cornerstones for the entire stay. If you can create interest and desire for activities and small 

adventures, and instill trust in the tour operator, you've achieved a great deal. 

How would you structure an introductory talk for a tour in Your country? 

• Prepare an introductory talk. Think about what you want to include and how you would set 

the scene to excite your guests about their upcoming experiences. Practice with a colleague 

or friend. 

Commentaries and Announcements 

Important organizational information, such as exact departure times for a day trip or seating 

arrangements for events, must always reach the customer. Announcements should be delivered 

face-to-face to the group and/or individual guests. 

Three recommendations and guidelines for effective announcements have always helped me greatly. 

Here they are: 

Preparation and Setting for Announcements: 

• Plan carefully: Before an announcement, take time to think precisely about what to say to 

ensure accurate information. Write down and use notes. 

• Choose the right place and time: A quiet park is better than a busy street. During meals, an 

announcement after everything has been served is more effective. 

• Table-by-table approach: If announcements aren't possible for the whole group (e.g., during 

meals in hotels), approach participants at each table for a short informational talk. 

• Keep it short: Plan announcements to be as concise as possible (max. 1-2 minutes) but ensure 

they contain all required information. 

Communicating Announcements: 

• Speak clearly: Use the spoken word, loudly and clearly enough for everyone to hear. 

• Use the microphone: In the coach, always use the microphone. It allows you to reach every 

corner of the bus without straining your vocal cords. 
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• Provide translations: For international groups, speak in shorter passages and translate them 

first before providing further information. Otherwise, participants' attention will quickly drop. 

• Use simple, understandable language: Employ short sentences, avoid complex subordinate 

clauses or overly academic language. Use positive formulations and avoid double negatives. 

Adjust your word choice to your audience. 

• Avoid jargon: Don't use abbreviations, the subjunctive mood (could, should), filler words 

(actually, relatively, so to speak, well, uhm), or excessive jargon. 

• Illustrate: Use examples, show details, and make comparisons to make information more 

tangible. 

• Use rhetorical questions: Encourage guests to think. 

• Address guests personally: Use "Ladies and Gentlemen" or gender-neutral terms like "dear 

guests." 

• Involve the audience: Phrases like "Let's take a closer look at this one together" can foster 

participation. 

• Reinforce: Repeat crucial information, use exclamation sentences ("We don't want that!"). 

• Maintain eye contact: Face guests during the announcement so they can see your facial 

expressions and gestures. 

Alternative Ways for Distributing Information: 

If face-to-face announcements aren't possible because guests are on a day off or out shopping, try 

alternative ways to distribute important news: 

• Set up a bulletin/information board in the hotel lobby. 

• Set up an information table during dinner times in the hotel restaurant. 

• Distribute printed copies under the door to individual guests' rooms. 

Fortunately, making effective announcements can be practiced! If you don't believe me, here are two 

tasks for you: 

• Role-play with a colleague or friend: Prepare 2-3 important announcements (e.g., regarding a 

change in the day's itinerary, a meeting point, or a local custom). Present them and ask for 

feedback. 

• Reflection and role-play: Incorporate the feedback you received and practice the 

announcements again. Where could you improve? What still needs to be refined? Write a list 

of points for improvement and further practice. 
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Problem Solving and Mediation: Navigating Conflicts on Tour 

Conflicts on tour are a natural occurrence, arising from perceived differences that demand a 

resolution. Whether they stem from personal clashes between participants, or from unmet 

expectations (justified or not), visitor guides must be able to objectively clarify the situation and 

professionally resolve any issues or tensions that could escalate into full-blown conflicts while on 

tour in Your country. 

Common Sources of Conflict: Booked Services 

Guests often feel disappointed when their expectations regarding booked services aren't met. 

Common areas of criticism and potential conflict include: 

• Transportation: Issues with the coach, delays, or uncomfortable journeys. 

• Accommodation: Problems with hotel rooms, cleanliness, or amenities. 

• Catering: Dissatisfaction with meals, portion sizes, or dietary accommodations. 

• Offered Program: Discrepancies between the advertised itinerary and the actual experience 

(e.g., missed sights, extra entry fees). 

• Service and Care: Perceived shortcomings in the professionalism or attentiveness of the 

visitor guide. 

Conflicts from Differing Opinions or Personalities 

Conflicts become more challenging when they arise on a personal level. While differing opinions or 

goals among individuals aren't inherently problematic, they can lead to conflict when those 

individuals are inevitably connected for a set period, as is the case on a group tour. Opposing views 

and personalities, in close proximity, can easily ignite tension during a journey. 

Conflict Resolution in Practice 

Our fellow visitor guides, Anna and Elias, have already explored this topic and created a podcast on 

"Conflict Resolution." 

Podcast Transcript: 

[Anna] Hello fellow visitor guides. Let's talk about conflict resolution today. Conflicts are no rarity 

within tour groups, and they can have very different causes. 

[Elias] Yes, that's absolutely right. I had a rather intense case recently. There were two guys in my 

group who just couldn't stand each other. No apparent reason. Yikes. 

[Anna] That's difficult, especially in terms of conflict resolution. What did you do? 
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[Elias] Well, first I tried talking to them individually to try and find out what the conflict was, but 

nothing really came out of it. They just didn't like each other. So I just tried to keep them as far apart 

as possible, for example, on the coach, and give them their space. 

[Anna] And did it work? 

[Elias] Yes, but there was no way they were ever going to become friends. 

[Anna] Hmm. My last conflict turned out to be somewhat tricky too. The shower in a guest's room 

was broken. It sounds trivial, right? But the guest was really upset and made a big fuss. 

[Elias] Let me guess, it was a young lady? 

[Anna] Don't be mean. No, it was actually an older gentleman. He got really, really upset. I listened to 

his complaint, of course, and went to have a look. And the shower really was broken. 

[Elias] Could you find a solution quickly? I mean, a shower can't be repaired just like that. 

[Anna] Exactly. Besides, it was already late, and there were no plumbers available. But I still had to 

find a solution, and fast. 

[Elias] So what did you do? Come on, you've got us on the edge of our seats here. 

[Anna] Well, the only thing I could do was offer the gentleman my room. In the end, he accepted the 

idea and was pretty happy with the solution. If that hadn't worked, I would have had to look for an 

alternative solution together with the guest and the tour operator. But that would have been very 

complicated, of course. 

[Elias] Well, luckily that turned out well, even if you couldn't take a shower for a while. 

[Anna] I think we always have to put the guests' interests first when resolving conflicts. 

[Elias] Yes, absolutely. 

[Anna] And when it comes to bigger problems that affect the whole group, it's also important to talk 

openly about them with everyone and find solutions together. 

[Elias] A perfect conclusion. So thank you all for listening, and wherever you are in Your country, 

enjoy your next tour and always be open to conflict resolution. 

What's one key takeaway you've learned from Anna and Elias's experiences about handling conflicts 

on tour? 
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