
TOURISM STRATEGIES - PERU




	Integration of Tourism strategies was definitely a challenge when using a third world country as the case.  However, this case study attempts to explore the strategies from Mintzberg’s five “Ps”, Porter’s generic strategies and Poon’s four principles.  Although, there are similarities between the strategies the themes are different, integration occurs when the topics and strategies intersect.

	In Peru, there has been a consistent, rapid increase of tourism in recent years with domestic tourism increasing by 4.2 percent per year while international tourism has increased by about eight percent per year. With a focus on income, Peru tourism has become the 3rd largest sector of wealth generation behind mining and agriculture. Nearly one in twelve people in Peru are employed in the tourism sector which is eight percent of the working population at 1.3 million workers. (Dos Manos Peru News, 2018) It is estimated that tourism revenue could increase to $27 billion by 2027. Of the tourism sector, food service accounts for the largest portion at 29.5% of the entire industry. World Travel Awards, in 2018 and for the sixth consecutive year, voted Peru as a ‘Best Culinary Destination’. (Market Line, 2020) With the incredible impact that tourism has on the country, it’s important to develop strategies and policies which will not only sustain current tourism but develop new markets to increase revenue. 

	All strategies started with the mission.  There are variations of strategies between the National Strategic Plan of 2025, Ministry of Tourism and Foreign Trade, the Bicentennial Plan, and the Master Plan as well as others. What they all have in common is the basic focus of specific strategies to improve tourism in Peru. For example, the National Strategic Plan of Tourism of Peru to 2025 has created four pillars to work towards in the next coming years. These include increasing the sustainability of tourism, tourists’ markets diversification, travel facilitation, and strengthening tourism through training. (OECD Tourism Trends And Policies 2020, 2020)

	This case study will focus on one of the largest strategy documents, however, the Ministry of Tourism and Foreign Trade (MINCETUR),  Originally tourism issues were discussed and implemented under the Ministry of Tourism, Industry, and International Commerce (MITINCI). This changed in 2003, when tourism became more of a focal point, and is now called the Ministry of Foreign Trade and Tourism (MINECETUR) (McGrath, 2004).  The general strategic mission of the MINCETUR is to “make tourism a competitive, socially inclusive, and environmentally responsible economic activity that will serve as a tool for the nation’s sustainable development”. Although the Ministry uses the word competitive as part of the mission statement, more emphasis is placed upon social inclusion and environmentally responsible economic activity creating a balance between tourism and the environment.  The one strategy beyond the mission that did include competitiveness was to increase competitiveness internationally with handicrafts promoting greater competitiveness in handicraft-making and handicrafts’ access to the international markets. The Peruvians use geometric designs when creating textiles, metal is transformed into beautiful jewelry, flower petals weaved into carpets as well as various creations of pottery and wooden carvings depending on the area of purchase. In Ayacucho, the Sarhua and Quinua communities rely on these sales for survival as well as the thousands of other families in other various communities. (Go2Peru, 2020)  

	Other MINCETUR strategic initiatives include; investment in tourism; innovation in tourist products and destinations; development of types of tourism including rural tourism and eco-tourism; sustainable use of natural resources; inclusion of cultural heritage in tourism offerings; the strengthening of tourism culture and awareness; creating rules and regulations for tourist and handicraft related activities; private-public coordination of forums and tourism management; decentralize tourism and handicrafts leading to diversification of training and education for those in those fields; promoting Peru as a tourist destination which contributes to decentralization and sustained increase in foreign currency earnings; increase Peruvian tourism related revenues to full satisfaction of tourists; and consolidation of Peru’s tourist brand along with development of country brand.  

I	n all of the MINCETUR strategies, elements of Mintzberg’s five P’s; plan; ploy; pattern; position; and perspective along with Porter’s generic strategies can be observed.  Additionally, Poon’s strategies of leadership of quality provision; putting customer needs first; and strengthening the organizational strategic position were directly addressed.  


Competitive Analysis

	
	Ranking 2013
	Ranking 2019
	Change

	Policy Rules and Regulations
	70
	30
	+40

	Environmental Sustainability
	85
	47
	+38

	Safety and Security
	118
	118
	0

	Health and Hygiene
	98
	93
	+5

	Prioritization of Travel and Tourism
	58
	72
	-14

	Air Transport Infrastructure
	75
	68
	+7

	Ground Transport Infrastructure
	121
	107
	+14

	Tourism Infrastructure
	67
	31
	+36

	ICT Infrastructure
	83
	65
	+18

	Price Competitiveness in T and T
	103
	82
	+21

	Human Resources
	80
	72
	+8

	Affinity for Travel and Tourism
	82
	8
	+74

	Natural Resources
	12
	13
	-1

	Cultural Resources
	43
	27
	+16

	Overall
	73
	49
	+24



	The competitive analysis was taken from the Travel & Tourism Competitiveness Report and could be interwoven with Mintzberg’s Pattern with regards to successes and failures.  The biggest change, affinity for travel and tourism was identified numerous times in the Ministry 2020 strategies and has the greatest improvement from 2013-2019 which suggest there was a focus on it previously.  Although some of the categories have changed or expanded, they show success in all pillars with the exception of natural resources and prioritization of travel & tourism.  Safety and security stayed the same which seems a little odd given that issues that safety and security present when traveling in third world countries.  A final success is the overall score has increased from being ranked 73 out of 140 countries to 49th. (Calderwood & Soshkin, 2019) (Chiesa, et al., 2013)

	As identified above, one disconnects in the data is the area of natural resources.  There is a heavy focus in the general strategic objective regarding environmentally responsible economic development and yet the natural resources data in the competitive report shows a decline, by only one point, of that focus.  It could be that the Ministry recognized the slipping and decide to put more focus on that in the strategy beginning 2020.    It is critical that countries create a balance between safeguarding the environment and economic growth through tourism.  Without strategic initiatives in place the risks are high, especially for third world countries.  For Peru, a major risk is this loss of biodiversity which will impact thousands of plant and animal species including butterflies in which the most species are located in Peru. (The Biodiversity Finance Initiative, 2017) Additionally, tourism is also impacting the rainforest, often referred to as the “lungs of the earth” as the country needs the rainforests protected to absorb the CO2 from all human activities thus reducing the carbon dioxide reaching the ozone layer.  According to UNWTO, there is a project in the planning stages for forests near ecolodges for $12 million to create more sustainable areas brought together through not only a grant but also the International Finance Corporation. (World Tourism Organization (UNWTO), 2017)

	From a strategic direction perspective, which is that of sustainable tourism which was identified as a component of the overall objective.  The World Tourism Organization has guidelines and practices that Peru adheres to with regards to sustainability. They describe sustainable tourism using many factors such as preserving ecological processes as well as conserving the natural heritage, culture, and biodiversity of the region.  The organization believes that there should be a fair distribution of economic benefits to host communities such as job opportunities, social services, and poverty alleviation.  Further they state a tolerance of intercultural interaction between host communities and the tourists should be part of the strategy. (Progress Report To The UNWTO Committee On Tourism And Competitiveness, 2016)

	Another strategic direction view, it seems that simply labeling an area as protect increases the interest in visiting an area increases the traffic from tourism to the area.  A study conducted in some of Peru’s protected areas found that labeling these locations as protected can increase tourism anywhere between thirty-three and one hundred percent. Other critical findings of this study were these areas generated $720 million in 2017 as well as employing more than 36,000 people. (Gribi, 2018)

	Other funding for sustainable tourism includes a project sponsored by Turismo Emprende.  A $3 million-dollar fund was created by the group for the purpose of smaller sustainable tourism projects, especially for remote communities. (Oxford Business Group, 2017)  In many situations, the investment is paying off.    “For every $1 invested in the effective management of natural resources in protected areas, we get $100 worth of value in benefits for people - in the form of clean water, food, natural medicines, and more.” (Holle, 2019)

	One of the biggest risks to sustainable tourism is Machu Pichu which has about 400,000 visitors annually which is amazing given its remote location.  If changes are not made to sustainable tourism, Machu Picchu could wind up on a list of World Heritage Sites in Danger and unfortunately has already made the list of ‘Most Rapidly Deteriorating Heritage Sites’. (Larson & Poudyal, 2012)

	A success story, referred to Mintzberg as ‘pattern’,  is sustainable tourism being practiced along the Amazon River.  There are three ecolodges near the river populated by the 200 Ese Ejja indigenous communities. They are owned and operated by Rainforest Expeditions which is one of the most successful eco-tourism companies in Peru. These families are not only the stakeholders being so close to their environment but also the shareholders receiving sometimes what would quadruple income of the families. (Collyns, 2013)

	Visiting highly visible tourist locations is the goal of most tourists.  Although the most popular, Machu Picchu is not the only archeological site in that region. There are 36,000 other areas, yet the government has, in previous years, rarely explored them as tourist destinations due to the lack of infrastructure involved in reaching those locations. The concentration on infrastructure developments to Machu Picchu is due to high proportion of international tourists visiting that specific site as opposed to other areas in Peru. (Larson & Poudyal, 2012) A recommendation in this area would be to limit the number of tourists allowed on the site or increase ticket prices in order preserve the location with the intent of some of this money going back to the indigenous people surrounding the area.

	However, by decentralizing the areas, such as Cusco near where Machu Picchu is located, it accounts for 80% of tourist’s destinations, PROMPERU specialists believe this could open up to another 25 different tourist markets. (Oxford Business Group, 2017)   Illustrating one of Porter’s strategies for differentiation, the segments of tourism that Peru is attempting to develop more by 2021 are rural tourism, lifestyle tourism, and ecotourism. (National Strategic Planning Centre, 2010)

	In order to create attention to other areas of Peru, the National Museum of Archeology is currently being built with the plan to open in 2021. This could mirror the attempt to draw tourism such as the GEM in Egypt which is slated to open by the end of this year, both housing large quantities of artifacts never been seen before by the public and near ancient pyramids. (Oxford Business Group, 2017)    Creating interest by tourists of these areas through the use of museums can also bring the awareness needed to encourage visitors to the differing locations beyond Machu Picchu.

	Through research into markets Peru has realized the potential with positioning itself in various segments. One such market is adventure tourism because they see a higher interest in UK visitors seeking that with longer stays and higher ability to spend more. (Marsh, 2018)  One could connect this strategy to Mintzberg’s concept of positioning.  This positioning opens up tourism to individuals who might prefer an active vacation rather than passive.  It could draw tourists from other areas of South American as well.  

	Travel is difficult in Peru.  Currently most visitors to Peru go through the overcrowded Jorge Chavez International Airport in Lima. A new airport, the Chinchero Airport is expected to open by 2022 and located in Cusco.  This will not only increase more passengers being able to fly to Peru but decrease the challenges tourists experience when flying to Chavez International Airport.   Additionally, Viva Air Peru, which is owned by Ryanair was able to secure 11 internal routes in 2017 within Peru creating low-cost flights within Peru. (Oxford Business Group, 2017)
This is important for travel facilitation due to the remote and distant locations visited by tourists to Peru.

	Investment in travel facilitation infrastructure is a must for Peru is if is to become and remain a competitive tourist spot.  Through 2021, MINCETUR is attempting to get a $1.5 billion investment for the sole purpose of improving infrastructure. A way to reduce governmental hurdles it to create the Ventanilla Unica de Turismo (VUT) with the hopes of allowing around $3 billion investments by new hotels. (Oxford Business Group, 2017) 

	One current issue for travel facilitation, and all tourism for that matter is the COVID-19 pandemic.   With the Covid-19 pandemic, it is estimated that there will be a loss of at least $4 billion from missed tourism opportunities. A strategy being implemented to hopefully reduce this large sum of money is to offer free entrance into archeological sites such as Machu Picchu by pensioners, children, and service employees between July and December of 2020. The government is also putting $8.7 million towards health security in not only into the 

	Although Human Resources was a net positive of +8 in the competitive analysis, a challenge to sustainable tourism is the gap between training, amount of personnel available to provide services and the ability to work with communities as well as educational awareness that could prove to be the largest factor affecting sustainable tourism especially in regard to protecting more natural areas. (Cienfuegos, 2011)  Sources of funding are available to address the challenge of working with the indigenous communities.  For example,  the Project Finance Performance between the government and International investors of the private and public sectors can donate for the better management of protected areas and has reached $140 million so far. One section of this commitment focuses on bringing local communities together to address the challenge of working with local groups.  The funding requires that each of the 76 protected areas must have local communities involved in the management of the areas as well as other stakeholders. (Holle, 2019)  A loss of cultural differences will impact 47 different languages spoken in 55 groups of indigenous people in Peru. (International Work Group for Indigenous Affairs, 2020)

	The need for training cannot be underestimated.  Training has to be inclusive and should not be limited to urban centers where rural individuals cannot afford the journey thus losing out on possible job opportunities. Workshops could be held throughout the country to give access to those that want it. (McGrath, 2004)  Although, the world has become a virtual community based upon the impact of COVID-19, it is highly unlikely that the rural community has access.  The recommendation then would be to use official training centers that are located outside of Lima, Cusco, and Chiclayo (Cenfotur, 2020) but still have the various curriculum of the larger cities including Peruvian Cuisine, Tourism Management, Hospitality Management, and Official Tourism Guides. (World Tourism Organization, 2020)

	Training that integrates Mintzberg’s perspective stage will also need to held.  Current laws and restriction prevent access to tourists by various cultures which is a disconnect with perspective.  Certain indigenous individuals who are not wearing traditional clothing when selling handicrafts, for example, are removed from city centers.  Other aspects affecting livelihood is the restriction imposed on the campesinos near Machu Picchu. They are not allowed to make buildings over a certain size, only allowed to have a certain amount of cattle, and are not allowed to have electricity. (Baud & Ypeij, 2009)  As the laws and regulations change, monitoring and managing will be critical to the success of the changes.

	This report has shown some of the initiatives in place to increase not only the revenue for the country in tourism dollars but brings awareness to some of the short comings these initiatives may have. In order to create a more sustainable Peru, it is imperative that money being thrown at the problem be the only solution. All the stakeholders involved, private and public sectors, as well as Peruvians and tourists need to come together through knowledge, research, and training to reduce their impact on the already fragile environments of Peru.
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