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Abstract

Visitor surveys generally ask how satisfied visitors are with aspects of their museum experience. But this is to ignore other, key, questions: Does the audience really care about each aspect of the museum equally? Is the museum under-performing in some areas and over-performing in others? 
Importance-Performance Analysis (IPA) looks at two dimensions of visitor response to museum services. It examines both how well a factor contributes to a given goal as well as how important that factor is to the audience. This information should be invaluable to museum managers faced with the task of deciding how best to direct their limited resources.
By understanding both the importance and performance of a given factor, museum managers can discover where they are succeeding, and where they need to improve. Moreover, the results may show which factors can be disregarded or ignored altogether. 
The main aim of this research is to conduct an importance-performance analysis of museum visitors to determine those factors that affect their decision to visit (or revisit) museums. A quantitative questionnaire survey was employed in this research to identify how well a range of factors contributed to a given goal as well as how important those factors were to the museum visitor. The Taipei Fine Arts Museum was chosen as the case study museum.  
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1. Introduction 

The evaluation of visitor satisfaction is a critical issue for museum management. It is important that museum professionals identify the vital service performance factors that generate visitor satisfaction, and that they thoroughly understand the needs of their visitors.  

In order to improve visitor satisfaction, museums are placing increasing emphasis on the evaluation of: visitor satisfaction, things that make visits more enjoyable, visitors’ perceptions of museums, their motivations for visiting and the overall museum experience. However, they are limited in the way that they look at either attribute expectation or attribute performance of museum services in isolation. This can make it difficult for managers to convert the results into action (Martilla and James, 1977). 

Various visitor studies conducted around the world have indicated that museums everywhere are facing similar problems. Many museum managers allocate energy and resources to addressing these issues. But are these managers in fact misdirecting their efforts? Consumer behaviour researchers argue that visitor satisfaction is determined by the relationship between visitors’ expectations before their visit and perceived service performance (Kotler and Armstrong, 2008; Parasuraman, Zeithaml and Berry, 1985). But previous visitor studies have not explored the gap between visitor expectations and perceived services. They do not measure the degree of visitor satisfaction, since most only examine either attribute importance or attribute performance.
This limitation may be overcome by the use of an easily applied and low cost technique, importance-performance analysis (IPA). IPA has been employed in this research to demonstrate how both the importance and performance of museum service attributes may be assessed. By using a visitor satisfaction survey combined with IPA, museum professionals can make rational decisions about how best to allocate the limited resources available to achieve the highest degree of visitor satisfaction. The Taipei Fine Arts Museum was chosen as the case study museum. 
2. Importance-performance analysis (IPA)  

IPA, first introduced by Martilla and James in 1977, can provide insights into which service attributes a museum should prioritise, and where it can afford to spend less. IPA is an easily applied technique which can be used to identify the strengths and weaknesses of museum services. It involves evaluating different aspects of a museum’s output in terms of visitors’ perceptions of performance in certain key areas, and in terms of the perceived importance of each of these performance areas. IPA has been widely used in the tourism field, the service industry and education institutions (e.g. Alberty and Mihalik, 1989; Chu and Choi, 2000; Matzler, Sauerwein and Heischmidt, 2003). 

The IPA can be used to divide museum service attributes into 4 categories according to their level of importance and performance as perceived by museum visitors. IPA utilises a matrix to examine those attributes which are most important to museum visitors and have the highest impact on overall visitor satisfaction but which are perceived as showing low performance. By using scores of mean importance and performance and pairing them together, each attribute can be put into one of the quadrants of the importance-performance matrix. 

In Figure 1, the vertical axis indicates perceived importance and the horizontal axis shows the performance of the attributes. The importance-performance relationship may be interpreted as follows:  

1. Quadrant A (strength): Attributes evaluated by visitors as high both in importance and performance; these show strength and that the museum should keep up the good work. This position indicates that visitors value this service attribute and are satisfied with TFAM’s performance. 
2. Quadrant B (weakness): Visitors value this service attribute but show low satisfaction with the TFAM’s performance. Museum managers should concentrate on these attributes without delay in order to improve overall satisfaction. 

3. Quadrant C (low priority): The attribute is rated low in performance by museum visitors; however, they do not perceive this attribute to be important. Attributes located in quadrant C are of low priority and require no additional action. 

4. Quadrant D (possible overkill): Attributes in quadrant D are rated low in importance but high in performance, indicating that museum resources committed to these attributes might be better allocated elsewhere.  

The findings of the importance-performance analysis can be used to help museum managers determine a marketing strategy. For example, attributes in quadrant A indicate TFAM’s strengths and should be heavily promoted. On the other hand, weaknesses in quadrant B should be made top priorities and targeted for immediate improvement action. 
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3. Design and method

Museum services not only comprise the collections and exhibitions, programmes and labels but also seating, catering services, shopping and even the museum setting. The visitor experience depends on how this bundle is combined (Falk and Dierking, 1992; Johnson and Thomas, 1998; Kotler and Kotler, 1998); thus, every aspect of museum services needs to be evaluated. 

A questionnaire survey instrument was developed to evaluate visitor satisfaction with museum services in the Taipei Fine Arts Museum (TFAM). The instrument was created to evaluate attribute importance and performance, and overall satisfaction; 594 museum visitors were interviewed in the TFAM to evaluate their perceptions of museum service attributes. 

The questionnaire evaluates TFAM services with regard to 19 items (Table 1). Fieldwork was carried out over a five-week period, from 17th of May to 15th of June, 2008. Two interviewers were employed and trained to aid the researcher to carry out interviews. The questionnaires were administered by the research assistants at the exit of the TFAM. In order to reduce bias, every tenth visitor was interviewed systematically. If a visitor was not willing to accept the interview, the next visitor would be asked to fill in the questionnaire. 
Visitors to TFAM were asked 19 questions about their expectations and perceptions of services. In this study, they were asked to rate importance on a 5-point Likert scale (1 = not at all important, 5 = very important); and satisfaction was also evaluated on these 19 questions using a 5-point scale rating from 1 = very unsatisfied to 5 = very satisfied. The findings of the research are presented in the next section.

	Table 1 Operationalisation of service attributes

	No.
	Attributes 

	1
	Collections & exhibitions 

	2
	Reputation of artist

	3
	Display techniques

	4
	Interactive exhibitions

	5
	Well-designed visitor pathways

	6
	Well-designed exhibit labels 

	7
	Guides with good communication skills 

	8
	Quality museum guidebook 

	9
	Interactive multimedia facilities

	10
	Reasonable admission fee

	11
	Workshops 

	12
	Comfortable surroundings

	13
	Helpful museum staff

	14
	Attractive museum gift shop 

	15
	Decent catering services

	16
	Sufficient parking spaces

	17
	Sufficient and clean toilets

	18
	Well-designed traffic signs to museum

	19
	Longer opening hours 


4. Results

The Taipei Fine Arts Museum’s (TFAM) products and services were rated as in Table 2. The table indicates a mean importance attribute of 3.74 and a mean performance attribute of 3.66. 
Measuring TFAM’s product importance generated the following results: “comfortable surroundings” (4.25) were rated as the most important attribute, followed by “helpful museum staff” (4.14), “well-designed traffic signs to museum” (4.13), “sufficient and clean toilets”, and “well-designed exhibit labels” (4.02). The least important attribute was the “decent catering services” (3.26). However, when visitors were asked to evaluate the performance attributes, the “reasonable admission fee” was the highest (4.18), followed by the “collections & exhibitions” (3.98), “comfortable surroundings” (4.05), and “helpful museum staff” (3.91). “Decent catering services” (3.45) was the lowest-rated performance attribute. 

	Table 2 Importance-Performance ratings for museum services

	No.
	Attributes 
	Importance (mean)
	Performance (mean)

	1
	Collections & exhibitions 
	3.95
	3.98

	2
	Reputation of artist
	3.32
	3.88

	3
	Display techniques
	3.68
	3.70

	4
	Interactive exhibitions
	3.67
	3.73

	5
	Well-designed visitor pathways
	3.98
	3.56

	6
	Well-designed exhibit labels 
	4.02
	3.58

	7
	Guides with good communication skills 
	3.52
	3.45

	8
	Quality museum guidebook 
	3.83
	3.51

	9
	Interactive multimedia facilities
	3.39
	3.44

	10
	Reasonable admission fee
	3.87
	4.18

	11
	Workshops 
	3.43
	3.39

	12
	Comfortable surroundings
	4.25
	4.05

	13
	Helpful museum staff
	4.14
	3.91

	14
	Attractive museum gift shop 
	3.30
	3.38

	15
	Decent catering services
	3.26
	3.20

	16
	Sufficient parking spaces
	3.42
	3.37

	17
	Sufficient and clean toilets
	4.02
	3.82

	18
	Well-designed traffic signs to museum
	4.13
	3.66

	19
	Longer opening hours 
	3.71
	3.55

	
	Total
	3.74
	3.66


The attributes in quadrant A are those which are valued by visitors, and with which they are satisfied. TFAM should keep up the good work here. Five attributes are located in quadrant A: “collections & exhibitions”, “reasonable admission fee”, “comfortable surroundings”, “helpful museum staff”, and “sufficient and clean toilets” (Figure 2). 

Quadrant B shows TFAM’s weaknesses. Visitors valued these attributes but showed low satisfaction with the museum’s performance. TFAM should focus on these attributes immediately in order to improve visitor satisfaction. Four attributes are located in quadrant B: “well-designed visitor pathways”, “well-designed exhibit labels”, “quality museum guidebook” and “well-designed traffic signs to museum”. 

Attributes located in quadrant C are of low priority and need no additional action. Visitors did not perceive these attributes to be important; nevertheless, they still rated them as low in performance. Seven attributes are located in quadrant C: “guides with good communication skills”, “interactive multimedia facilities”, “workshops”, “attractive museum gift shop”, “decent catering services”, “sufficient parking spaces” and “longer opening hours”. 

In principle, attributes in quadrant D are rated low in importance but high in performance, indicating that the resources TFAM commits to these attributes might be better allocated elsewhere. TFAM was judged to be doing a good job of mounting interactive exhibitions and displaying its collections, and of showcasing popular artists, although visitors perceived these features as less important. Nevertheless, the museum should maintain a high standard in these areas since they are the core services of the museum.         
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5. Conclusions

Museums must deliver high visitor satisfaction if they are to maintain a competitive edge, and it is up to museum managers to identify the critical service performance attributes that generate this visitor satisfaction. Visitors are satisfied when the museum’s performance matches their expectations. However, many traditional visitor studies have evaluated either visitor expectations or actual service performance only, rather than both. The lack of systematic study into visitor expectations and museum performance is making it more difficult for museum professionals to develop a sound marketing strategy. Importance-performance analysis offers a number of advantages when it comes to assessing visitor acceptance of museum services: it is an easily applied technique and can be used to identify a museum’s strengths and weaknesses. This study demonstrates how to assess the importance and performance of museum service attributes – in this case as they are perceived by museum visitors to the Taipei Fine Arts Museum, a publicly owned museum in Taiwan. The main aim of this research is to show how IPA of museum visitors can be used to identify the decisive factors that influence these visitors to commit to museum visiting, and, ultimately, how the technique can help museums to allocate their resources with more confidence.  
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