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Abstract

:

It has been a crucial achievement for most of the destinations to open up and develop a new inbound market, which means a great opportunity to increase the arrivals and economic benefits. The mighty Chinese outbound market is a welcomed resource but not always the assurance of the economics growth and industries’ profits. While foreseeing the excessive arrivals and low-price groups are harmful to the tourism business and society, the criticism and negative impression shall be prevented in advance. With the considerations of sustainable tourism and a good relationship with China, Taiwan has established a comprehensive administrative tourism mechanism on receptions of travel agencies. The unique mechanism was designed to foster the healthy business models, to construct the win-win political and economic situations, and to ease the possible impacts. By applying the Importance–Performance Analysis, this study reveals the administrative direction that needs to be revised. Among these control requests, the reasonable group fee is the key to fitting the anticipation of receptions of travel agencies. This study further proposes the Importance–Support Analysis and Importance–Performance–Support Analysis frames to enhance the validity of the Importance.
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1. Introduction


For the purpose of insuring the travel safety and service quality for Chinese tourists, and to take precautions against the illegal immigration, China implements the “Approved Destination Status” (ADS) to confine the approved travel destinations through the bilateral agreements. Some of the travel hosts respond with administrative approaches accordingly to manage the number of arrivals and service requirements [1,2]. Taiwan was listed as the 93th approved destination of the status in 2008. Even coping with daily approving quota, the Chinese arrivals to Taiwan soared to 3,987,152 in 2014. It occupied 40.23% of the total inbound arrivals the same year and approximated those of other Asia-Pacific destinations (the year was approved: Thailand, 1998; Malaysia and Singapore, 1990; Korea, 1998; Japan, 2000). According to the statistics revealed by the National Tourism Administration and Tourism Academy, China, the number of Taiwan tourists to China has a general uptrend. For instance, the numbers are 4386 thousand and 5366 thousand in 2008 and 2014, respectively, and then 5870 thousand in 2017 [3]. However, the market of Taiwan residents to visit China was developed for a period of time. It was relatively mature since it was enforced in 1987. Comparing to the tourism scale in China, the reception capacity is limited in Taiwan. While facing the enormous resource of China tourists, Taiwan has to elaborate appropriate measures and administration along with this open policy and to ensure tourism sustainability and prosperity.



This policy was not only a milestone but also an impact on China, Taiwan and neighbor destinations. To examine a full picture of the influence, the discussions are far beyond a point of view of tourism destination development. It is inevitably toward construction of a comprehensive administration frame. Related to politics, economics, society, region competition and tourism industry structure, these debates are intricate and have elicited advantages and disadvantages disputes toward this policy. These viewpoints show that the characteristic of this policy is a dedicated strategy to balance the sensitive politics, economics and society circumstances and then to prosper tourism. When valuing the effects of these administrative approaches, the gain and loss of each circumstance and the prospects from the reception travel agencies are vital factors of success.



First, tourism has been regarded as a thermometer of the relationship across the Strait. The optimistic opportunities can be a frontier of further cooperation without politics involved. However, the tourism policy cannot be separated from political issues in Taiwan. It is the equally important and examined unavoidably along with other issues. While overheated Chinese arrivals are recognized as a compromise of China’s manipulation, the shrinking arrivals are then interpreted as China’s scheme of mistrust message. The attitudes of China and Taiwan demonstrate the managing and supportive forces and the cooperative possibility as well. With the specialty and the intensive close attention, the Chinese inbound issue is beyond the economics discussion.



The core economic benefit of the tourism is to propel the multiplier effect, and then to upgrade the living quality. In Taiwan’s position, it also can urge the collaboration with China and the increase the range of visibility. The booming Chinese arrivals indeed contribute to noticeable share of visitor expenditures. From 2008 to 2014, Taiwan gained US$26.63 billion tourism receipts from Chinese tourists, with US$14.65 billion from the group tours. The economic credit was criticized for its downward trend of average expenditures per person per day. The highest figure of the total Chinese tourists was US$270.31 in 2011, and then decreased yearly to US$241.98 in 2014. The figure of the group tours slightly fluctuated along the average of US$265.86. In other words, the increased yearly total visitor expenditures mainly come from the growth of the number of arrivals rather than the actual consuming power. The other negative impact is the fierce price competition. The Chinese group tourist is the main component, which occupied 51.99% of the whole Chinese inbound arrivals. The reception travel agencies tried to construct the scale economy and then dominate the market by gathering a great quantity of Chinese tourists. The competition soon conducted a price war and therefore the profits and service were meagre. The reception travel agencies had to canvass the shopping or activity which violates the regulations in order to make up the cost gap. The uniform products for groups are familiar as superficial and only for specific businesses.



On the society level, the misbehaviors of Chinese have been focused and exaggerated. For the inaccessible reason, Taiwan has been an aspiring and welcomed tourism destination for Chinese. Originating from similar culture and language, the customs and attitudes of two sides somehow are different. Through these social visits, both societies have more understanding and toleration, even though the complaints and dislike arose high toward the situations of overcrowded scenic attractions. Residents and domestic tourists do not classify that into a common phenomenon of popular scenic attractions, but ascribe it to the Chinese tourists and malfunctioning management upon them.



Taiwan’s policy to join the competition has influenced the Asian region. The group fees for Chinese travelling to Asian destinations are close-fought, and their geographic distances are similar. Even with the distinguishing culture backgrounds, the promotion and quality of the products are key factors in having advantages. Taiwan’s image has been a curious and desirable destination to Chinese for the historical entanglement. Taiwan is benefited from that, in order to yield twice the promotion result with half the effort. On the opposite side, the quota control has been recognized as a retrograde mechanism to push the tourists to other competitors.



In view of the healthy tourism industries, the conservative group products cannot add the tourism value. While the market is full of the low-price products, the receptions of travel agencies then lack the negotiating power of the price. The business model is therefore not a solid profitable model. The transferred group fee and number of customers mainly dominate the profit of the reception travel agencies. When examining this service supply chain, the structure is a combination of origin and the host. The quality is represented all the way from the grouping through the end of the journey. The distribution of cost and profit between the origin and the host directly causes the formation of the product and service. Unfortunately, the inadequate group fees delivered to the receptions of travel agencies are strangling their innovation and vitality. For the purposes of sustainable tourism and diminishing the tourists’ complaint, the healthy business model is vital for tourism administrative issues.



Tourism development has become one of the most important policies in Taiwan. The arrivals goal and the economic influx are equally important. The policy of opening the market to China is a cautious progression weighing the pros and cons of quantity/quality, benefits/sustainable and development/impact in many levels. Facing an enormous and potential market like China, a comprehensive administrative mechanism needs to be established in advance. This study reveals the prospects toward the administrative approaches from the receptions of travel agencies in Taiwan. Results from an importance–performance approach revealed the differences between the policy objective and agencies’ anticipation. It not only provided corrective suggestions but also proposed supportive points to validity of importance. The importance–support analysis (ISA) and importance–performance–support analysis (IPSA), which are derived from the added scale, are useful quantity tools for efficiency enhancement.




2. Literature Review


The policy of opening the market to Chinese tourists not only increases a largest source of tourism to Taiwan, but also increases interaction and understanding, and prompts Taiwan’s tourism to promote its economic benefits [4]. With Taiwanese hosts, and Taiwanese hosts’ alienation, tourists from China appreciate Taiwanese for their manners and kindness [5]. Taiwan and China originate from the same culture, but the Chinese characters in Taiwan remain traditional, which is a Chinese symbol for root. There are renowned writers noted for their literary works as well. The results of an importance–performance analysis (IPA) survey was one of the advantages which allured Chinese visitors to Taiwan [6]. Taiwan and China share a similar cultural background based on geographic proximity, social capital, religion, and linguistic commonality [7,8]. The accessibility and expenditure were also essential factors. Taiwan is within a few hours’ flight distance and has a similar cultural orientation to China [9]. Geographical proximity, and abundant shopping and dining opportunities for inexpensive quality products in Taiwan are tourism images and strategies for China tourists [10]. Chen [11] suggested Taiwan could create a niche cruise tourism industry in Asia, and also suggested an important aspect, based on which the analysis subject should reach the mature phase while applying the IPA method to avoid a deviation in the result.



The enthusiastic points of exploring new inbound resources focus on the direct and apparent benefits. The destinations can have apparent short-term arrivals growth and the increase of visitors spending and business opportunities [12,13,14,15,16]. In favor of the improvements of the facility, infrastructure and employment rate, the tourism development is also conducive to establishment of a circumspect tourism service supply chain [17,18,19,20,21]. The visitor expenditures collected from the consumption of inbound tourists can eventually support the governmental finance and exchequer [19,22].



The concerns on fast-growing numbers are also arguing the sabotage of quality of life (QoL) [16,22,23,24]. When discussing the social influences caused by tourism growth, some researches reported the optimistic and positive relationship between QoL and tourism [15,25,26,27]. Nevertheless, there are evidences damaging the QoL along with the opening market for Chinese. Hong Kong revoked the confinements on Chinese group tours in 2002 and then announced the Individual Visit Scheme in 2003. With the fostering of untied policies, the visited spots were more popularized and the spending per Chinese person was booming. The consumed souvenirs were diversified thereafter. The complaints of overwhelming Chinese tourists and disastrous travel experience have brought negative image and repercussion [28]. The environmental/social disadvantages and cultural/habitual conflicts accompanying the tourism growth has been a serious dilemma while opening a new market to China.



Tourism is a confirmative approach to encouraging the interactions between tourists and residences at an appropriate visitor scale [29,30,31]. The tolerance soon declines and the prosperity becomes a burden after the tipping point [18]. When the origin and the host negotiate the wide open market for the commensurate profits for both sides, the internal safety of the host is exposed [32]. There are researches that agree that the visa control is one of the effective approaches to constraining the excessive Chinese outbound market [33,34,35,36,37]. Another argument about the open policy is the concept of market access management, which has a positive correlation with tourism competitiveness [38]. The market access concept is beyond the practical distance. It is an attractive ability that connects the travel demand [39,40]. For those destinations implementing the VisaScreen, the purposes are to fulfil other latent administrative intentions besides illegal immigration [41,42]. When applying the market access concept to the VisaScreen, the unduly limitation will be a curb to the number of arrivals [32,43,44]. It may trigger more demands [42].



The tourism policy-making process can be top-bottom for the purpose of administration tourism, or bottom-up for incorporating the stands of tourism industries. The China tourism policy study by Wang [45] found that the socioeconomic environments [46], the frame and the relationship of tourism associations, the coordination within the agency, the opinions of tourism industries and employees, the pressure and interest groups related to tourists and residences [47] are factors in deciding the direction of tourism policy. With multiple considerations, the tourism policy-making process is a negotiation process, which is divided into three steps. (1) After counselling and studying the suggestions from the pressure and interest groups, the government dominates the direction of the policy. (2) The government is to intervene in the conflicts among the pressure and interest groups, and to construct an overall advantage. (3) The pressure and interest groups participate in the leadership and democratic process with finance, sanction and society resources, in order to sway the direction of policy [48,49].




3. Importance–Performance Analysis (IPA)


Taiwan has enforced comprehensive administrations for a healthy market on receptions of Chinese travel agencies. This study argued the credits of these confinements and requests on tourism industries and its development. By presenting the results of the differences of IPA, the suggestions from the receptions of travel agencies to the government can be achieved.



3.1. The Importance of IPA


First introduced by Martilla and James [50], the IPA is a useful diagnostic instrument [51,52]. It is a technique for identifying and improving the priorities [53]. According to the analysis results, the decision-maker can therefore make the most of the limited resources effectively [54] and adjust the strategies for better implemental effects and relative competitiveness [55]. For the concise characteristic, the IPA was widely applied on Tourism Destination Competitiveness (TDC) to derive mighty strategies from the advantages [56].



IPA is a two-dimensional plot constituted by importance and performance scales to demonstrate the priorities of the analyzed items (Figure 1). Van and Immerwahr [57] explained the items scattered on dimension I are important and well-performed. When illustrated as government services, the items on dimension I are services that correspond with the public demands. On the opposite, the items on dimension III are less important and less performed. The performance of the relatively insignificant services can be increased by casting more efforts for the more public satisfaction, but the feedbacks are small. However, the critical dimension IV, which is the important items, is neglected. For a better allocation of the resources, the strategies, the tack and the strength need to be re-examined for these services. The services scattered on dimension II are not indispensable. These services have high performance but are not appreciated by the public. The credits imply the endeavor with potential problems, such as misallocation of resources or over-rectification on these items. The scattering plot of IPA can demonstrate the differences between governmental decision-makers and the public, and the items needed to be improved. In order to present the useful information to decision-makers, the validities of importance and performance are cautious.




3.2. The Application on Tourism


IPA provides a quantitative, solid, theoretical and concise approach to case analyses for tourism researchers [58]. This technique illustrates the merits and drawbacks of tourism products, services, and the competitions within industries or destinations [59,60,61], especially for these familiar with studies of leisure industries and tourism brands [62,63,64]. It also introduces the analysis of development and location of destinations [65,66], and the connections between business and tourism [60].




3.3. The Confirmation of Validity


The objectives of the researches decide the origin of the coordinates, either data-centered or scale-centered. A common criticism of IPA is the unpersuasive validity and reliability attributing to flaw research processes. The IPA is convincing with a concrete and professional domain knowledge and operational definition [56]. Nevertheless, Tarrant and Smith [67] stressed the absence of statistical validity or reliability on projection would lead to untruthful analysis consequentially. Such negligence was observed in some tourism researches [68]. These applications of IPA were queried for an error of validity caused by the attributes-oriented explanation of importance [69,70].



There are conceptive and measuring perspectives to confirm the validity of importance. The straight narration is the most popular and instinctive approach. It is also the main stream in the public survey guidance [71]. A lot of researches have realized the importance of consumer behaviors cannot explain the consumer satisfaction or their behavior changes [72,73,74,75,76]. The consumers are reluctant, or not aware, to express their inner motives and favors [72]. In a similar situation, the importance of public administration is measured by the satisfaction of stakeholders reflected from their complaints or commitments [77,78]. To avoid the arbitrariness of straight narration, there are more researches to provide useful designing, collective, and evaluative information for the government, decision-makers and citizens by combining other skills with IPA to present the relationship between importance and performance. Van and Immerwahr [57] constructed an entire performance regression model with independent performance of indexes. Even if the study contributed a supplement to the IPA without extra cost of new survey or redundant questionnaire, the premise of a regression model was fulfilled and the results of the study remained differences to real situation.




3.4. Introducing the Support Dimension to IPA


We can comprehend the degree of importance and performance via IPA. While discussing the validity of importance, a support attitude from the travel agency can demonstrate the identification and confirm the response of importance. This study introduces the ISA and IPSA by incorporating the support dimension to endorse the importance dimension. There are two assumptions we propose:




	
Without the external interference, the degree of support from travel agencies in administrative policy is extremely similar to the degree of importance they value.



	
The degree of external interference is the deviating distance of support from the importance.








According to the first assumption, the correlation of support and importance from the travel agencies equals to 1, which is a 45° line that passes through the origin of importance–support coordinates. The travel agencies value the importance based on the benefits for themselves or for the market. The more beneficial approach gains more support. The straight and perfunctory narration on importance can be rechecked by their support. To achieve the purpose of examination, the questions will be designed carefully to avoid the answer of support prejudiced by the importance.



The second assumption illustrates the measurement of external interference. The condition of travel agencies themselves or the socioeconomic environment will have their supportive attitude deviate from importance. An importance–support (IS) plot with the same origin as that of IPA can confirm the validity of importance and measure the external interference.



In the IS plot, we accomplished attitudes that the travel agencies toward the administrative policy. The travel agencies will fight for the items that scatter in both the important area (dimensions I and IV) and the region of support > importance. These items that are highly beneficial to agencies and industry are encouraged. For those items in the important area but with less support, the travel agencies will assess the necessity of the market and choose to cooperate even if there are external interferences to reduce their support.



The items scattered in the unimportant area (dimensions II and III) are considered less priority. The passive attitudes of travel agencies accompany criticism and complaint. In the region of support > importance, the agencies comply with dissatisfaction, and the authority shall expect an act-according-to-circumstances response rather than a self-regulating consequence. The most reluctant situation is in the unimportant and nonsupportive areas. The travel agencies will protest against the unreasonable items, or lobby the legislatives to deter the process from implements. In view of the backlash, the authority shall deliberate every detail and process, deal sincerely and fairly to strive for the understanding of industry, and ponder the necessity of the administration (Figure 2).





4. The Administrations on Chinese Inbound Market


Among 3,393,346 Chinese tourists who travelled to Taiwan for pleasure purposes in 2014, the number of group tourists was 2,002,655. The number of pleasure purpose went up to 3,437,425 in 2015. Even if it was influenced by the frigid interactions and declined to 2,845,547 and 2,093,548 in 2016 and 2017, respectively, China has remained the largest inbound resource for Taiwan in recent years. A tourism mechanism was implemented towards the receptions of travel agencies and the inbound market for administrative purposes. To have a complete picture of administrations designed by Taiwan authorities, the original intention and the consequential mechanism are introduced from Section 4.1, Section 4.2, Section 4.3, Section 4.4 and Section 4.5. Then, the result and the feedback of a survey, which was conducted on receptions of travel agencies, are illustrated in Section 5.1.



4.1. Quota to Total Quantity Control (TQC)


The total quantity control (TQC) on Chinese group arrivals and receptions of travel agencies is above all the administrative items. Beyond regular examination, an average quota of visa applications per day on Chinese group arrivals is enforced under the considerations, such as reception quality, capabilities of scenic spots, business order and structure, the cross-border transportation, social acceptancy, and the managing manpower. As part of the examining processes, this control is for the purposes of balancing the year-round arrivals and avoiding momentary excessive arrivals simultaneously. The average quota per day was 1000 persons in 2002, then gradually increased to 3000 persons in 2008 (July), 4000 persons in 2011, and 5000 persons in 2013 (April).



However, the receptions of travel agencies were apprehensive of the quota for not making the most of the potential group demands. With a flexible remedy of recruiting the daily surplus to high season from July 2008 to April 2013, the quota was accused of existing in name only. The historical high record was 11,144 group arrivals on 18 April 2012, which was 2.786 times than the quota. The living and travel quality were demoted when these were scrambles for tour buses and accommodations, and huge crowds of Chinese groups. In view of the shortcomings, the elastic adjustment then was applied as little as possible.



The visa control possibly has the tourists choose other destinations, and therefore lessens the market access. The receptions of travel agencies are liable for the loss of the visa application failure or an altered or hurried schedule caused by visa delay. In 2015, the waiting time to get visa for Chinese was about one month. Even the group travel agencies in China expressed the uncertainty was a threat for it and had driven the tourists to head to other destinations. On the opposite, Taiwan considered the destination could be a buyer’s market by exploiting the waiting phenomenon. It is an opportunity to select high-quality tourists. The success of the “hunger marketing” depends on the great demand to scarce supply, elite brand, and extremely added value of the product. Without extrinsic incidents, the Chinese outbound market is a tremendous supply. Even when facing the appeals from the travel agencies, Taiwan has a confidence to be an attraction for Chinese to recompense the long-cherished wish. Along with the brand name and controlled quantity, Taiwan had thrived to develop niche products. Then, the hunger marketing effect did happen with the waiting list for visa. The quantity control had blocked the possible tourists to travel to other destinations and derived some illegal operations, such as applying non-tourism or free individual travel (FIT) visa for tourism groups. This kind of operations is not confined by the quota and the regulations. It saves the waiting time and cost as well.



The travel agencies of Taiwan and China are required to have permission to run the Chinese grouping and reception business. Nonetheless, the qualifications are not barriers for Taiwan’s travel agencies. In order to correct some cases of borrowing permissions, Taiwan halted the application to freeze the number of receptions of travel agencies, and then incurred another criticism for market intervention.




4.2. The Obligation to Report


The reception travel agencies are obligated to report incidents that are against the regulations or irregular. The incidents include: when the number of a group does not agree with requirements, re-designating the tour guide, re-arranging the tour bus or driver, and revising accommodation or shops, disappearance member, emergencies and disputes. The receptions of travel agencies that fail to report the incidents will have punishments of “warning”, and then accumulate to suspension. From 2010 to 2014, 465 warnings and 26 suspensions for this reason were issued, and these punishments resulted in the damages of goodwill and profits.



The purposes to design the report mechanism are to fully comprehend the situations of Chinese arrivals and the reception arrangements, and for the on-site inspections. However, these purposes are not to increase the business in the first place. The receptions of travel agencies argue the reschedule of the itinerary is familiar and necessary. In order to meet the requirement, they have to report on trifles and add more workloads. When comparing to other behaviors that are against the regulations, report faulty is insignificant but exhausted and cost-consuming. They also stress the report requirement has little relationship with the quality enhancement. The receptions of travel agencies that are intended to dodge the inspection will not provide reports, and the effects of report are consequently underperformed.



The tax inspection can effectively expose the false report and support the on-site inspection. Through cross-reference, the tax report and reception report are mutual evidence. For example, the shopping itinerary of Chinese groups is confined to the members of the Travel Quality Assurance Association. These members are responsible for reasonable prices and commissions, and the return or exchange of unsatisfied goods. The transactions under the table will damage the business order and tax revenue. There are 5501 cases against tax and report regulations in the period from 2012 to 2014, and the total amount of the fine is approximate US$40 million.




4.3. The Benchmark of the Reception


A variety of reception depends on the flexibility of alliance and cost structure, and is decided normally by market. In order to meet the living standard and travel quality, Taiwan has listed the minimum reception cost as US$60 per person per day in the regulation since 2009. The benchmark has covered the operation cost, fee, tickets, wages and profits as well. The merit proposed by the administration is to remain a trustable and fair group operation, which will not be manipulated or deteriorated by the depression cost. On the other hand, the receptions of travel agencies debate the benchmark is merely a formality and hard to achieve. The economic scale and long-term relationship in the industry, rather than the benchmark, are the key factors in guaranteeing the profit. The agencies are proud of the ability to bargain and are reluctant to unveil the confidential cost structure. While the group travel agencies are responsible for the group fee, a shortage between group fee and reception cost can be retrieved from the commission. With no sanction to group travel agencies, the benchmark, contrarily, is a restraint to commission.



The delayed payment and extreme low group fees result in insufficient funds for receptions of travel agencies to operate the group tours. Taiwan negotiated a 45-day payment term in the contract in 2011, but somehow the statement has been on paper because of the sustainable relationship consideration. The receptions of travel agencies are eager for a solution by having discussions with China, rather than the administrative demands on Taiwan’s industry.




4.4. The Negotiations and Bilateral Management


The periodic tourism negotiation mechanism began in 2009. The broad issues related to policy implement, administrative management, operations against the regulation, disputes between travel agencies, the business transactions, etc. are communicated and delivered. The functions of the mechanism are promoting the understanding of each other, preventing the unhealthy operation, and conveying the concerns from the market. The role of China authority takes great part in the business development. First of all, a highly supervised market needs the supports from both authorities of destination and the origin. Secondly, the group travel agencies involve the formation of group fee and the itinerary. Third, the Chinese tourism market has suffered negative reputations such as forcing shopping, and given every effort to rectify it.



China announced a template of the contract in April 2014, which was adopted officially as the essentials of the revised Travel Law. The regulations include confinements on shopping arrangement and additional purchase beyond the schedule, clearer definition and calculation of “indispensable charge”, to compel the punitive duty of compensation on travel agencies. Before the implement (October 2014), the arrivals of Chinese groups rose to 141,887 persons in September (growing by 33.16% compared to that in the same month of the last year) to avoid the possible ban on the horizon. The number rose again after the negative growing rates from October to December (−33.57%, −22.09%, and −14.37%, respectively). The reaction from the market showed that the deterrent effect was elaborated but still needed prolonged efforts and consistent approaches.



As the mechanism implemented in domestic industries can only get half of the result, there are expediencies to govern the travel agencies and tour managers from origins. Based on the adequate and concrete evidences, a rejected order issued by the Taiwan authority is a prompt method to forbid dishonored operations. By the end of May 2015, there had been three group agencies and four tour managers listed, which were not able to do business with Taiwan side.




4.5. The Quality Products


Besides the market order, another goal of the administrative mechanism is to upgrade the quality. In Taiwan’s public administration experience, the public power can also give directions to the development of products and niche market by administrative approaches. When the high-quality group was distinguished from the normal group in 2013, the higher reception standard was framed into the regulations along with exclusive quota. Encouraged by the saving time on visa approval, the travel agencies design products of high quality beyond exhausted and superficial schedule. To the administrative view, it implies more inspections on the high-quality group to meet the standards.





5. Survey and Findings


5.1. Survey on the Receptions of Travel Agencies


Besides the travel license, the travel agencies in Taiwan which intended to arrange tours for the tourists from China were required to acquire a reception permit and pay a travel agency guarantee deposit. The qualified travel agencies were obligated to comply with the administration and would be punished as a way of warning, fine or suspension while violating the regulations. By coordinating the contact person in each travel agency in advance, a survey on 215 non-suspended receptions of travel agencies was conducted in January 2015. These questionnaires were personally designated to the superintendents who were responsible for the business of tourists from China. The distribution and retrieve of the questionnaires were proceeded personally or by mail in one month; the 154 valid results were represented as a sample in Table 1.



The priority of tourism quality and quantity depends on the mission of each phase. Compared to the free market mechanism, the active administration to interfere the operation will achieve the mission and damage some advantages of the industry. The necessity of the administration needs to be re-examined frequently and gain the assurance from the industry. This study introduced support questions to IPA and produced the IS and IPS plots to express the relationship of these items.



A survey on 215 non-suspended receptions of travel agencies was conducted in January 2015. The questionnaire was designed based on the practical consideration and the intension and mechanism of Taiwan’s administrations on Chinese inbound groups. The issues covered policy and management, group fee and commission, inspection and punishment, negotiation with China, and quality enhancement of the product. The total group tourists received by top 20 receptions of travel agencies occupied 51.8% of the market in 2014. The number of tourists from China arranged by 215 non-suspended receptions of travel agencies was 2,002,655 in 2014. By examining the screen plot, the reception volume of each travel agency had major differences. To present the opinions from various reception volumes, the reception travel agencies were classified into four stratums according to the range of reception volume on the screen plot. The travel agencies which had a considerable reception volume are classified as stratum 1, which is illustrated as following: (1) “Extremely high” is for over 60 thousand group tourists. There were six agencies and their volumes accounted for 21.7% of the whole market. Five agencies were punished in 2014. (2) The “High” volume is from 30 thousand to 60 thousand, accounting for 30.1% of all. Nine of the 14 agencies were punished in this stratum. (3) The “Medium” volume is from 12 thousand to 30 thousand, accounting for 26.1%. Fourteen of the 28 agencies were punished. (4) “A Little” volume indicates below 30 thousand tourists, accounting for 22.1%. Twenty-six of the 167 agencies were punished.



The receptions of travel agencies valued importance and performance and expressed their support on each of the 15 administrative items, which are “1. Reception Fee”, “2. Report Obligation”, “3. Halt (the Number of Reception Travel) Agencies”, “4. Quota Control”, “5. Low Group Fee”, “6. Delayed Payment (from the Grouping Travel Agencies)”, “7. Excessive Commission”, “8. Inspection Density”, “9. Tax Inspection”, “10. Warning and Suspension”, “11. China’s Management”, “12. Chinese regulation”, “13. Bilateral Negotiation”, “14. Quality Products”, and “15. Healthy industry”. The seven-point Likert scales for each item in three parts are: “1. Extremely not important” to “7. Extremely important”, “1. Poor performance” to “7. Excellent performance”, and “1. Strongly not support” to “7. Strongly support”. There were 154 replies from managers and superintendents who actually operate the Chinese business, and the response rate was 71.6% (Table 1).




5.2. Findings


The IPA in this study is data-centerd and the averages of importance and support are 5.56 and 5.47, respectively. The average of performance is 3.55, which is much lower than importance and support (Table 2). The importance scores of 7 items are higher than their average, while the performance and support have 8 and 6 items, respectively. Further looking into the rank of 13 items in the three dimensions, the ranks of importance are similar to the ranks of support, but these two trends are opposite to that of performance. By comparing the difference between support and performance, 6. Delayed Payment (3.81), 11. Chinese Management (3.81), 5. Low Group Fee (3.67) and 12. China’s regulation (3.66) are the items with largest gaps. According to the IPA plots, we concluded findings as follows.



5.2.1. The Whole Administrative Control is Necessary, but the Performance is Under the Industry’s Expectation


The scores pointed out an above-the-average importance of the whole administrative control and a below-the-average performance, which are “slightly important” and “less performance”, respectively. The receptions of travel agencies approved the core concept of administration but the implement somehow needs to be corrected. They elaborated design on every receptive segment and relatively severe punishments than other markets requiring enormous administrative cost, resulting in disturbance. We found the items scattered widely and the agencies identify themselves with some items. It implies a resource displacement.




5.2.2. The Group Fee and Bilateral Management-Related Items are Most Important and Least Performance


The items scatter mostly in dimensions II and IV, which represent “not important with good performance” and “important but performance is not good”. Within the seven items in the important area (dimensions I and IV), only 15. Healthy industry is in dimension I, other items (6. Delayed Payments, 5. Low Group Fee, 11. Chinese Management, 1. Reception Fee, 13. Bilateral Negotiation, 12. Chinese regulation) are in dimension IV (Figure 3). The important but under-average performance items focus on the group fee and Chinese superintendence. The main reason is the frequent and considerable cash flow of the reception. More group tourists need more turnover cash. What is intriguing is more group tourists also cause more shortage of the group fee payment from the group travel agencies. It drives the receptions of travel agencies to bargain lower price for more tourists to cover the shortage. The vicious cycle can be rectified by constructing a reasonable cost structure.



Other appeals, besides the group fee, are the bilateral management for the effective management on the group travel agencies of China. Manipulating the reception by quantity and payment delivered, the group travel agencies can be the trigger of the illegal operations in Taiwan. Benefiting from the origin of the culture, the Chinese agencies are familiar with the regulation and organization, and can easily demand or initiate the unacceptable operations. The receptions of travel agencies must be the punished subjects while the group agencies are free of responsibilities.




5.2.3. The Key Point of Resource Allocation is Not to Enhance the Credits of Inspection and Administration


There are eight items in the unimportant area (dimensions II and III), and only 7. Excessive Commission is in the dimension III (neither important nor with good performance). Those that are not important and with good performance are 9. Tax Inspection, 8. Inspection Density, 4. Quota Control, 3. Halt Agencies, 2. Report Obligation, 14. Quality Products, and 10. Warning and Suspension. We found the seven items scatter in dimension II are for inspection and administration purposes. From the angle of authority, the resource shall be mastered to ensure a good performance. The illegal scene and effort therefore need to exhaust lots of cost to have the application under control. From another angle, the good performance, especially inspection, indicates the loss of income and brand name. The imbalance credits happen when some illegal operations are minor but accumulative to strict punishments. The intimidating effects are achieved but do not foster the market.



Comparing to the only one item in dimension III, 7. Excessive Commission, we understand the travel agencies tend to deal the commission distribution from the market rather than from administrative force. When there is a failure occurring, the agencies also complain the incompetence of the administration.




5.2.4. The Agencies Support the Whole Administration Even When the Performance Is Less than Average


While the average score of performance is 3.55, the average score of support from the travel agencies is 5.47, similar to the importance average score of 5.56 (Table 2). It expresses their support to the whole mechanism. We found the performance is not appreciated but the agencies still support the mechanism designed has considered both the administration and market. However, a more effective approach to catering to the demand of the agencies needs to be discussed.



Most of the items scatter in dimensions I (Important and Support) and III (Neither Important nor Support) in the IS plot (Figure 4), which direction is opposite to the IP plot. The positive relationship in the IS plot echoes the two assumptions we proposed, which are the agencies will support the administrations that benefit themselves, and the external interference to the importance that can be measured. When mapping the IP and IS plots, and the horn shape implies the differences between performance and support are getting large when the items are more important (Figure 5).




5.2.5. The Group Fee and Negotiation with China Items are Most Encouraged


There are five items scatter in the “Encourage” area of IS plot: 6. Delayed Payment, 5. Low Group Fee, 11. Chinese Management, 12. China’s Regulation, and 13. Bilateral Negotiation. It illustrates a top priority job that the agencies tend to solve the unreasonable business model from the origin. The authority of China responded in 2015 by announcing the regulation on the market management, the order construction, and the consumers’ rights protections. The declaration was for Chinese inbound and outbound market, and also a heart-strengthening shot to the agencies in Taiwan.



1. Reception Fee and 15. Healthy industry are in the “cooperate” area, as they are important but less supportive with external interferences. It remains a debate that the reception fee is decided by market or administration. The authority demands the threshold for the purpose of industry development but gains a result of underperform.




5.2.6. The Agencies to Protest against “Quota Control” Most


Among the five items scattered in the “protest” area (9. Tax Inspection, 4. Quota Control, 3. Halt Agencies, 7. Excessive Commission, and 10. Warning and Suspension), 4. Quota Control is the most unwelcomed. The agencies oppose or plead for the control removal occasionally. While the authority and social groups are seeking the maximum benefits by balancing the reception capability, tolerance, and development, the confronting positions of authority and agencies would be inevitable.



The “act-according-to-circumstances” area reflects a passive reaction on 14. Quality Products, 2. Report Obligation, and 8. Inspection Density. The authority may not encounter fierce objection but non-cooperative conducts are also expectable. These items can be confined in certain intensity to bring order out of chaos.




5.2.7. The Authority Shall Work Hard to Diminish the Gap between Performance and Support, Instead of Performance and Importance


We mapped the IP and IS plots to generate a new IPS plot at the same importance scale. As a practical administration shall win the support from industry, the IPS plot can provide the difference information of performance and support. In this study, the horn shape indicates the important items have bigger gaps of performance and support than those in the unimportant area (Figure 5). The average difference is 3.08 in the important area, and the differences of 11. Chinese Management, 6. Delayed Payment, 5. Low Group Fee, and 12. China’s regulation are over 3.6. The average difference of the unimportant area is 0.90. In other words, the authority shall distribute more efforts to the items in the important area, and the level of Performance therefore can be improved obviously. An ideal situation of positive IP line that is consistent with the IS line is the most optimal administration mechanism.






6. Discussion and Implication


An open tourism policy is no doubt a booster for economic growth and internationalization. Taiwan shall not be absent in the competition of striving for a new and potential market like China. Taiwan took action in early stages to keep the market order from deterioration. The mechanism is designed for both management and development. However, the effect of this mechanism has to be examined by industry. The goal can be reached via the cooperation of origin and host. We applied the IPA to present the least support from the receptions of travel agencies, for the interference plays certain part in mechanisms to maintain the market order. The result also shows the direction and resource distribution need to be justified. The group fee, negotiation with China and the quota control-related items are most appealing for improvement. Although there are good performances on reception standard and inspection, the appreciation is only visible from the agencies when the problems are solved.



The purpose of public administration cannot only for the benefit of industry. The maintenance of market order from the intended behavior against the regulations is necessary. Nevertheless, the intensity of the administration can be loosened along with the mature of the market. With the minimum control, the agencies will complain less, strengthen the ability of self-control, and increase their competitiveness. Another advantage is the authority can make the most of the resource to reach the goal effectively. The obligation of the administration is then only on the regular requirements to confine misbehaviors and maintain the good order. There were 13 administrative items integrated in this study. Administered by these various requirements, the travel agencies demonstrated their viewpoints by grouping important and less important items. The results suggested the travel agencies would support the items which were valued as important. Nevertheless, some items were valued important but performed poorly. Others were well-performed but less important. To make the most of the administrative resources, miscellaneous requirements should be trimmed off for the best effects. The tourism mechanism should incorporate the opinions and gain the support from travel agencies in both developing and enforcing stages.



There are several continuous issues for further research on this topic. For tourism management, the suitable tourism administration was to design under the goal of management, the characteristics of the market and the cooperation of tourism industry. The development, priority and effects of administrative measures in various situations would be a topic for study. For the IPA approach, this study proposed “support” dimension and addressed the confirmation of validity. Studies to confirm the validity and multi-dimension-integrated model could be the consolidation and extension in IPA research.




7. Conclusions and Limitation


The tourism interaction between Taiwan and China fosters a comprehensive administration in Taiwan. Beyond the tourism revenues, the mechanism was established under the consideration of market specialty in Taiwan, as well as the tourism sustainability and well-development. China has contributed the largest travel expenditures and become the most fast-growing outbound resource in the world since 2012. According to UNWTO World Tourism Barometer (May 2016), the number of outbound tourists from China was 128 million, and the travel expenditures reached US$292.2 billion, both dominating the global tourism market. However, the destinations which accepted tourists from China should take the impact and disorder, along with overloaded tourists, into account. The introduction of the integrated mechanism in Taiwan, as well as the approach proposed to examining the effects of the administration items in this study, was a useful reference to destinations.



This study introduces the support concept to verify the validity of importance. The ISA illustrates the reactions when the agencies face the administration. The follow-up researches can deliberate adequate questionnaire to confirm the validity of importance and further measure the differences between the resource allocation and implement. Through the evidence, the decision-maker can rectify the approach to meet the agencies’ expectation. In this case, the more important items have bigger gaps between support and performance. It suggests the effect of the administration is not totally covered, or the different interpretations of the important items remain huge. Take Quota Control as an example, the authority, industry and social groups shall proceed several communications to reach a consensus on balancing the business opportunity and sustainable tourism.



This survey was conducted in 215 non-suspended receptions of travel agencies. This study constructed a list of contact persons of the travel agencies. Through the discussion prior to the survey, the contact persons could ensure the retrieving and accuracy of the responses. The number of receptions of travel agencies even grew to 417 in December 2018, which indicated more communicative efforts. While the suspended agencies were excluded in this survey, the most negative criticism might not be adopted in the results. An elaborate qualitative analysis could represent the standpoints of the entire market, as well as the suspended agencies. A comprehensive administration should be developed from a process of policy-making. This study demonstrated unilateral valuation on administration from travel agencies. Nevertheless, a multilateral examination was necessary to value the policy and mechanism. The research from authorities and other parties could be the replenishment of this study.
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Figure 1. The importance–performance analysis frame. 
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Figure 2. The attitudes of travel agencies with degrees of support. 
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Figure 3. The IP plot of administrative effects of Chinese arrivals in Taiwan. 
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Figure 4. The IS plot of administrative effects of Chinese arrivals in Taiwan. 
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Figure 5. The IPS plot and the distance between performance and support. 
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Table 1. The response rate of the survey on receptions of travel agencies.
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Stratum

	
1

	
2

	
3

	
4

	
Total






	
Number of receptions of travel agencies




	
Population

	
6

	
14

	
28

	
167

	
215




	
Sample

	
6

	
13

	
28

	
107

	
154




	
Response Rate

	
100.0%

	
92.9%

	
100.0%

	
64.1%

	
71.6%




	
Number of tourists




	
Population

	
433,894

	
602,556

	
523,354

	
442,851

	
2,002,655




	
Sample

	
433,894

	
567,898

	
523,354

	
322,647

	
1,847,793




	
Response Rate

	
100.0%

	
94.2%

	
100.0%

	
72.9%

	
92.3%
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Table 2. The scores of importance, performance, and support.
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Items

	
Importance

	
Performance

	
Support




	
Scores

	
Rank

	
Scores

	
Rank

	
Scores

	
Rank

	
Difference with Performance






	
Average

	
5.56

	

	
3.55

	

	
5.47

	

	
1.92




	
6. Delayed Payment

	
6.51

	
1

	
2.55

	
14

	
6.36

	
3

	
3.81




	
5. Low Group Fee

	
6.42

	
2

	
2.51

	
15

	
6.18

	
4

	
3.67




	
11. Chinese Management

	
6.30

	
3

	
2.75

	
11

	
6.56

	
1

	
3.81




	
1. Reception Fee

	
6.06

	
4

	
2.62

	
13

	
4.96

	
13

	
2.34




	
13. Bilateral Negotiation

	
5.99

	
5

	
3.44

	
9

	
6.12

	
5

	
2.68




	
12. China’s Regulation

	
5.94

	
6

	
2.75

	
11

	
6.41

	
2

	
3.66




	
15. Healthy Industry

	
5.73

	
7

	
3.89

	
6

	
5.48

	
6

	
1.59




	
10. Warning and Suspension

	
5.38

	
8

	
4.65

	
2

	
5.00

	
12

	
0.35




	
14. Quality Products

	
5.25

	
9

	
3.82

	
7

	
5.42

	
7

	
1.60




	
2. Report Obligation

	
5.12

	
10

	
4.74

	
1

	
5.42

	
8

	
0.68




	
7. Excessive Commission

	
5.06

	
11

	
3.07

	
10

	
5.14

	
10

	
2.06




	
3. Halt Agencies

	
5.05

	
12

	
4.00

	
5

	
5.16

	
9

	
1.16




	
4. Quota Control

	
4.90

	
13

	
3.61

	
8

	
3.95

	
15

	
0.34




	
8. Inspection Density

	
4.86

	
14

	
4.27

	
4

	
5.14

	
10

	
0.86




	
9. Tax Inspection

	
4.75

	
15

	
4.54

	
3

	
4.69

	
14

	
0.16
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