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1. INTRODUCTION

Tourist attractions, both man-made and natural, are the core components of a region’s tourism product. Without attractions there is no need for other tourism services. It has often been stated that without attractions, tourism as we know it would not exist (Gunn, 1994). Despite the enormous role that attractions play within the tourism industry it is generally accepted that they are understudied.

The need to study tourist attractions has been discussed by numerous authors (Gunn, 1994; Leiper, 1990; Pearce, 1991; Lew, 1994). Attraction research has tended to focus on the characteristics of visitors, with little attention given to the characteristics of attraction businesses. An early study by the Australian Bureau of Statistics (1990) provided some information about the size and economic contribution of attractions in Australia, however the study was somewhat relaxed in terms of methodology. 

A review of the management literature reveals a variety of rigorous studies examining strategic planning activities in organisations. With the exception of banks and airlines, these studies have generally tended to focus on manufacturing and retail firms rather than service firms. Several authors in the management literature have recognised the need for industry-specific research in strategic planning. Such research would account for factors that vary across industries. 

The need to research strategic management in tourism has been recognised by the Cooperative Research Centre for Sustainable Tourism (CRC Tourism) (1999). Specifically, CRC Tourism has suggested a sectoral approach and have identified opportunities for strategy research in tourist attractions, restaurants, accommodation establishments, visitor centres and travel agencies. 

The proposed research seeks to investigate the planning issues in tourist attractions by working with tourist attraction managers. In doing so, the research will identify areas of excellence, as well as opportunities for improvement which will ultimately enhance the competitive future and professional capacity of attractions. The research will build a base for future tourist attraction studies, and will provide an insight into planning activities. 

In a global climate of increased competition and greater visitor demands for professionalism and service, planning emerges as one of the most valuable tools that attractions can use to differentiate themselves from competitors. Planning can provide competitive advantages by allowing attractions to manage their strengths and weaknesses and to anticipate opportunities and threats in the environment. The proposed research is therefore timely in investigating the orientation of tourist attractions toward future developments.

Particular emphasis will be placed on small niche-oriented attractions but medium to large attractions will also be investigated to provide a basis for contrasting planning practises. It is anticipated that the study will be completed at the start of 2002.  

A great deal of flexibility has been incorporated into the research framework to allow for feedback from industry and government stakeholders. The central philosophy of the research is to identify areas that warrant further investigation and to provide industry partners and attraction managers with information that will enhance the professionalism and competitiveness of attractions. 

The following pages provide a detailed review of relevant tourism and management literature. The  review of the tourism literature focuses on the definition, understanding and classification of tourist attractions, with added commentary about forces that will shape the future of this sector. The review of management literature concentrates on research efforts in the strategic planning field, with particular reference to small firms. The research problem and approach are presented in the concluding pages of the proposal. The research approach identifies the three phases of study and proposes a set of aims, methodologies and research questions for each. 

2. REVIEW OF LITERATURE

2.1 THE ROLE OF TOURIST ATTRACTIONS

Most commentators agree that attractions provide the core elements for the development of the tourism product of a destination. (Lundberg, 1985; Gunn, 1994; Swarbrooke, 1995). Gunn (1988) describes attractions as the ‘first power’, ‘lodestones for pleasure’ and the real energiser of tourism in a region. Without attractions both inferred and developed, there would be no need for other tourism services. Swarbrooke (1995) has demonstrated this concept pictorially with a four stage model demonstrating the role of attractions in the development of destinations (see Appendix 1). Pigram (1983) takes a more pragmatic approach by stating bluntly that without attractions tourism as we know it would not exist. 

Several authors have supported the notion that attractions are the primary reason for the existence of the tourism system (Mill and Morrison, 1985; Gun, 1988; Leiper, 1990). Attractions serve two key functions in the tourism system: they stimulate interest in travel to a destination and they provide visitor satisfaction (Gunn, 1994). At a more holistic level, tourist attractions play an increasingly vital role in triggering opportunities for regional employment (Johnson and Thomas, 1990) and economic growth. An Australian Bureau of Statistics (1990) study examined 1899 tourist attractions Australia wide and concluded that they accounted for more than 16 000 employees and had a cumulative gross income of nearly $630 million. 

Despite the clear recognition of the role of tourist attractions as generators growth, they have remained what Stevens (1991) calls the “Cinderella” component of an industry which has traditionally placed greater emphasis on sectors such as accommodation, transport and travel retail (Pearce, 1991, 1998a; Leiper, 1990; Lew, 1994). Lew (1994:292) highlights that “tourism researchers and theorists have yet to fully come to terms with the nature of attractions as a phenomena” while Pearce (1998a) indicates that attractions deserve a multi-disciplinary research effort. 

Tourist attraction research can best be described as embryonic. Most efforts to date have focussed on descriptive issues such as defining and classifying tourist attractions and understanding the components that comprise an attraction. An additional area of research which is of minor relevance to this paper has examined trip patterns and tourist impacts, characteristics, perceptions and reactions to various aspects of attractions (Davies and Prentice, 1988; Deery and Jago, 1997; Jago and Shaw, 1997; Fodness, 1990; McClung, 1991; Boekstein, Bennet and Uken, 1990; Moutinho, 1988; Pearce, 1989). With this in mind, the following review examines attempts by commentators to define, classify and understand tourist attractions and provides a summary of the evolution of attractions. In keeping with the central theme of planning, an appraisal of the forces impacting on the future or attractions is presented. The review then turns to the management literature to examine the concept of strategic planning, with reference to small firms and tourist attractions where applicable. 

2.2  DEFINING TOURIST ATTRACTIONS

A number of researchers have highlighted the lack of a succinct, rigorous definition which is relevant to all visitor attractions (Walsh-Heron and Stevens, 1990; Swarbrooke, 1995; Leiper, 1990; Pearce, 1991). Swarbrooke (1995) points out that the difficulty in defining tourist attractions is due to two key reasons. Firstly, it is difficult to determine the number of visitors that have to travel to a site before it can be classed as an attraction. Secondly, the purpose for visiting a site may determine whether it should be classed as an attraction. These technicalities are further complicated by the incongruent nature of attractions. While various definitions have been suggested, they vary in terms of their purpose, disciplinary approach, applicability and simplicity. 

Dann (1996) highlights that with some creativity almost anything can be transformed into a tourist attraction, from traditional castles and natural environments to less congenial settings like sewers and slums. A more eloquent and widely applicable interpretation of attractions is provided by MacCannell (1976), who writes that modern society makes itself the principle attraction in which other attractions are embedded. Similarly, Pearce, Morrison and Rutledge (1998:266), in accordance with Urry (1990), suggest that “attractions are the places and people which are the objects of the gaze of tourists.” In contrast to these broad interpretations, several researchers have adopted a more systematic approach in defining tourist attractions. 

A number of common threads can be identified from the definitions presented in Table 1. Firstly, a number of authors have inferred that some form of magnetic force or drawing power exists between an attraction and its visitors. Several authors have cautioned against the literal interpretation of the term “attraction” and have suggested alternate approaches to defining attractions (Leiper, 1990; Pearce, Benckendorff and Johnstone, forthcoming). Pearce et al. (forthcoming) propose that attractions in a region might be compared to “a dynamic matrix of force fields affecting bodies with varying degrees of susceptibility.” They argue that such an analogy reflects the competition between attractions in a finite area and thus considers management and visitor influences which can shape the power of the fields. 

Secondly, through the use of descriptors such as ‘developed location’, ‘designated resource’, ‘named site’ and ‘destination’ several authors specifically exclude attractions such as extended natural landscapes, wildlife and cultural features. Pearce (1991) wisely appends his definition by indicating that good scenery would not be considered as an attraction, but that a named scenic lookout does satisfy the definition. Similarly, he argues that a region or extended natural feature contains a dispersed set of attractions rather than being viewed as a single unit. The rationale behind this approach is that it allows for more useful and specific management and visitor evaluation. 

Finally, some definitions explicitly describe attraction as permanent, thereby excluding temporary events which may attract visitors in their own right (Yale, 1990). Such events can include festivals and performances or natural phenomena such as coral spawning on the Great Barrier Reef or the Min-Min lights of outback Queensland.

The limitations of these definitions highlight the difficulties in deriving meaning from a highly disparate and continuously evolving sector of the tourism industry. Walsh-Heron and Stevens (1990) partly overcome this issue by addressing a number of dimensions in their definition of a tourist attraction..

TABLE 1 – Definitions of tourist attractions

Author
Definition

Lundberg, 1985
Tourist attractions are by definition anything that attracts tourists

Mill and Morrison, 1985
Attractions, by definition, have the ability to draw people to them

Holloway, 1985
Any site that appeals to people sufficiently to encourage them to travel there in order to visit it can be judged a visitor attraction.

Middleton, 1988
A designated permanent resource which is controlled and managed for the enjoyment, amusement, entertainment and education of the visiting public

Epperson, 1989
An attraction is a destination that pulls or entices a person to it.

Lavery and Stevens, 1990
Any resource which is managed for the enjoyment of the visiting public … they have a clear identity and fixed perimeters, their function is to entertain visitors and they rely on visitors for all or part of their income.

Leiper, 1990
A tourist attraction is a system comprising three elements: a tourist or human element, a nucleus or central element, and a marker or informative element. A tourist attraction comes into existence when the three elements are connected.

Walsh-Heron and Stevens, 1990
A visitor attraction is a feature in an area that is a place, venue, or focus of activity and does the following:

1. Sets out to attract visitors (day visitors from resident and tourist populations) and is managed accordingly.

2. Provides a fun and pleasurable experience and an enjoyable way for customers to spend their leisure time.

3. Is developed to realise this potential.

4. Is managed as an attraction, providing satisfaction to its customers.

5. Provides an appropriate level of facilities and services to meet and cater to the demands, needs, and interest of its visitors.

6. May or may not charge admission for entry 

Scottish Tourist Board, 1991
A permanently established excursion destination, a primary purpose of which is to allow public access for entertainment, interest of education; rather than being a primary retail outlet or a venue for sporting, theatrical, or film performances. It must be open to the public, without prior booking, for published period each year, and should be capable of attracting day visitors of tourists, as well as local residents.

Pearce, 1991
A tourist attraction is a named site with a specific human or natural feature which is the focus of visitor and management attention.

Gunn, 1994
Attractions are those developed locations that are planned and managed for visitor interest, activity, and enjoyment.

Lew, 1994
Tourist attractions consist of all those elements of a “nonhome” place that draw discretionary travellers away from their homes.

Leiper’s (1990) definition of an attraction, adapted from the work of MacCannell (1976) and Gunn (1988), stands apart from those of other researchers by implicitly identifying an attraction as a system consisting of three elements. An analysis of the elements that make up tourist attractions can advance general understanding of this sector beyond the boundaries of definitions. Thus the ensuing discussion examines various approaches to understanding the component parts of tourist attractions
2.3 UNDERSTANDING TOURIST ATTRACTIONS

A number of conceptual frameworks from the tourism, management and social science literature have been used to assist commentators in understanding the elements that make up successful tourist attractions. MacCannell (1976) provides one of the earliest appraisals of the components of a tourist attraction. According to MacCannell, a phenomenon must have three components to be considered an attraction: a tourist, a sight to be viewed, and a marker which provides information about the sight. Leiper (1990) rightly points out that most conventional models only consider the sight element when describing an attraction. 

Gunn’s (1988) concentric rings model represents the first attempt to present a model of an attraction in diagrammatic form. The model describes the physical resource settings that make up the spatial environment of a tourist attraction. Shown in Figure 1, the model consists of three concentric rings representing:

A. The nucleus – the core resource upon which the attraction is based;

B. The inviolate belt – the space needed to give meaning to the attraction; and

C. The zone of closure – the collection of services and facilities which support the attraction (such as toilets, information centres, transport and so forth).



[image: image1.wmf]

FIGURE 1 – Concentric rings model of a tourist attraction     

As described in the preceding analysis of definitions, Leiper (1990) suggests a model of a tourist attraction which is based loosely on the work of Gunn (1988) and MacCannell (1976). Leiper’s attraction model (Figure 2) is made up of three elements: a tourist or human element, a nucleus or central element, and a marker or informative element. Leiper (1990) emphasises that attractions only exist when these three elements interact. The value of Leiper’s contribution is that it presents tourist attractions as sub-systems of the tourism system.


FIGURE 2 – A model of tourist attraction

Kotler (1998:348) suggests that consumers see products as “complex bundles of benefits that satisfy their needs”. Consequently, products can be conceptualised at three levels according to the benefits offered to users. As illustrated by Figure 3, a product is made up of:

1. The core product – the problem-solving services or benefits obtained by consumers

2. The actual product or secondary service – the product’s parts, styling, features, brand name, packaging and other attributes that combine to deliver the core product benefits

3. The augmented product – the additional consumer services and benefits built around the core and actual products
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FIGURE 3 – The three levels of a product

Kotler’s framework is widely applicable to tourist attractions, as demonstrated by Swarbrooke (1995). While visually comparable with Gunn’s model, Kotler’s framework places greater emphasis on the core needs and benefits obtained by visitors rather than the tangible aspects of an attractions. Consequently, the core of Kotler’s model consists of intangible attributes such as education, entertainment, relaxation or excitement.

The importance of intangible elements such as education, entertainment and visitor involvement is recognised by several authors (Stevens, 1991; Robinson, 1994). “Edutainment”, a word coined by the Disney Corporation, is a combination of education and entertainment (Richards, 1996). An extension of this idea is the concept of interpretation – the art of telling a story about the resource which forms the basis of the attraction. Stevens (1991) claims that interpretation is likely to become the most important aspect of attractions because it provides an essential bridge between the resource and the visitor. In this respect the concept of interpretation is to akin MacCannell’s concept of a ‘marker’.

Pearce, (1991) uses both an inductive and deductive method to arrive at six principles for successful tourist attractions (see Table 2). The inductive approach analyses a number of case studies of successful attractions, while the deductive approach synthesises the concepts presented in Gunn’s (1988) concentric rings model and Canter’s (1975) sense of place model. Canter’s place model consists of a Venn diagram of three components necessary to gain a “sense of place”. The three components, presented in Appendix 2, are particularly useful when applied tourist attractions. According to his approach, an attraction will be more successful when visitors have a clear concept of what it is about; the activities offered are clearly understood; and the physical attributes are distinctive and aesthetically pleasing (Pearce, 1991). The physical component of Canter’s model is analogous to MacCannell’s (1976) ‘sight’ and Gunn’s (1988) ‘nucleus’. The concepts/meaning component is related to MacCannell’s (1976) notion of a ‘marker’. It is through the use of markers, such as signage, brochures and interpretation, that visitors can conceptualise or derive meaning from the attraction. 

TABLE 2 - The Elements of a Successful Tourist Attraction
1. Resource elements – a successful tourist attraction needs a striking and/or distinctive physical or cultural resource as its core.

2. Public conceptions/understanding – the successful tourist attraction should be readily appreciated by the public or offer interpretive facilities so that the public may understand and appreciate the resource.

3. Visitor activities – the successful tourist attraction will provide scope for visitor experience and activities which are responsible, accessible and excite public imagination

4. Inviolate belt – the successful tourist attraction will be presented in a context which preserves the resource and enables the visitor to appreciate and reflect on the resource qualities.

5. Services zone – the successful tourist attraction will provide visitor services (toilets, shopping, etc.) but not to the detriment of the resource

6. Price – The successful tourist attraction will be priced to reflect the quality of the resource and its management, visitors’ length of stay and a healthily return on public or private investment. 

Source: Pearce, 1991; 1998b 

The six principles of successful tourist attractions provided by Pearce (1991) provides the most comprehensive review of the elements of tourist attractions to date. Set within Leiper’s (1990) framework of an attraction as a sub-system, these elements provide the most complete description of tourist attractions. It is significant to note that unlike most of attraction definitions examined above, none of the frameworks reviewed explicitly recognise the importance of managerial input. One could be forgiven for thinking that attractions exist in a self-perpetuating Utopian state devoid of external influences beyond the whims of visitors. Some frameworks obviously infer the need for management, for without management elements such as activities, services, pricing and interpretation would not exist. Management theories dealing with managerial and employee characteristics and the external environment clearly suggest that attractions, like other businesses, are influenced by a variety of internal and external factors. 

2.4 THE EVOLUTION OF TOURIST ATTRACTIONS 

The history of attractions has often been inextricably linked with the development of the travel industry as a whole. It can generally be said that older attractions are either natural attractions or man-made attractions that were not designed principally to appeal to travellers (e.g. The Great Barrier Reef, Egyptian Pyramids). Conversely, most modern attractions have been purpose-built to for visitors (e.g. Disney World) (Swarbrooke, 1995). 

Many attractions from ancient times are still popular today. Casson (1994) provides an insightful and definitive analysis of travel between 3000 BC to 600 AD and identifies a number of key attractions and motives for travel during this period. The Ancient Egyptians were attracted to religious festivals several times a year. During the New Kingdom in Egypt (1600 to 1200 BC) a number of prominent monuments such as the Sphinx and the great pyramids of Giza were already over 1000 years old and graffiti left by ancient sightseers can be found on the walls of these attractions (Feifer 1985, Casson, 1994). 

In Ancient Greece attractions such as the Parthenon, the Oracle at Delphi and the athletic competitions at Olympia were prominent (Casson, 1994). A noteworthy collection of attractions includes the seven wonders of the world identified by an unknown scholar in the third century BC. These include the Pyramids, the Hanging Gardens at Babylon, the Statue of Zeus at Olympia, the Temple of Artemis at Ephesus, the Mausoleum, the Colossus of Rhodes and the Lighthouse at Alexandria (Casson, 1994).

The Roman calendar boasted a huge number of public holidays allowing Roman citizens the opportunity to visit attractions such as the Colosseum which offered chariot racing, boxing, theatrical performances and gladiator bouts (Casson, 1994). The Roman Empire also gave rise to a number of early coastal resorts such as the Bay of Naples whilst the health giving properties of mineral springs, or aquae, proved to be fashionable attractions (Balsdon, 1969; Feifer, 1985;). The disintegration of the Roman Empire and the advent of the Dark Ages in the fifth century resulted in what Laistner (1930:19) describes as “the decay of geographical knowledge and the decline of exploration.” The deterioration of a common currency and language and the loss of a reliable road network prevented people from travelling to attractions in any great numbers. 

It was only during the medieval period that certain attractions again began to flourish. During this time religious pilgrimages were actively encouraged by the church and destinations such as Jerusalem, Rome, Canterbury and Santiago de Compostela were popular (Rinschede, 1992; Smith, 1992). The attractions at these destinations included religious artefacts and shrines. During the rule of Elizabeth I of England (1558-1603) travel to a wider range of attractions became popular. The growth in travel was fuelled partly by a special type of attractions-based exploration known as the Grand Tour. The Grand Tour was designed as an educational experience for the young men of European aristocracy. The tour itinerary included important historical and cultural attractions such as continental universities, art galleries, museums and collections, and architectural marvels (Towner, 1985). 

The seventeenth century saw the re-emergence of the hot springs and spas originally used by the Romans (Pimlott, 1947). Noteworthy destinations included Bath and Buxton in Britain, Wiesenbaden and Baden-Baden in Germany, and Vichy in France. Visitation to these spa towns triggered the development of a number of secondary attractions to provide visitors with a range of activities. Pimlott (1947) draws attention to the fact that Bath was one of the first towns outside London to boast its own public theatre. Other supplementary attractions included parks and gardens, assembly rooms, pumping rooms and dancing halls (Pimlott, 1947; Towner, 1996). By the end of the eighteenth century attractions were not only based on heritage sites but had started to expand to purpose built facilities to match tourist needs and activities. Accordingly, travelling fairs started to move between towns during this period (Walsh-Heron and Stevens, 1990).

The industrial revolution sparked a number of social and technological changes which ultimately enhanced the demand for attractions. Demand for an affordable method of transporting increasing numbers of travellers from industrial centres to holiday areas led to the development of rail networks in Europe and North America. Concurrently, the concentration of populations in large industrial centres created the need for holidays as a means of maintaining health and efficiency (Pimlott, 1947). 

Burgeoning seaside resorts emerged in the mid-eighteenth century amidst claims that bathing and drinking of sea water offered numerous health benefits (Walton, 1983). In Britain resorts such as Brighton and Scarborough grew rapidly and soon challenged the status of Bath as fashionable holiday destinations (Towner, 1996). Like spa resorts, seaside resorts also sought to offer a diversity of tourist experiences through attractions such as tea gardens, aviaries, aquaria, winter gardens, pier promenades and open-air entertainment (Walton, 1983). In the latter part of the nineteenth century seaside pleasure gardens and travelling fairs began to evolve into more static fair parks which were to become the forerunners of modern theme parks (Walton, 1983). During this period a number of casinos also emerged as attractions on the French Reviera and ski resorts developed in both Europe and North America to meet the growing demand for skiing and mountaineering activities ( Swarbrooke, 1995). 

The early twentieth century saw the rise of event-based attractions such as the re-emergence of the modern Olympic Games and other sports events ( Swarbrooke, 1995). The advent of Henry Ford’s motor car and the proliferation of paid annual holidays led to greater flexibility and increased demand for local attractions that offered relaxation, adventure and amusement (Pimlott, 1947). Interest in exotic destinations and wildlife led to the creation of modern zoological gardens and safari parks in Africa, Europe and North America. Holiday camps offering self-contained accommodation, communal dining, organised amusements, dance halls, bathing pools and sports fields emerged near urban centres (Pimlott, 1947). While these camps provided lodging for several thousand visitors, they also became attractions in their own right.

The continuing trends of increased leisure time, greater mobility and higher disposable income heralded a boom in the attractions sector after World War II. Many businesses not traditionally associated with tourism began to develop themed tourist attractions. The entertainment industry embraced the concept of theme parks to create mass entertainment venues such as Disneyland. Farms, factories and mining companies also sought to diversify into the tourism industry, leading to themed attractions such as Knott’s Berry Farm in North America and Gold Reef City in South Africa. A number of shopping centres and waterfront developments have also become tourist attractions in their own right (Swarbrooke, 1995).

A consideration of the evolution of attractions heightens awareness of the social and technological changes which continually re-shape visitor demand for leisure opportunities. The review suggests strongly that attractions are continuously being identified, discovered and created to suit changing national and international tastes, motives and purchasing power.

2.5 CLASSIFYING TOURIST ATTRACTIONS 

Any study of tourist attractions would be incomplete without a consideration of the various methods of classifying attractions. Classification is necessitated by the need for meaningful comparisons between the many disparate parts of the attraction sector. A number of tourist attraction classifications have been suggested by researchers. As Table 3 indicates, some of the most common classification schemes are based along dimensions such as man-made versus natural or sites versus events. Cooper, Fletcher, Gilbert and Wanhill (1993) have combined these classifications to form a two-dimensional matrix as illustrated in Figure 5. This multi-dimensional approach allows for more rigorous and detailed classification of attractions. 

TABLE 3 – Tourist Attraction Classification Schemes

Classification
Source

· Natural, human-modified, human made
Pearce et al., 1998; Wall, 1997; Yale, 1996; Lavery and Van Doren, 1990

· Natural, man-made non-tourist, man-made for tourists, special events
Swarbrooke, 1995

· Drawing power/Catchment (eg. international, national, regional, local)
Pearce et al., 1998; Wall, 1997; Swarbrooke, 1995; Mill and Morrison, 1985

· Indoor v. outdoor
Wall, 1997; Yale, 1996

· Public stewardship v. private ownership
Pearce et al., 1998; Wall, 1997; Gunn, 1994

· Permanent, seasonal, occasional
Wall, 1997

· Site v. event
Yale, 1996; Mill and Morrison, 1985; Lundberg; 1980; Burkart and Medlik, 1974

· Paid entry v. free entry
Yale, 1996; 

· Point, line, area
Wall, 1997

· Number of visits
Pearce et al., 1998; Swarbrooke, 1995

· Content/Resource base (eg. ethnic, political, religious, agricultural, wildlife, physical etc.)
Pearce et al., 1998; Yale, 1996; Gunn, 1994; Epperson, 1989

· Primary (Long-stay) v. Secondary (Touring)
Swarbrooke, 1995; Mill and Morrison, 1985; Gunn, 1994

· Location (eg. rural, coastal, urban)
Swarbrooke, 1995; Gunn, 1994 

· Size of site
Swarbrooke, 1995

· Target markets 
Swarbrooke, 1995

· Benefits sought
Swarbrooke, 1995

· Clustered v. Isolated
Robinson, 1976

· Contrived, staged, denial of authenticity, authentic
Cohen, 1979




Various permutations of the man-made versus natural classification scheme have emerged. Lavery and Van Doren (1990) have developed this classification to its fullest potential with the classification scheme presented in Figure 6. The model views attractions as being distributed along a continuum ranging from those highly dependent on natural resources to those that are based on cultural resources. The model also presents a second dimension which classifies attractions from general to specific. 



SITE
EVENT

NATURAL RESOURCE
e.g. National Park
e.g. Coral Spawning

MAN-MADE
e.g.Theme Park
e.g. Festival

Adapted from Cooper et al., 1993

FIGURE 5 – Classification of Attractions
















FIGURE 6 – Classifying tourist attractions

The further development of a multi-dimensional approach which makes use of continua along each dimension would offer a potentially potent method of classifying attractions. In his synthesis of a number of tourism attraction studies, Lew (1994), takes this approach by suggesting that the categorisation of attractions can be summarised by three major perspectives:

1. Ideographic – emphasis on the general environmental features of a place, including natural beauty, climate, culture, and social customs or characteristics. Classified along a continuum ranging from nature–nature/human interface–human;

2. Organisational – a focus on spatial, capacity and temporal characteristics. Classified along a continuum of individual/separation–collectivity/connection;

3. Cognitive – emphasises the study of visitor perceptions and experiences. Classified along a continuum of security–risk. 

Lew’s contribution to attraction research facilitates cross-perspective measures, thus allowing for the multi-dimensional classification of attractions along several continua. 

2.6 FORCES SHAPING THE FUTURE OF TOURIST ATTRACTIONS

Attractions change over time due to physical deterioration and as a result of changing consumer needs (Gunn, 1988). Butler (1980) has suggested that the life cycle concept can be applied to the evolution of tourism products. It is proposed that tourism products experience several phases including development, introduction, growth and maturity. The maturity stage is followed by decline, stagnation or rejuvenation, depending on the environmental forces that impact on an attraction. The evaluation and anticipation of environmental changes is at the core of successful planning. The analysis of environmental forces improves the planning process by identifying trends that will reduce risk and uncertainty (Jurowski and Olsen, 1995). A discussion of emerging environmental trends is clearly beneficial when investigating how tourist attraction managers plan for the future. Kotler (1998) suggests that an organisation’s environment is made up of a micro-environment and a macro-environment. This distinction provides a practical framework for discussing the forces which will shape attractions in the future.

2.6.1 THE MICRO-ENVIRONMENT 

The micro-environment consists of forces close to the company that affect its ability to serve its customers. Such forces include the attraction itself and its suppliers, competitors, marketing intermediaries and customers.

The Individual Attraction

Pearce (1998a) examined a number of tourist attractions in the United States, Italy and Australia and derived twelve leading management and marketing trends. These trends, summarised in Table 4, are by no means conclusive, but they do provide new perspectives on emerging practises in the attractions sector. 

In terms of product development, Bramwell (1991) suggests that demand for ‘white-knuckle’ rides will give way to experiences such as simulated floods and earthquakes, and stage shows. Wet-weather facilities which extend the seasonal demand for attractions will also become more common. The trend toward experience-based leisure will drive the need for more sophisticated ways of enlivening attractions. Live theatre, living history and frequently changing programs of events will lead to greater investment in staff rather than capital (Lavery and Stevens, 1990). This will lead to the provision of enhanced service and personal attention to visitors. Robinson (1996) suggests a move away from mass capacity, low price, unbooked visitor attractions to low capacity, high prices, and completely themed experiences. In contrast, Jurowski and Olsen (1995) argue that attraction operators will respond to an increasingly disaggregated market by providing a more extensive range of products and services. 

Lavery and Stevens (1990) support Pearce’s (1998a) suggestion that retailing will play an increasingly important role in tourist attractions. They suggest that the closer the relevance of souvenirs to the core theme of the attraction, the greater the visitor interest in purchasing. It is also suggested that the integration of retailing and leisure will ultimately extend to indoor shopping complexes and malls, where the attraction will be ancillary to the shopping experience. 

TABLE 4 – Summary of leading trends in tourist attractions

Trend
Description

1. All inclusive price
· The trend to adopt a single entry charge is replacing component pricing

2. Attention to managing entry
· The first few minutes spent in an attraction is increasingly being seen as vital in organising visitor time and attention

3. Membership developments
· Special deals for members and fiends to encourage repeat visits and build special attraction loyalty are emerging

4. Roving interpretation
· The use of roving staff to provide explanations to visitors of the exhibits or setting is a new trend

5. Shopping specialities
· The better realisation of retailing opportunities through distinctive products is strengthening commercial initiative

6. Visual souvenirs
· Particularly for action-oriented attractions providing a video or photograph souvenir adds to attraction income and its use is growing across a range of sites

7. Integration with festivals/events
· Greater development of themes built on special events and festivals diversifies the attraction’s appeal and is being widely employed

8. Supplementary activities
· Using attractions for film sets, weddings, as sites for incentive travel and film festivals adds to the use of the resource for more income and is gaining popularity as attractions seek to diversify

9. Partnerships with other attractions
· Sharing attendance data and participating in joint marketing is an emerging cooperative trend, partly counternoting a trend for large companies to operate a suite of attractions

10. Market niche orientation
· Attracting new markets by offering special opening hours or adding specialist features is a growing initiative

11. World Wide Web marketing and purchasing
· The use of the WWW not just as an information tool but as a ticket purchasing and souvenir purchasing mechanism is an active development in the United Stages and likely to spread to other locations. 

12. People pressure management
· In attractions with high density new visitor numbers and pressure, strategies to enhance visitor comfort and reduce visitor and resource stress is being crafted


Source – Pearce, 1998a

Swarbrooke (1995) identifies the growing importance of professionalism in the attraction sector, and stresses that managers will need to be adequately trained to ensure that attractions remain competitive. For larger attractions this may mean recruiting managers from outside the attractions sector. Swarbrooke also suggests that marketing may become the primary focus of attraction operators, as the importance of market-led demand becomes widely recognised. Current marketing for most attractions has been described as ‘embryonic’, usually relying on the distribution of colour leaflets and a small amount of advertising in local guides (Robinson, 1994). Clearly there is scope for more sophistication in an increasingly competitive marketplace. 

Attraction Suppliers

Increasing competition and professionalism will mean that attraction operators will need to become more aware of the quality of products and services provided by suppliers such as souvenir manufacturers, caterers, tradespeople, equipment suppliers, training organisations and maintenance contractors (Swarbrooke, 1995). 

Attraction Competitors

Existing attractions are increasingly becoming more sophisticated and aggressive in their marketing (Robinson, 1994; Lavery and Stevens, 1990). The concentration of attractions into corporate holdings and alliances in the United States suggests a rapidly changing environment in which individual attractions must compete. Attractions will need to devote more resources to analysing and countering their competitors. Furthermore, individual attractions will increasingly find themselves competing with alternative leisure venues for visitors (Frechtling, 1987). Swarbrooke (1995) proposes that the way in which attractions gain competitive advantage may change. He maintains that in the past attractions competed on the basis of price and product diversity, whereas the future will call for competitive advantages derived from niche marketing strategies and a greater focus on social issues such as the environment.

Attraction marketing intermediaries

In an increasingly competitive marketplace marketing intermediaries - people and organisations who are the interface between attractions and their customers - will become increasingly important to attraction operators. The need for partnerships with destination marketing organisations, tourist information centres, journals, newspapers and other members of the tourism industry will be paramount (Swarbrooke, 1995). 

Attraction Customers. 

As the tourism industry evolves, traditional visitor markets will fragment into numerous niche markets with individual needs, desires and expectations (Jurowski and Olsen, 1995). Swarbrooke (1995) suggests that attractions will need to use more sophisticated market segmentation methods in response to the complexities of modern society. 

Emerging customer trends suggest that visitors are increasingly seeking benefits such as opportunities for ‘fun’ learning, ‘hands-on’ participative activities, ‘green’ environmentally friendly facilities and more contemporary themes (Martin and Mason, 1990; Jurowski and Olsen, 1995). An additional customer need identified by Stevens (1991) is the provision of safe, clean and attractive environments in which to experience the rides, facilities and services provided by an attraction.

2.6.2 THE MACRO-ENVIRONMENT 

The macro-environment includes the larger societal forces that encircle the microenvironment, such as political, ecological, economic, social, and technological forces (Kotler, 1998).
Political trends

It has been suggested that tourism has become a significant local electoral issue and that operators seeking to encourage tourism development will be forced to reconcile issues and consult with community groups (Bramwell, 1990; Jurowski and Olsen, 1995). 

Pearce et al. (1998) suggest that if a tourism attraction does not have the support of the local community the following serious consequences may arise:

· Failure to promote the attraction by word-of-mouth

· Unwillingness to work in the attraction or supporting sectors

· Lack of political support for those who develop tourism

· Direct opposition to plans for developing and expanding the attraction. 

At a more global level war and civil unrest has the potential to reduce the desirability of attractions in a particular location. Conversely, the advent of peace in destinations such as South Africa, Palestine and Northern Ireland could trigger the rapid development of new attractions (Swarbrooke, 1995).

Ecological trends
A number of authors have suggested that constraints will be imposed on new and existing attractions due to environmental concerns (Jurowski and Olsen, 1995; Martin and Mason, 1993; Lavery and Stevens, 1990). The growth of the ‘green’ movement has created not just a desire to visit nature-based attractions, but also an increased concern about the impacts of development, energy use and waste disposal. Swarbrooke (1995) points out that some attractions are inherently greener than others, but that every attraction is able to become greener. Demand for highly specialised ecotourism attractions is likely to increase. Many attractions operators have already realised the benefits of being associated with ‘ecotourism’. In Australia the National Ecotourism Accreditation Program (NEAP) has developed a set of standards to recognise attractions which practise sustainable tourism. 

Economic trends
Swarbrooke (1995) points out that the combination of taxation policies and increases or reductions in pensions and welfare benefits act as a mechanism for the redistribution of wealth. The extent to which certain groups benefit will affect the visitor mix for tourist attractions. Greater disposable income for those on pensions will reinforce other trends which suggest an increase in older visitors. Furthermore, other economic factors, such as currency exchange rates, interest rates and general economic health will continue to influence visitor spending and visitation to attractions (Swarbrooke, 1995, Robinson, 1994). 

Socio-cultural trends

Tourist attraction operators will need to stay abreast of socio-cultural shifts in the markets they serve. Jurowski and Olsen (1995) state that “individualism, maturity, concern for the environment, and the desire for life expanding experiences” will characterise a large proportion of attraction visitors. These emerging characteristics do not suggest the end of Cohen’s (1972) ‘bubble tourist’ but the emergence of substantial new markets with special needs. Martin and Mason (1993) suggest nothing less than a “transformation” of western society away from a focus on conventional economic growth and material influence (the quantity of life) towards a set of values that puts more emphasis on the quality of life. This is certainly consistent with other authors, who have noted a shift from hedonistic pleasure toward life-enhancing travel experiences (Juroswski and Olsen, 1995). Leisure time is likely to be used for mental development, physical exercise and personal enjoyment rather than superficial exhibition.

Throughout most of the western world trends suggest an increase in the proportion of older persons in the population (Jurowski and Olsen, 1995; Robinson, 1994; Martin and Mason, 1993). This suggests that a larger proportion of the attraction market will be older and will probably have travel experience which will influence preferences for leisure activities. Research has suggested that this large market segment will show a preference for attractions based on authentic culture and scenic environment (Jurowski and Olsen, 1995).

While the potential visitors of the future will be older, Martin and Mason (1993) also suggest that they will be more affluent, more demanding in terms of quality and service, more discriminating in terms of their use of free time and disposable income, and more physically and mentally active in terms of pursuing opportunities for learning, fun and entertainment. Swarbrooke (1995) also points out that many developed nations are becoming increasingly multi-cultural, reflecting the need for a diversity of attraction and leisure products. 

Technological trends

Scott, Jones, Bramley, and Bolton (1996) argue that the survival of organisations in the future will depend on the maintenance of competitive level of technology to facilitate innovation, design, management and marketing. Technology can be of benefit in implementing business strategies; replacing aging or obsolete technology components; increasing and managing visitor capacity; and introducing cost-effective improvements for existing attractions (Ashmore, 1988). 

Technological advances will facilitate access to information and will enhance efficiency (Jurowski and Olsen, 1995). The rapid penetration of personal computers and the adoption of the Internet in many western societies has certainly demonstrated the potential of this medium. The Internet has emerged at such a rapid rate that predictions about its impacts were non-existent at the start of the 1990s. Further advances in Internet technology will allow visitors to search for the best attractions and to purchase tickets and souvenirs online. Toffler (1980) envisages that technology will encourage the rejection of mass production in all aspects of life and the creation of customised, diverse products that satisfy individual preferences. Similarly, Martin and Mason (1993) suggest that the use of computerised booking systems, smart cards, and electronic security will control visitor flows and allow employees to interact with visitors on a personal level rather than carrying out routine tasks such as admission. 

Technology will also offer powerful opportunities for the creation of new interpretative techniques and attractions by providing interactive multi-media experiences, audio-animatronics, simulated attractions and virtual reality (Martin and Mason, 1993). The refinement of virtual reality (VR) technology has the potential to drastically alter the nature of tourist attractions by simulating environments from our past, present and future. Virtual reality has been touted as “a logical progression in the use of technology in tourism” (Cheong, 1995:417). Furthermore, the use of ‘Sensavision’ televisions and simulators would allow tourist attraction patrons to experience elements such as temperature, humidity, smell and sight to create a truly unique interpretive and entertainment experience (Shafer, 1990). However, Robinson (1994: D34) cautions that these technologies “remain costly installations of unpredictable viability.”

The development of affordable reusable rocket technology in the latter part of this decade has brought the prospect of space-based attractions one step closer. In the past few years a growing volume of research has been undertaken in the design of reusable space vehicles (RSVs), space hotels, and related activities. It is increasingly evident that the establishment of commercial space tourism attractions is a realistic target for the next century (Ashford, 1997; Collins, 1999).

2.7 PLANNING FOR THE FUTURE

The process of establishing the purpose and future direction of an organisation involves the application of strategic planning and management (Soteriou and Roberts, 1998). Numerous definitions of strategic planning are available in the management literature but consensus on the exact meaning has not been achieved. Table 5 displays some recent strategic planning and management definitions. Several common themes can be extrapolated from these definitions:

1. Strategic management is a process consisting of a set of managerial decisions and actions;

2. It is concerned with matching organisational objectives and resources with environmental opportunities; and

3. It deals with the long-term or future performance of the organisation.

TABLE 5 – Recent definitions in the Strategic Management literature

Source
Definition

Chon and Olsen, 1990
Strategic management is a process of examining both present and future environments, formulating the organisation’s objectives, and making, implementing and controlling decisions focussed on achieving these objectives in the present and future environments

Waalewijn and Segaar, 1993
Strategy is defined as an integrated set of actions geared towards the long term continuity and strength of any organisation, both in absolute terms as well as relative to their competitors. Strategic management is he coming together of planning, decisions, actions and strategic thinking. Strategic planning is one of the key supports in building a strategy and in making it explicit. 

Bryson, 1995
Strategic management is a disciplined effort to produce fundamental decisions and actions that shape and guide what an organisation is and what it does

Wheelen and Hunger, 1995
Strategic management is that set of managerial decisions and actions that determines the long-run performance of a corporation. It includes environmental scanning, strategy formulation, strategy implementation, and evaluation and control.

Pearce and Robinson, 1997
Strategic management is defined as the set of decisions and actions that result in the formulation and implementation of plans designed to achieve a company’s objectives.

David, 1997
Strategic management can be defined as the art and science of formulating, implementing, and evaluating cross-functional decisions that enable an organisation to achieve its objectives.

Kotler, 1998
Strategic planning is the process of developing and maintaining a strategic fit between the organisation’s goals and capabilities and its changing marketing opportunities.

Models which describe strategic planning provide a number of opportunities for investigating the current and emerging directions of tourist attractions (Pearce, 1998a). Unfortunately, strategic planning research in the attraction sector and in the tourism industry as a whole can at best be described as meagre (Soteriou and Roberts, 1998; Athiyaman, 1995; Chon and Olsen, 1990). While a few studies have investigated the need for planning at the macro, or destination level (Faulkner, 1994), very little research has occurred at the micro, or organisational level. Planning studies in tourism have also tended to focus on developing products rather than existing products. Gilbert and Kapur (1990) observed that strategic planning is rarely discussed in journals applied to the tourism industry. Further, they stated that it was unclear whether tourism companies are managed strategically and whether a formalised process of developing, implementing and evaluating strategy was commonly practised. These sentiments are echoed by Athiyaman (1995) who stated that gaps exist in almost all areas of strategy research in the tourism industry. 

Strategic planning can benefit tourist attractions by allowing operators to make better management decision based on sound knowledge of future developments (Chon and Olsen, 1990). While the success of a tourism organisation clearly depends on the development of strategic competitive advantages, strategic planning, where evident, has only been applied in a partial sense (Dimmock, 1999; Faulkner, 1994). Early research by Rovelstad and Blazer (1983) indicated that tourism businesses lagged behind manufacturing firms in strategic planning and research. According to Faulkner (1994) the general lack of strategic thinking in Australian tourism is exemplified by the following symptoms:

1. A prevailing ‘doom and gloom’ mentality reflected by a tendency to over-react to short-term events and developments;

2. An inclination to rely on anecdotal evidence as a basis for making decisions rather than drawing on readily available research; and

3. A parsimonious attitude to investment in research. 

Failure to plan strategically has implications not only for the individual attraction, but also for the overall competitiveness and professionalism of the attractions sector and the Australian tourism industry as a whole. 

The general lack of strategic planning research in the tourism literature suggests that it would be wise to turn to the management literature for a more detailed overview of this area. Research dealing with small business planning is particularly relevant in this instance. It is generally accepted that a vast majority of tourist attractions can be classified as small businesses. 

Definitions of small businesses are commonly based on the number of staff employed by a firm and vary form those employing less to 100 staff to those employing less than 20 staff. The Australian Bureau of Statistics (1997) defines small businesses as “all manufacturing businesses with less than 100 employees and all other non-agricultural businesses with less than 20 employees.” Thus a small business in the tourism industry would have less than 20 employees. The following discussion centres predominantly on the small business and management literature, with some reference to the tourism literature, in an attempt assist in the understanding the complexity of strategic planning. 

2.8 THE EVOLUTION OF STRATEGIC PLANNING

Cummings (1993) claims that the term strategy is derived from the Athenian strategos which was associated with the leadership and command of military units. The term emerged in response to the increasing complexity of miliary decision making. Confucius recognised the value of exploring the future when stating that “if a man take no thought about what is distant, he will find sorrow near at hand.” A century before strategy was applied to the management of corporate organisations, Abraham Lincoln captured the essence of the term when stating that “if we know where we are and something about how we got there, we might see where we are trending – and if the outcomes which lie naturally in our course are unacceptable, to make timely change” (David, 1997:3).

Gilbert and Kapur (1990) state that strategic planning emerged from marketing planning as a method of coordinating resources and providing rational responses to unexpected market events. According to Ansoff (1987) strategic planning evolved from four changes in the orientation of companies (see Figure 7):

1. At the turn of the century, the production orientation emerged in response to market demands for inexpensive, reliable, standardised products;

2. In the 1930s the product orientation emerged in response to the need for progressive improvements in product performance, reliability and cost-effectiveness. During the same period the marketing orientation developed from customer demands for products which met their diverse wants, needs, and economic and social status.

3. The increasingly complex markets of the 1960s brought the realisation that success could no longer be assured by optimising the performance of a single functional area, hence the emergence of a multi-function strategic orientation which considered social, political, economic and cultural forces.

4. From the mid-1980s a number of high-technology firms combined the strategic orientation with a newly emerging technology orientation which allowed for significant advances in product performance.


FIGURE 7 – The evolution of strategic management

Marsden (1998) suggests that early enthusiasm for strategic planning has not lasted. He attributes the demise of strategic planning to the increasing rate of change and macro-economic instability which has been prevalent since the mid-1970s. In this climate long-term plans became quickly outdated and organisations were forced to adopt a more flexible, less formal approach with a shorter time horizon. 


FIGURE 8 – Forms of strategy

Mintzberg and Waters (1985) argue that strategic has in fact not declined, but has simply changed in nature. With this comes recognition of the fact that few plans are realised in all their intended detail. Instead, Mintzberg and Waters (1985) propose that intended strategies that are fully realised are called deliberate strategies while those that do not eventuate can be termed unrealised. Further, it is suggested that lack of faith in the strategic planning process may be due to a the failure of managers to recognise a third outcome, emergent strategies. Mintzberg and Waters describe emergent strategies as those which evolve unintentionally without prior planning and in response to unforseen circumstances. Figure 8 depicts the relationship between these elements.

Porter (1980) also played a key role in the establishment of strategic planning research with the development of his five forces model, the use of a value chain as an instrument for assessing internal organisational strengths and weaknesses, and his generic strategies of cost-leadership, differentiation and niche-focus. 

2.9 MODELS OF STRATEGIC PLANNING 

Numerous models have been suggested by strategic planning proponents and researchers. Most of these models present the strategic management process as a flow chart (Mintzberg, 1990) or series of rational steps (Wheelen and Hunger, 1995) as shown in Appendix 3. Some models view strategic planing as a matrix of interrelated parts, such as Patterson’s (1986) model in Appendix 4. Gilbert and Kapur (1990) present strategic planning is a dynamic, cyclical process with interactions between various stages of the cycle (Appendix 5). Irrespective of the process, a number of strategic planning tasks can be synthesised from the models presented:

A. STRATEGY FORMULATION

1. Develop mission – all strategic planning efforts should start with a mission, a statement which describes the values, nature, scope and priorities of an organisation. 

2. Conduct environmental analysis – planners must carry out an analysis of environmental forces that impact on the organisation in order to develop meaningful objectives and strategies. The analysis of environmental forces can be divided into two areas:

· internal analysis, which examines the internal strengths and weaknesses of the organisation in terms of customers, suppliers, employees, resources etc.; and

· external analysis, which examines the external opportunities and threats by evaluating economic, socio-cultural, political., technological, ecological and competitive forces.

3. Establish objectives – objectives must be established as a means of assessing the results expected from pursuing certain strategies.

4. Develop strategies – strategies, the actions that must be taken to meet objectives, must be formulated based on the internal and external environmental analysis. Matrices are often used to assist strategy formulation by matching strengths, weaknesses, opportunities and threats.

B. STRATEGY IMPLEMENTATION

5. Allocate resources – planners must allocate appropriate human, financial and physical resources to implement strategies

6. Implement strategy – policies and programs should be established to ensure that the strategies are implemented

C. STRATEGY EVALUATION

7. Performance evaluation/feedback – the performance of the organisation must be measured against the initial objectives and adjustments must be made where necessary by resetting objectives and reformulating strategies. 

8. Environmental monitoring - changes in the environment should continue to be monitored to identify new opportunities and threats.

It is evident from these models and planning actions that the strategic planning process is continuous. It is not simply a process of formulating a plan for a defined period, but an ongoing cycle of strategy formulation, implementation and evaluation. In reality, it has been suggested that strategic planning does not follow a highly rational path but involves a series of incremental decisions and processes (Milliken, 1987; Quinn, 1980). Within this framework, there is also recognition of long-term and short-term goals. Long term planning strategies (i.e. 5-10 years) act as an umbrella under which shorter term operational strategies (i.e. 1 year) can be formulated. Strategies and objectives may be continually reformulated. This ensures that the planning process is continually working toward a long term outcome. It would be logical to assess organisations according to the extent to which they carry out each of these tasks.

2.10 STRATEGIC PLANNING IN SMALL BUSINESSES 

Strategic planning research has traditionally focussed on large corporations and the models, prescriptions and constructs observed may not be relevant to smaller firms such as those commonly found in the attraction sector. In fact, Jennings and Beaver (1997) state that the management process in small firms is unique and bears little or no resemblance to management processes found in larger organisations. Robinson and Pearce (1984) point out that literature in small business planning suffers form the ‘little big business’ syndrome which results from applying concepts related to large firms to small business applications. It is therefore necessary to examine some of the planning characteristics that dominate small firms. 

2.10.1 SMALL FIRM PLANNING CHARACTERISTICS

Lurie and Polakoff (1987) suggests that strategic planning can potentially work quite well in smaller, growth oriented organisations. However, Robinson and Pearce (1984) described planning in small firms as unstructured, irregular, and uncomprehensive. The planning process in firms has also been characterised as incremental, sporadic and reactive and objectives have been described as “vague or inadequately defined, and generally pragmatic and short-range” (Sexton and Van Auken, 1985:7). Robinson and Pearce (1984:129) also noted that:

Although small firm managers engaged in strategic thinking, such deliberation was seldom formalised, never communicated beyond a very few personal contacts, and the search for alternatives was typically passive and characterised by the acceptance of the first attractive option 

As indicated by the strategic planning models outlined above, planning in larger firms focuses on the evaluation of the environment, the formulation strategies to meet objectives, the implementation of policies and programs, and the feedback of information to indicate success according to predetermined goals. Most managers of small firms, such as tourist attractions, cannot afford the luxury of a specialised environmental scanning staff. Small firms are concerned with manipulating a limited amount of resources in order to gain the maximum immediate and short term advantage. In small firms efforts are not concentrated on predicting future opportunities and threats but on adapting as quickly as possible to current threats and changes in the environment (Jennings and Beaver, 1997). In their analysis of environmental scanning in small firms, Smeltzer, Fann and Nikolaisen (1988) found that managers tended to focus on information about the marketplace and ignored competitors as an important source of information. Furthermore, Brouthers, Andriessen and Nicolaes (1998) found that small firm managers used non-quantitative analytical techniques and relied in their intuition when gathering information about the environment.

In many small businesses the role of manager and owner cannot be separated. As owners of the business, managers often have a personal vision and set of goals which need to be considered when developing the objectives for the business. At the same time, owner/managers of small businesses usually lack formal training in strategic planning (Smeltzer et al., 1988).

Shrader, Mulford and Blackburn (1989) suggest that small businesses do not benefit from strategic plans primarily because they do not take the time or effort to formulate them. However, Robinson and Pearce (1984) argue that if planning enhances small firm effectiveness but is too complex, or time consuming, then there is a need to design a planning process more appropriate to the needs of small firms.

2.10.2 REASONS FOR LACK OF PLANNING

Robinson and Pearce (1984) propose that the reasons for the non-use of strategic planning seems to be fourfold:

1. Time – managers report that their time is scarce and difficult to allocate to planning in the face of continual day-to-day operating problems. 

2. Getting started – small firm owner/managers have minimal exposure to and knowledge of the planning process. They are uncertain of components of the process and their sequence. They are unfamiliar with many planning information sources and with how they should be utilised. 

3. Broad expertise – small business managers typically are generalists, and they often lack certain specialised expertise that often becomes necessary in a planning process.

4. Lack of trust and openness – small firm owners/managers are highly sensitive and guarded about their businesses and decisions that affect them. Consequently they are hesitant to share their strategic planning with employees or outside consultants. 

Added to this, Shrader et al. (1989) proposed two further barriers: planning is perceived as being too costly and the environment is viewed as being too unpredictable. Bracker, Keats and Pearson (1988) suggests that the lack of small firm planning may simply be due to apathy. In many instances the manager of successful businesses may have little incentive to look beyond the day-to-day operational aspects of the business. 

2.11 STRATEGIC PLANNING STUDIES

The strategic management literature is dominated by research which has sought to investigate the relationship between various management and organisational variables and the success of strategic planning as measured by performance indicators. According to Schwenk and Shrader (1993:61) the question is no longer “does strategic planning affect small firm performance?” Rather, it is “under what conditions is performance enhanced by small firm strategic planning?” Mintzberg (1990) suggests that strategic planning research can be divided into three dimensions or perspectives: 

1. Strategy process - focuses on the strategic decision processes and factors that impact on the formulation of strategies;

2. Strategy content - focuses on the characteristics of the output or content of strategies; and

3. Strategy context - focuses on the unique characteristics that distinguish one organisation or industry from another an that may impact on the outcome of strategies.

Early research placed much greater emphasis on the organisational process by which strategies are developed than on the content of these strategies. However, the 1980s saw a major shift toward studying the content of business strategies (Robinson and Pearce, 1988). These dimensions of strategy research provide a convenient framework for discussing the major factors that influence strategic planning in organisations. The following review discusses the variables that have been investigated in the strategic planning literature, with specific reference to small firms. 

2.11.1 STRATEGY PROCESS RESEARCH

Strategy process research is concerned with the strategic decision processes and factors that impact on the formulation of strategies. It deals with how strategic planning is carried out in organisations. The key directions in strategy process research include formality, decision making, employee and ‘outsider’ involvement, sources of information and timing considerations. 

Formality

The formality of the planning process has been the most widely researched aspect of strategic planning (Matthews and Scott, 1995). Formality, in this context, refers to the complexity of the planning process, with the premise being that formal plans are superior to informal plans because they allow for the systematic analysis of the organisation’s objectives, resources and environment. David (1997) has synthesised a number of factors that influence the formality of planning in organisations. 

Despite the volume of studies in this area, researchers have failed to reach full consensus on whether formal planning methods yield better results than non-formal methods. Several studies have reported a positive relationship between formal strategic planning and performance (Armstrong, 1982; Jones, 1982; Sexton and Van Auken, 1985; Bracker, Keats and Pearson, 1986; Bracker et al., 1988; Robinson and Pearce, 1988; Pekar and Abraham, 1995). These authors typically argue that formal strategic planning provides structure for decision making, facilitates a long-term planning culture, and generally benefits small firms. In contrast, a number of studies have also concluded that there is little or no relationship between formal strategic planning and the performance of small firms (Robinson and Pearce, 1983; Robinson, Pearce, Vozikis, and Mescon, 1984; Orpen, 1985; Robinson, Logan and Salem, 1986; Cragg and King, 1988; Shrader et al., 1989). 

Early approaches to investigating the relationship between planning formality and performance were based on arbitrarily classifying organisational planning efforts as formal or informal. This limited focus failed to integrate the complexity of variables that impact on the planning process. Consequently, more rigorous classification schemes based along various continua have been developed. Robinson and Pearce (1983) grouped small firms into broad planning categories based on the extent of written documentation and inclusion of various planning steps. Similarly, Bracker, Keats and Pearson (1986) developed four levels of sophistication based on the presence of eight small firm planning components. The levels of sophistication were: structured strategic plans, structured operational plans, intuitive plans, and unstructured plans. More recently Pekar and Abraham (1995) segregated organisations into four quartiles (unsophisticated, seeking sophistication, somewhat sophisticated, and sophisticated) based on an overall average strategic rating score which was derived from an organisation’s strategic planning techniques and methodologies.

While a number of studies reported no significant differences between formal and informal planners, several researchers concluded that formal strategic planning did create indirect advantages for small firms. Orpen (1985) proposed that strategic planning benefits small firms by causing them to explore new alternatives for increasing sales and improving their competitive positions. This is consistent with findings by Robinson and Pearce (1984) who found that the formal planning process, not just the outcomes, was recognised by managers as important to firm performance. Lyles, Baird, Orris and Kuratko (1993) suggested that the elements of goal formulation, developing distinctive competencies, determining authority relationships, deploying resources, and monitoring implementation receive more effective attention when small businesses engage in formal planning. Bonn and Christodoulou (1996) also found that many companies are not concerned with the outcomes of strategic planning but were more interested in the ability of strategic planning to provide a forum for discussion about strategies and company goals.

A more recent meta-analysis of fourteen studies found support for the general assertion that formal strategic planning in small firms does have a significant, positive association with performance (Schwenk and Shrader, 1993). While the study did not prove that planning necessarily improves performance, the findings were consistent with assertions that strategic planning promotes long-range thinking, reduces the focus on operational details, and provides a structured means for identifying and evaluating strategic alternatives. This study strengthened the case for the use of strategic planning in all firms regardless of size. 

Decision Making

Cray, Mallory, Butler, Hickson and Wilson (1988) note that an understanding of the strategies of organisations inevitably requires a clearer comprehension of the process of decision making. However, consideration of the myriad of factors that impact on the decision making process - such as the individuals involved, the different sources of information, the possible disruptions and so forth - leads an ever more complex framework of interacting variables. The complexity of the decision making process has meant that it has evolved as a specialisation with a bewildering array of models and theories beyond the scope of this research. 

There are, however, a three aspects of decision making which impact on the strategic planning process and will be discussed here. These are (1) biases in strategic decision making; (2) strategic decision models; and (3) technology assisted decision making. 

There are a range of biases and heuristics, or rules of thumb, that can cause managers not to consider certain strategic options (Kahneman and Lovallo, 1993; Zajac and Bazerman, 1991; Hammond, Keeney and Raiffa, 1998). Extensive lists of biases ad heuristics have been developed (Schwenk, 1988). A number or the most common biases are summarised in Table 6. It would be potentially beneficial to identify which of these biases most commonly influence strategic planning practises in tourist attractions.

TABLE 6 – Common decision-making traps

1. Anchoring bias – when considering a decision, the mind gives disproportionate weight to initial impressions, estimates, or data.

2. Status-quo bias – decision makers display a strong bias toward alternatives that perpetuate the status quo because breaking the status quo involves action which infers responsibility, thus opening individuals to criticism and regret. 

3. Sunk-cost bias – involves making choices which justify past actions, even when those choices no longer seem valid. 

4. Confirming evidence bias – this bias leads managers to seek out information that supports their point of view while avoiding information that contradicts it. 

5. Framing bias – the way in which a problem is framed can profoundly influence the choices of managers by establishing the status quo, introducing an anchor, highlighting sunk costs or reinforcing confirming evidence. 

6. Overconfidence bias – occur when managers tend to be over confident about the accuracy of their predictions; 

7. Prudence bias – results from the tendency to make estimates or forecasts more conservative when faced with high-risk decisions. 

8. Recallability bias - managers tend to be overly influenced by dramatic past events that leave strong impressions.

Source - Hammond, Keeney and Raiffa, 1998.

Early attempts by Mintzberg, Raisinghani and Theoret (1976) to model the process of strategic decision making resulted in the identification of three major phases which incorporated a number of sub-phases (see Appendix 6). Cray et al. (1988) have developed a typology which include three types of decision making processes: fluid, constricted, and sporadic. A fluid decision process is one that is steadily paced, formally channelled, and speedy. A constricted process is one that is narrowly channelled and is moderately restricted in terms of the effort made to obtain information and in terms of the number of individuals who participate in the decision. A sporadic process is one that is spasmodic, protracted, and contains many interrupts and recycles. The applicability of this typology to small business has yet to be considered. More recently, Kargar (1996) has provided a summary of five models which have been applied to the strategic decision making process in organisations. These are;

1. The rational model – assumes that full information is available and that social-psychological factors such as power, conflict, fear, credibility or employee turnover will not influence the decision making process.

2. The avoidance model – assumes that organisations will avoid decision making and uncertainty unless there is a threat or disruption to the status quo.

3. The adaptive model – assumes that since the environment is highly uncertain and rapidly changing, new decisions must be introduced slowly and incrementally to avoid major changes. 

4. The political model – assumes that people are biased and personally motivated and that decisions will be influenced by observable, but often covert, actions and interplay between different parties. 

5. The decisive model – extends the political model by assuming that there are inherent inconsistencies in the way people experience information and perceive the environment.

Kargar (1996) notes that researchers are unsure about the conditions and extent to which each of these strategic decision-making models accurately describe the strategic planning process. Each of the five models are based on different assumptions and introduce specific biases into the planning process. 

A further consideration is the use of emerging information technology and artificial intelligence to aid the decision making process. Research by Schwenk and Molloy (1995) suggests that the use of information technology increases the speed and quality of problem identification and decision making by facilitating the communication of strategic issues throughout an organisation. 

While strategic decision making has been extensively studied in large firms, Brouthers et al. (1998) point out that research examining strategic decision making in small firms is still at an early stage of development.

Employee and ‘Outsider’ Involvement

Research by Shrader et al. (1989) indicated that top managers tended to complete planning tasks without the assistance of employees. Kargar (1996) suggests that the involvement of key personnel in the planning process is an important contributor to planning effectiveness in small firms. Such involvement builds a planning climate and planning culture. Some authors maintain that the support, skills and knowledge of an organisation’s employees are the most important resource for planning (Marsden, 1998; Rhodes, 1988). Peters and Waterman (1982) have also recognised the importance of empowering and involving employees in the planning process.

It must be appreciated that due to their size, small firms are often unable to afford the strategic planning staff and personnel that larger firms possess (Brouthers et al., 1998). Robinson (1982) undertook a study which sought to address the perceived shortcomings of small business planners by investigating the impact that ‘outsiders’ such as consultants, lawyers, accountants, bankers, and boards of directors had on the performance outcomes of strategic planning. Robinson (1982) found that outside planners contributed significantly to improvements in small business profitability, sales growth, employment, and productivity. It was suggested that outsiders are important for three reasons: they compensate for a lack of full-time planning staff; they improve the quality of decision making and the likelihood of continued, systematic planning; and they make up for a lack of formal planning skills.

Sources of Information

The sources used by managers to obtain information for the strategic planning process plays an important role. Research investigating the information needs of British tourist attractions found that operators were looking for a range of data including visitor trends and characteristics, visitor spending, promotional budgets and effectiveness, staffing levels and costs and the profitability of different activities (Martin and Mason, 1990). However, research in the strategic planning literature has found that managers value informal personal information more than formal impersonal information. Smeltzer, et al. (1988) found that managers tend not to consider traditional sources of business information or advice from outsiders as being particularly valuable and appear to seek social and psychological support rather than objective information.
Timing Considerations

Orpen (1985) porposed that the quality of planning rather than the amount of time spent in long range planning was important. He also found that the time horizon covered by the planning effort was important. High performance firms tended to update their plans more regularly (once a year) and used longer time horizons (4-8 years) than low performance firms (3-4 years). 

2.11.2 STRATEGY CONTENT RESEARCH

Strategy content research centres on the characteristics of the output or content of strategies. It is concerned with what makes up the substance of strategic plans. Early strategy content research by Buzzell, Gale and Sultan (1975) proposed that firms can choose to build, hold, or harvest. However, it is the work of Porter (1985) that has led research efforts in this field. Porter (1985) suggested that a firm can only pursue one of three competitive strategies: cost leadership, differentiation, and focus. Cost leadership emphasises the production of standardised products at a low per-unit cost for a price sensitive market. Differentiation is aimed at producing products and services which are considered unique and are directed at markets that are relatively price insensitive. Focus is similar to the niche strategies commonly identified by other authors and involves the production of products and services that fulfil the needs of small groups of consumers. 

David (1997) provides a more detailed breakdown of strategy content by categorising thirteen strategies into four groups while Kotler (1998) takes a distinctly militaristic approach when grouping strategies according to attack, defence, follower and niche. These strategies and their descriptions are presented in Table 8. Clearly a number of these strategies are only relevant to large organisations. Most small businesses, and indeed most attractions, tend to adopt focus or niche strategies such as those identified by Kotler (1998). 

Interestingly, none of the strategies outlined above explicitly recognise cooperative strategies or strategic alliances. Jurowski and Olsen (1985) have noted the importance of strategic alliances in delivering higher standards of quality and improving efficiency. In the tourism literature Robinson (1994) suggests that it will become essential for small attractions to cooperate by sharing management and marketing expertise, to achieve an adequate level of competitive performance. Similarly, Lavery and Van Doren (1990) also recognise the importance of clustering in terms of convenience for suppliers and visitors. An example of this is the proliferation of theme parks on the Gold Coast, Australia and in Orlando, Florida. 

TABLE 8 – Common strategy types and their content

TYPE
STRATEGY
CONTENT DESCRIPTION

David, 1997



1. Integration Strategies
· Forward integration
Gaining ownership or increased control over distributors or retailers


· Backward integration
Seeking ownership or increased control of a firm’s suppliers


· Horizontal integration
Seeking ownership or increased control over competitors



2. Intensive Strategies
· Market penetration
Increasing existing market share through greater marketing efforts


· Market development
Introducing present products or services to new markets


· Product development
Increasing sales by improving existing products or developing new ones



3. Diversification Strategies
· Concentric diversification
Adding new, but related, products or services 


· Conglomerate diversification
Adding new, unrelated products or services


· Horizontal diversification
Adding new, unrelated products or services for present customers



4. Defensive Strategies
· Joint venture
Two or more firms forming a separate organisation for cooperative purposes


· Retrenchment
Reducing costs and assets to reverse declining sales and profits


· Divestiture
Selling a division or part of an organisation


· Liquidation
Selling all of a company’s assets, in parts, for their tangible worth



Kotler, 1998



1. Defence Strategies
· Position defence
Building fortifications around current markets or products


· Flanking defence 
Protecting weak markets and products from competitors


· Pre-emptive defence
Striking competitors before they can move against the company


· Counter-offensive defence
Countering an attack from competitors


· Mobile defence
Moving to new markets that can serve as future bases of defence & offence


· Contraction defence
Withdrawal from markets or products that can no longer be defended



2. Attack strategies
· Frontal attack
Matching a competitor’s product, and marketing efforts 


· Flanking attack
Attacking a competitor’s weaker markets or products


· Encirclement attack
Attacking all products and markets - requires superior resources


· Bypass attack
Bypassing competitors by moving into new unrelated products and markets


· Guerilla attack
Small, periodic attacks to harass and demoralise the competitor



3. Follower strategies
· Cloning
Closely copying a market leader’s product and market efforts


· Imitating
Retain some parts of a leader’s product & market, but differentiate on others


· Adapting
Build on a leader’s products and markets, often improving them



4. Niche Strategies
· End-use specialist
Specialises in serving one type of end-use customer


· Vertical specialist
Specialises at some level in the production-distribution cycle


· Customer size specialist
Serving customers who are neglected by major players


· Specific customer specialist
Serving one major customer


· Geographic specialist
Selling only in a specific location


· Product or feature specialist
Specialises in producing a certain product, product line or product feature


· Quality-price specialist
Operating in the low or high end of the market


· Service specialist
Offering one or more services not available from other firms.



In the tourism literature Murphy and Pritchard (1997) have recognised the importance of pricing and the concept of value for money. A significant point of strategic differentiation is the sense of value that a tourism business or destination can develop in a consumer’s mind. Braun and Soskin’s (1998) review of pricing strategies in Florida theme parks found that attractions have moved from a market led strategy, where a leader set the price, to more independent behaviour. A further strategy of relevance to attractions is product development which seeks to enhance existing attractions or add new attractions. This strategy relies on convincing potential visitors that previous visits were inferior substitutes for the experiences at the new, improved attraction (Braun and Soskin, 1998). New or enhanced attractions can increase overall demand, especially among price sensitive repeat visitors. Furthermore, Hodgon (1990) claims that attractions which do not develop new elements will fail to keep up with changing consumer requirements and become the target for increased competition. 

Another branch of content research has sought to classify organisations according to the strategies they pursue, as opposed to categorising specific strategies. Early work by Miles and Snow (1978) developed a typology of three strategic types: defenders, prospectors and analysers. Defender organisations serve only a portion of their potential markets, pursue technological efficiency, maintain tight internal controls and are likely to make a some strategic adjustments. In contrast, prospectors continually search for new market opportunities, maintain technological flexibility, have loose internal controls and frequently make strategic changes. Analysers display the characteristics of both defenders and prospectors by focussing on efficiency in some areas of operations and on innovation in others. They compete in some markets as a defender and in others as a prospector. 

2.11.3 STRATEGY CONTEXT RESEARCH

Strategy context is concerned with the unique characteristics that distinguish one organisation or industry from another and that may impact on the outcome of strategies. Kim and Choi (1994) suggest that research in this area can be grouped according to organisational characteristics, managerial characteristics and environmental characteristics. 

Organisational Characteristics

Characteristics such as firm age, size, location and the nature and structure of the industry may impact on strategic planning (Thomas and Ramasway, 1994). Lindsay and Rue (1980) found that the size of the organisation plays a key role in the strategic planning process. This is clearly evident from the preceding review of small firm planning characteristics. It has also been suggested that the focus and formality of planning efforts may differ according to the firm’s age or stage of development (Vozikis and Glueck, 1980; Robinson et al 1984; Lindsay and Rue, 1980). Specifically, Cragg and King (1988) have indicated that younger firms tend to perform better than older firms. Hofer (1975) maintained that a firm’s stage in the product life cycle was the most important variable for determining the suitability of various levels of strategic planning. 


FIGURE 9 – The stakeholder web of the small firm
Jennings and Beaver (1997) recognised that organisational stakeholders also influence the strategic planning process. Stakeholders typically have varied interests in an organisation and as such may seek to influence planning outcomes. Figure 9 illustrates some of the stakeholders and their likely success requirements

Management Characteristics

Several authors have noted that ‘senior management’ in small firms usually means one or two individuals, rather than a group or team of managers (Brouthers et al., 1998; Patterson, 1986). This places much greater emphasis on the need to examine the impact of manager characteristics on the planning process. This argument is reinforced by several authors who suggest that the strategic planning process in small firms is characterised by highly personalised preferences, prejudices, attitudes and idiosyncrasies of the manager (Jennings and Beaver, 1997; Hambrick and Mason, 1984). Ansoff (1987) refers to the concept of a success model to describe a manager’s set of beliefs about what constitutes success. In recognition of the relationship between management characteristics and the strategic planning process, Hambrick and Mason (1984:193), formulated the upper echelons theory which states that “organisational outcomes – strategic choices and performance levels – are partially predicted by managerial background characteristics.” 
Figure 10 illustrates how managerial characteristics act as a filter to limit the output of strategic choices. It is evident from the model that the decision maker brings to the situation a cognitive base and a set of values which impact on the flow of information. The manager’s field of vision, those areas to which attention is directed, is restricted and a number of choices are eliminated. Information is further constricted due to the process of selective perception, which creates an inability or unwillingness to interpret or accept information. The information that is eventually selected for processing is interpreted through a filter woven by the manager’s cognitive base and values. The manager’s perception of the situation acts as final screen before the output of strategic choices (Hambrick and Mason, 1984).



FIGURE 10 - Strategic choice under conditions of bounded rationality

A number of studies have also linked managerial demographics such as age, functional tracks, education, socioeconomic roots, tenure, and financial position to strategic choices, which in turn are related to performance (Schwenk, 1995; Hambrick and Mason, 1984; Brouthers et al., 1998). Hambrick and Mason (1984) report that research into the educational background of managers has been limited to studies of innovation. Similarly, Westhead and Storey (1996) have concluded that the relationship between management training and small business planning practises is currently not well established. In terms of age, it has been found that younger managers tended to outperform older managers (Cragg and King, 1988; Miller and Toulouse, 1986). Miller and Toulouse (1986) also found that the length of tenure in an organisation correlated negatively with performance and surmised that executives grow stale in their jobs. Foley (1985) reported that the age at which managers joined the firm was a most important variable and proposed that motivation may decline with age.

It has been suggested in the tourism literature that management style will impact on the types of strategies adopted by organisations (Dimmock, 1999). Dimmock (1999) applied the competing values framework (CVF) to a study of 12 tourism firms to investigate the relationship between core management competencies and the strategies adopted. Thomas and Ramasway (1994) suggest that future research examining the relationship between strategic planning and manager characteristics should incorporate psychological approaches and personality theory to add subtlety and richness. Measures such as locus of control, tolerance for ambiguity and attribution can also be of use in assessing the impact of manager characteristics on the planning process (Hambrick and Mason, 1984).

Environmental Characteristics

Environmental characteristics such as industry features and uncertainty can impact on the strategic planning process. The process of gathering and interpreting pertinent information about the environment is known as environmental scanning (Smeltzer, et al., 1988). Research in large firms indicate that when there is uncertainty about the environment managers tend to increase the sophistication of their planning efforts (Lindsay and Rue, 1980). Milliken (1987) isolated three types of environmental uncertainty and proposed that their effects on managerial response would differ:

1. State uncertainty - the inability to understand or to predict the state of the environment due to a lack of information or a lack of understanding of the interrelationships among environmental elements; 

2. Effect uncertainty - uncertainty over what the consequences of environmental changes will be on the organisation; and 

3. Response uncertainty - decision-makers are uncertain about the firms response options, and/or they are uncertain of the likely consequences of pursuing a particular option. 

Matthews and Scott (1995) found that small firms do not react in the same way as large organisations to uncertainty because they are constrained by their resources and their range of responses. Consequently, the sophistication of strategic and operational planing in small firms declined in response to increasing environmental uncertainty. In contrast, Shrader et al. (1989) found that as competition dealing with customers became more uncertain, small firms adopted more strategic plans.
2.12 KEY POINTS IDENTIFIED FROM THE LITERATURE

The following points emerged from the literature:

1. Despite the recognition that attractions include an element of management there has been little attempt to integrate managerial considerations into tourist attraction frameworks

2. Limited research has been carried out to identify the managerial and organisational characteristics if tourist attractions.

3. The tourism industry, and the attraction sector specifically, will be faced with an increasingly competitive marketplace requiring greater emphasis on planning for future survival

4. While the strategic planning literature is well advanced in terms of generic findings, there has been little research into industry specific planning practises. 

5. There have been no attempts to assess the planning practises or long-range strategies of tourist attraction businesses.

6. It is unclear whether the planning processes developed in the traditional planning literature are widely applicable to the attraction sector or whether a less formal approach is needed.

3. PROPOSAL OF RESEARCH

3.1 THE RESEARCH PROBLEM

A number of shortcomings have emerged from the literature. The tourism research has given very little attention to strategic planning while the planning literature has tended to focus on larger non-service organisations. There is clearly an opportunity to contribute to the literature in both areas by investigating the planning activities of smaller service-oriented organisations. Tourist attractions provide an excellent opportunity for study. As noted in the review of literature, although attractions are at the core of the tourism industry, they have not been studied to the same extent as other industry sectors. 

The research problem can therefore be stated as follows: There is a general lack of understanding about how tourist attractions plan for the future. This problem is made up of several elements that must be investigated in order to provide a comprehensive evaluation. These elements are:

1. Organisational and Managerial Characteristics – a study investigating the planning activities of attractions is clearly reliant on background data concerning organisational and managerial characteristics. Unfortunately such information is not available and it is necessary to develop a profile of tourist attraction characteristics before the planning activities of tourist attractions can be investigated.

2. Planning Activities – the planning activities of attractions are at the core of the problem and are the main focus of the study.

3. Forces shaping the future of attractions – the literature identified a number of forces that will shape the future of attractions. These forces are highly relevant to planning activities in attractions and add an extra dimension to the research. The planning efforts of attraction managers cannot be studied in isolation of future trends. 

3.2 AIMS AND RESEARCH APPROACH

3.2.1 PRIMARY AIM

The purpose of the research is to examine how tourist attractions plan for the future in the context of emerging trends identified in the literature. The research will in essence investigate whether tourist attractions make use of strategic planning, and how formalised the planning process is. With this in mind, the primary aim of the research is:

· To evaluate and understand the planning activities of Australian tourist attraction operators in a perpetually changing environment.

The fulfilment of this aim is dependent on a number of sub-aims, which can be grouped according to three research phases. The model presented in Figure 11 provides a summary of the proposed research, with each of the three phases clearly identified. The following discussion summarises the three phases of the research in terms of sub-aims, methodology, preliminary research questions and budgetary considerations. 





FIGURE 11 – Model of proposed research

3.2.2 PHASE 1: ATTRACTION MANAGEMENT PROFILE

Aims

As noted in the preceding analysis, before the planning activities of attractions can be evaluated, it is necessary to develop a profile of the sector. Thus the aims of the first phase are as follows:

· To examine the broad organisational characteristics of tourist attractions

· To examine the characteristics of tourist attraction managers/operators

· To conduct a preliminary overview of managerial perceptions regarding strategic planning and future developments in the attraction sector.

Preliminary Research Questions

The research questions pertinent to the first phase of the study can be summarised by the information Table 9.

TABLE 9 – Research Questions: Phase 1

Organisational

Characteristics
Management

Characteristics
Planning

Characteristics

· Age

· Type (classification)

· Size (area)

· Employee demographics (number, age, turnover)

· Financial information (admission prices, sales, profits, total assets, sources of revenue)

· Visitor characteristics (number of visitors, origin, market segments, seasonal variations)

· Marketing activities (extent of marketing)


· Age

· Gender

· Tenure

· Education

· Career paths

· Management Style/personality/locus of control


· Do managers plan for the future?

· Focus of planning efforts

· Aspects covered in written strategic plans (marketing, personnel, finance, operations, product development)

· Sources of information for planning

· Mission statement

· Future trends



Methodology

Apparatus and Procedure. A self-administered mail questionnaire will be used to collect information about individual attractions. It is not anticipated that the questionnaire will exceed four pages. A guide on how to establish an Internet presence will be offered as an incentive for completing the questionnaire. Further incentives will include the opportunity to receive feedback about the study. The questionnaire will be accompanied by a cover letter and brochure outlining the value of the research. Dillman’s (1978) Total Design Method technique will be used in an attempt to maximise the response rate. This technique involves the use of follow-up postcards to remind managers to complete the questionnaire. Pre-paid postage envelopes will also be included with all questionnaires to facilitate ease of return. 

Subjects. The research will focus on attractions in Australia. As noted previously, no studies of this type have been conducted. It is however, possible to provide an estimate of attraction numbers based on two previous studies. Although based on 1987 figures, an Australia Bureau of Statistics (ABS) (1990) study of tourist attractions provides the best available estimate of the number tourist attractions in Australia. The ABS study received 1899 responses from businesses who considered themselves to be tourist attractions. A more recent preliminary study of tourist attraction pricing examined 213 establishments based on businesses identified as ‘attractions’ by Tourism Queensland (Benckendorff, 1999). Based on population distribution and the popularity of individual destinations, estimates of attractions Australia-wide would fall between 1500 and 2000. 

Attraction contact details will be obtained from state tourism authorities in the first instance. In the event of this information not being available, regional tourism authorities will be approached. Due to the disparate nature of the attraction sector it is not expected that a complete list of Australian attractions will be compiled. The sample will therefore be targeted on a non-random, convenience basis. The questionnaires will be addressed to the general manager or CEO of the attraction. Confidentiality will be assured as attractions will not be individually identified in the research unless explicit permission has been obtained from the individual establishment. Based on previous studies, it is expected that a response rate of more than 20% will be achieved, with substantial scope to increase this rate as indicated above. 

Budgetary Considerations

The determination of costs is hindered by uncertainty about the current number of attractions in Australia. However, based on the estimate of between 1500-2000, the following cost estimates can be determined (see Table 10). 

TABLE 10 – Estimated Research Costs: Phase 1

ITEM
PER UNIT COST
TOTAL

Mail-out costs



Questionnaire (4 pages)
0.20


Cover letter
0.05


Research Brochure
0.10


Questionnaire Envelopes
0.02


Reply Paid Envelopes
0.10


Postage
0.45


Total per unit mail out cost 
0.84


Total mail out cost (2000 × 0.84)

1680.00

Response Costs



Incentives (Internet Marketing Guide)
3.00


Reply Paid Postage
0.45


Total per unit response cost ((2000 × 0.30) × 3.45)
3.45


Total response cost

2070.00

GRAND TOTAL

3750.00

The figures have been calculated to deliberately reflect the most costly outcome. The figure of 2000 attractions has been used as the upper limit. A response rate of 30% has been used to account for the possibility that response will be higher than anticipated, thus inflating costs. Costs may well be below the grand total of $3750.00. In the event of fewer attractions, and a smaller response rate, costs may be substantially lower.

3.2.2 PHASE 2: STRATEGIC PLANNING IN TOURIST ATTRACTIONS

Aims

The second phase is the core of the research. It focuses on how attractions plan for the future and seeks to provide a detailed description of planning efforts. The aims of the second phase are:

· To determine the extent of planning in tourist attractions by examining the process, content and context of strategic planning efforts.

· To examine employee perceptions of tourist attraction planning efforts

· To investigate managerial perceptions of environmental forces relevant to the future of attractions. 

Preliminary Research Questions

A number of potential research questions have been identified and are summarised in Table 11 

TABLE 11 – Research Questions: Phase 2

RESEARCH QUESTIONS

· Do tourist attraction managers/owners plan for the future?

· Does the formality, value and extent of planning vary with age, size, type of attraction, stage of development, financial condition, resources or other categorical variables? 

· Does the application of planning differ between large attractions and small, static (Mum and Dad) attractions? 

· What are the key factors that encourage or discourage planning? How are these factors avoided, controlled, overcome, or compromised by small firms that do plan? 

· Who is involved in the planning process? 

· Does planning enhance morale and commitment of key employees? 

· What specific activities comprise the planning process? 

· What is the best planning schedule and what is the optimal planning time frame? 

· What strategic decision making processes take place in attractions?

· What viable strategy options exist for attractions? What are the specific functional aspects of these broad options, and how do they differ across types, size, stage of development, and other characteristics? 

· How well do planning strategies apply to the new information age in modern society, coincidental with the decline of energy intensive industries? 

· What is the most prevalent small environmental scanning pattern?

· Do owner/managers of attractions believe personal or impersonal sources of information to be more important? 

· What are the most prevalent personal sources of information and are formal or informal personal sources used more frequently? 

· What are the most prevalent impersonal sources of information, and are written or oral impersonal sources used more frequently?
· How will the functional/operational aspects of attractions management change in the next 20 years?


Methodology

Apparatus and Procedure. A series of case studies will be conducted to collect detailed information about attraction planning practises. The case studies will rely on data from in-depth interviews, surveys and observations. Specifically, attraction managers will be interviewed in-depth, while employees will be given a questionnaire. Further observations will be made where possible to add detail to the data collected. Interviews with attraction managers will be recorded and transcribed at a later date for further analysis. Managers may also be asked to complete a small survey before the interview to allow for more focussed questioning. 

Subjects. It is anticipated that a maximum of 12 case studies will be conducted Australia-wide. Cases will be selected based on responses to the questionnaire in the first phase of the research. Selection will be based on a stratified sampling technique that considers the characteristics of attractions to try and identify a diversity of respondents. Factors of differentiation are expected to include state of origin, (two cases from each state, one each from Tasmania and the Northern Territory), location (urban vs rural outback), attraction type, size and age.

Budgetary Considerations

The determination of costs is dependent on the number of cases conducted, however based on a maximum of 12 cases costs are estimated as shown in Table 12.

TABLE 12 – Estimated research costs: phase 2

ITEM
TOTAL

Transportation (air)
3500.00

Transportation (road)
500.00

Accommodation and incidentals
1800.00

Gifts
600.00

GRAND TOTAL
5800.00

These costs are based on the expectation that up to three days will be spent at each attraction. The actual time may be less and is dependent on the availability of attraction managers. The costs of air travel will also be substantially reduced if plans to introduce Virgin Airlines into Australia are realised by July 2000.

3.2.3 PHASE 3: FUTURE SCENARIOS FOR THE ATTRACTIONS SECTOR

Aims

This phase is predominantly concerned with identifying a set of future scenarios for the attraction sector. These future scenarios will be developed from the literature, from information provided in the first two phases of the research and from a consultative process with a number of key informants. Management reactions to these scenarios will be sought. The aims for the third phase are:

· To determine the key forces that will impact on the future of tourist attractions

· To develop and evaluate the significance of alternative future scenarios. 

· To assess management response to alternative future scenarios

Preliminary Research Questions

A number of potential research questions have been identified and are summarised in Table 13
TABLE 13 – Research Questions: Phase 3

RESEARCH QUESTIONS

· What environmental forces will impact on the future of tourist attractions?

· How will these forces impact on tourist attractions?

· What is the relative importance of these forces? 

· How do attraction managers view these forces?

Methodology

Apparatus and Procedure. A small number of probable scenarios will be constructed based on a review of the literature, the previous two phases of research and a number of key informants. These scenarios will investigate forces in the micro and macro-environments of attractions. Attraction managers will then be asked to respond to these scenarios by providing simple responses to indicate preference. Managers will also be asked to underline parts of the scenarios with which they agree strongly. Response may be solicited through the mail or online and will be dependent on the technology available to respondents in early 2001. 

Subjects. The sample will depend on the response received in the first phase of the research. 

Budgetary Considerations

The costs of the third phase of research will depend on the number and length of scenarios that are produced and the outcome of the first phase of the study. Costs are expected to be substantially lower than the previous phases. A rough estimate of about $1 000 is based mainly on stationery and mail costs. 

3.3 THESIS CHAPTER OUTLINE

The following synopsis provides a preliminary chapter outline of the thesis. A chapter-by-chapter time schedule for the research is presented in Table 14.

Chapter 1 – Review of Literature (100 pages)
A multi-disciplinary review of literature will be presented in the first chapter to acquaint the reader with relevant research. Three broad areas of review will include the tourism literature, management literature and futures literature. The review will integrate key findings from these areas to identify key issues and focus thinking. 

Chapter 2 – Profile of Australian Tourist Attractions (40 pages)
The chapter will highlight the relevance of the research and will present the aims and methodology employed in Phase 1 of the study. A Profile of Australian Tourist Attractions will be presented based on the findings of phase 1 and the implications of this profile will be discussed. 

Chapter 3 – The Context of Strategic Planning in Tourist Attractions (35 pages)
The third chapter will present the findings of the strategy context issues emerging from the case studies in Phase 2 of the study. Strategy context is concerned with the unique characteristics that distinguish one organisation or industry from another and that may impact on the outcome of strategies. These factors include organisational characteristics, managerial characteristics and environmental characteristics. 

Chapter 4 – The Strategic Planning Process in Tourist Attractions (40 pages)
This chapter will discuss strategy process issues examined in the case studies from Phase 2 of the research. Strategy process research is concerned with the strategic decision processes and factors that impact on the formulation of strategies. It deals with how strategic planning is carried out in organisations. The key directions in strategy process research include formality, decision making, employee and ‘outsider’ involvement, sources of information and timing considerations. 

TABLE 14 – Research Schedule

2000

ACTIVITIES
January
February
March
April
May
June
July
August
September
October
November
December


3
10
17
24
31
7
14
21
28
6
13
20
27
3
10
17
24
1
8
15
22
29
5
12
19
26
3
10
17
24
31
7
14
21
28
4
11
18
25
2
9
16
23
30
6
13
20
27
4
11
18
25
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Chapter 2 – Profile Tourist Attractions (40 pages)
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Chapter 3 – Planning Context (35 pages)
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Chapter 4 – Planning Process (40 pages)
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Chapter 5 – The Content of Strategic Plans in Tourist Attractions (25 pages)
This chapter presents the final of three elements, the strategy content issues that were researched in Phase 2 of the thesis. Strategy content research centres on the characteristics of the output or content of strategies. It is concerned with what makes up the substance of strategic plans.

Chapter 6 – Scenarios for the Future of Attractions (30 pages)
The final research chapter is concerned with Phase 3 of the study. The chapter will present various alternative futures for tourist attractions based on a review of the tourism and futures literature and input from Phases 1 and 2. The opinions of key informants will also be sought. Management reactions to the various scenarios will also be examined. 

Chapter 7 – Conclusions and Recommendations (20 pages)
The last chapter will integrate the findings of previous chapters and will summarise the contribution made by the research. A number of conclusions and recommendations will be presented. 

3.4 DEFINITION OF KEY TERMS

There is a clear need to delineate a number of key terms pertinent to the research. The title of the research, Planning for the future: a profile of Australian tourist attractions, suggests three terms that need to be clarified. These being the terms planning, future and attractions.

3.4.1 ATTRACTIONS

While the review of literature provides a number of broad definitions for tourist attractions, a more concise definition is needed in recognition of the time and resource constraints of the research. The disparate nature of the attractions sector necessitates the need for a more rigorous definition. While the value of broader definitions is recognised, the following definition has been adopted for the purpose of this study:

A tourist attraction is a permanent resource which derives all or part of its income from visitors and which is managed for the primary purpose of leisure and visitor enjoyment.

This definition expressly excludes temporary attractions such as events and festivals. It further excludes attractions such as national parks and churches which are primarily managed for preservation or religious purposes. The definition recognises that attractions can derive income from visitors through admission charges and/or other activities such as donations or the sale of related products. 

3.4.2 PLANNING

The use of the term planning is viewed as analogous to strategic planning, which for the purposes of the study, is defined as:

A disciplined set of actions and decisions that shape the present and future position of an organisation based on the it’s resources and forces in the environment.

3.4.3 FUTURE

It is necessary to establish a time horizon to allow managers and readers to conceptualise the term future. The future in the context of the research is arbitrarily defined as:

The time between the conclusion of the research and the year 2050.

Given this definition, it is recognised that the planning efforts of most attractions will probably not extend beyond 2010, however, the creation of future scenarios will examine predicted developments up to 2050.
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APPENDIX 1

Attractions and the Development of Destinations




APPENDIX 2

Canter’s ‘Sense of Place’ Model
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APPENDIX 3

1. Strategic Process Model
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2. Strategic Management Model
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APPENDIX 4

The Strategic Planning Matrix
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APPENDIX 5

Dynamic Analysis for Strategic Planning
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APPENDIX 6

The Strategic Decision Making Process

1. The Identification Phase

· The decision recognition routine – opportunities, problems, and crises are recognised and evoke decisional activity.

· The diagnosis routine – information relevant to opportunities, problems, and crises are collected and problems are more clearly identified. 

2. The Development Phase

· The search routine – organisational decision makers go through a number of activities to generate alternative solutions to problems

· The design routine – ready-made solutions which have been identified are modified to fit the particular problem or new solutions are designed. 

3. The Selection Phase

· The screen routine – the routine is activated when the search routine identifies more alternatives that can be intensively evaluated. Alternatives are quickly scanned and the most obvious infeasible are eliminated. 

· The evaluation-choice routine – an alternative is chose either through a process of analysis and judgement or a process of bargaining among decision makers.

· The authorisation routine – when the individual making the decision does not have the authority to commit the organisation to a course of action, the decision must move up the organisational hierarchy until it reaches a level at which the necessary authority resides. 


Source – Gunn, 1985; Pearce, 1991
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Source - Lavery and Van Doren, 1990





TRANSPORT – COMMUNICATIONS – UTILITIES – HEALTH/SAFETY SERVICES


HOTELS – MOTELS – RESTAURANTS – TRAVEL AGENTS





INFRASTRUCTURE & SERVICES





·  CITIES





PARKS/FORESTS


COASTS/ISLANDS





·  SHOPPING





·  RESORTS





FLORA


FAUNA





MONUMENTS


MUSEUMS


FAIRS/EVENTS


EXHIBITS/FESTIVALS


SPORTS COMPLEXES





·  THEME PARKS





·  GAMBLING





· ENTERTAINMENT





RELIGION


ARTS/CRAFTS


CUISINE





Generic


to


Specific





Generic


to


Specific





RECREATIONAL





SOCIAL





OUTDOOR





INDOOR





CLIMATE/WEATHER


Sunshine/Precipitation


Temperature


Wind


Comfort Indices





LANDSCAPE/AQUASCAPE


Natural Beauty


(Unique Features)





HISTORICAL�ARCHAEOLOGICAL


ARCHITECTURAL/


ENGINEERING STRUCTURES





NATURAL RESOURCES





CULTURAL RESOURCES





TRAVELLERS





SMALL BUSINESS VENTURE





FINANCIAL INSTITUTIONS





financial return


loan repayment


capital growth


guarantees





EMPLOYEES





employment security


challenging activities


job satisfaction


wages


training and development


pleasant working environment


supportive climate





SUPPLIERS





Orders


Continuity of business


Regular payment of invoices


Business growth





CUSTOMERS





Product quality


Product development


Competitive pricing


Regular, guaranteed deliveries


Warranty, guarantee and other after sales service





GOVERNMENT





Job creation


Tax revenues


Exports


Innovation, research and development


Economic development





LOCAL AUTHORITIES





Job creation


Enterprise development


Optimum deployment of local resources


Sector specific growth and development





Source - Jennings and Beaver, 1997





19800





1960





1930





1900





· Technology





· Strategy





· Product





· Marketing





· Production





Source - Ansoff, 1987





Source – Mintzberg and Waters, 1985





EMERGENT STRATEGY





UNREALISED STRATEGY





DELIBERATE STRATEGY





REALISED STRATEGY





INTENDED STRATEGY





Strategic Choice





Managerial Perceptions





Interpretation





Selective Perception





Limited Field of Vision





Values





Cognitive Base





The Situation


(all potential environmental


and organisational stimuli)





Source - Hambrick and Mason, 1984





Chapter 5: 


Planning Content





Chapter 3:


Planning Context





Chapter 4: 


Planning Process











Chapter 7: Conclusions and Recommendations





PHASE 2





Strategic Planning in Tourist Attractions








PHASE 3





Chapter 6 : Environmental Forces: Future Scenarios for the Attraction Sector





PHASE 1





Chapter 2: Profile of Australian Tourist Attractions


(Context)








Chapter 1:


Review of Literature





C.  Zone of closure -  desirable tourism 


     infrastructure (eg. transport, toilets, 


     information)





B.  Inviolate belt - space needed to set the nuclei in context





A.  Nuclei - core of the attraction





3.  Augmented Product - additional consumer


     services and benefits built around the core


     and actual products





2.  Actual Product - a product’s parts, 


     styling, features, brand name, packaging,


     and other attributes that combine to


     deliver core product benefits





1.  Core Product  - the problem-solving 


     services or core benefits that consumers


     are really buying when they obtain a 


     product





Source – Swarbrooke, 1995





STAGE 4	The Diversified Destination





STAGE 3	The Developed Single Market Destination





STAGE 2	The Embryonic Destination





STAGE 1	The Single Attraction





Newer attractions designed to attract new markets to the destination





Newer attractions designed to appeal to the same market





Services





Sources – Canter,  1975; Pearce, 1991





Source – Wheelen and Hunger, 1995





Source – Mintzberg, 1990





Source – Patterson, 1986





Source – Gilbert and Kapur, 1990





Source – Mintzberg, Raisinghani and Theoret, 1976
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