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This study aimed to develop and prioritize practical strategies for sustainable tourism
development in Miami County using SWOT and QSPM analytical models. The
research is applied in nature and follows a descriptive-analytical methodology. Data
were collected through library research, field studies, expert interviews, and 50
questionnaires.The statistical population included tourism and urban planning
specialists, along with tourists visiting Miami County. Purposive and convenience
sampling were used for experts, while simple random sampling was applied to tourists.
A researcher-made questionnaire was employed, validated by experts and showing
high reliability (Cronbach's alpha > 0.7).The Internal Factor Evaluation (IFE) and
External Factor Evaluation (EFE) matrices yielded scores of 2.97 and 3.07
respectively, indicating an aggressive-competitive (SO) strategic position for the
county. QSPM analysis prioritized the following strategies: Diversifying and attracting
domestic/foreign tourism investment (Score: 3.97) Expanding communications,
advertising, and national conferences to promote local capacities (Score: 3.56)
Implementing training courses to enhance local workforce skills (Score: 3.43)
Developing tourist-friendly culture among local communities (Score: 3.42) The
findings emphasize that current tourism development in Miami requires focused
implementation of these priority strategies, particularly in advertising, investment
attraction, and human resource empowerment.
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1. Introduction

The tourism industry is currently recognized as one of the most dynamic and lucrative sectors of the global
economy. According to the World Travel & Tourism Council (WTTC, 2023), the industry's contribution to global
GDP reached $7.6 trillion in 2022, indicating a strong recovery post-COVID-19 pandemic, and it is forecasted to
reach $15.5 trillion by 2033. In developing countries, tourism is often considered an engine for economic and local
development. It can play a significant role in achieving sustainable development goals by creating diverse job
opportunities, reducing regional inequalities, and helping to diversify single-product economies (Webster, 2017).
Miami County, located in the east of Semnan Province, covers an area of 8,356 square kilometers with a population
of 38,718 people (based on the 2016 census). It is situated on the southern slopes of the eastern Alborz mountain
range. The county boasts a privileged geographical position as the main passage for pilgrims to Mashhad and a
crucial north-south transportation corridor in the country. Miami comprises 57 inhabited villages and 226
uninhabited villages and was officially promoted to a county in 2011 (Semnan Province Statistical Yearbook,
2021). According to data from the Semnan Governor's Office (2023), the average stay of tourists in this county is
less than 3 hours, and the unemployment rate in the services sector is higher than expected. The most significant
challenges facing tourism development in Miami include a shortage of modern accommodation and hospitality
infrastructure, the lack of integrated management and a strategic plan, weaknesses in promoting and branding its
attractions, and a shortage of skilled human resources. Therefore, this research aims to determine and prioritize
development strategies for Miami County and provide operational recommendations for implementing the priority
strategies. While previous studies have adequately acknowledged the existence of tourism potentials in Miami
County and the necessity of paying attention to them, the research gap and innovations of the present study can be
summarized in the following key areas:

- Quantitative Prioritization of Strategies: The main distinguishing feature of this research compared to
similar studies is the application of a combination of the qualitative SWOT model with the quantitative QSPM
technique. This combined approach elevates the research output beyond providing a general list of strategies to a
numerical and precise prioritization based on "Strategic Attractiveness Scores."

- Determining Strategic Position through Weighted Analysis: Another innovation of this research is the
determination of the precise strategic position of Miami County through the calculation and weighted analysis of
internal and external factors. This quantitative analysis accurately places the region in the offensive-competitive
(SO) quadrant of the Internal-External (IE) matrix, providing a scientific and robust foundation for strategy
formulation instead of relying on qualitative perceptions.

- Providing a Generalizable Framework: Although the case study of this research is Miami County, the
presented methodological framework (including the steps of identification, weighting, formulation, and
prioritization of strategies) serves as a flexible and practical model that can be generalized to other intermediate
cities in Iran. These cities possess tourism potential but face challenges related to infrastructure development and
integrated management. Therefore, in addition to addressing a local problem, this research also contributes to
enriching the literature on strategic tourism planning at the local level.

2. Literature Review

Small towns often find themselves on the periphery of macro-level development planning. However, these towns
can leverage their competitive advantages—"authenticity," "tranquility,” and "access to nature"—to become
attractive destinations for tourists seeking refuge from the monotony and crowds of metropolitan areas
(Hernandez &Matorel, 2025). Tourism development in such contexts can diversify the local economy and reduce
dependence on a single industry. Furthermore, by creating new employment opportunities, it can encourage reverse
migration and prevent social erosion. For tourism to become a successful catalyst for development, specific
prerequisites and conditions must be in place. Without them, tourism can become a source of degradation or
tension. To this end, tourism development should proceed from the bottom up, led by local institutions
(municipalities, city councils, local associations), to ensure alignment with the genuine needs and desires of the
community. The development of basic infrastructure is another critical success factor. Access to infrastructure
such as roads, internet, transportation, and basic services like potable water, sanitation, and security improves the
quality of life for residents even in the absence of tourists. It is evident that a small town cannot compete directly
with large, well-known destinations. Therefore, through smart branding and marketing, efforts should focus on
specialization and creating a unique brand (e.g., capital of medicinal herbs, a religious or therapeutic hub, etc.).
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Consequently, marketing should target specific, high-quality tourists rather than mass quantities (Pike, 2017). In
general, successful tourism development in small towns requires a shift from a centralized, one-dimensional
approach to a participatory, network-based approach. In this model, all stakeholders—including the public sector,
private sector, and local community—play a role in the planning and operational processes (Jamal & Higham,
2021). For Miami County, this theoretical framework carries several practical implications. First, tourism
development should not be viewed as a quick income-generating scheme but rather as a long-term project.
Furthermore, Miami's strategy must be founded on identifying and strengthening its absolute and unique
advantages (such as its transit location, geological attractions, and authentic rural culture), rather than merely
imitating models from other destinations.

3. Methodology

This research is applied in purpose and descriptive-analytical in terms of its nature and data collection method.
The research design was structured as follows: in the first stage, internal and external factors affecting the tourism
development of Miami County were identified through library studies and interviews with experts. In the second
stage, these factors were incorporated into a questionnaire and presented to the statistical population to determine
the weight and score of each factor. Finally, using the quantitative outputs, strategies were formulated and
prioritized. The primary data collection tool in this research was a researcher-made questionnaire consisting of 34
questions, divided into two sections. The factors were rated based on a five-point Likert scale. The content validity
of the questionnaire was assessed through interviews with university professors and tourism specialists, and their
feedback regarding the clarity, comprehensiveness, and relevance of the questions was incorporated. The face
validity of the questionnaire was also examined and confirmed through a preliminary study with 10 individuals
from the statistical population

4. Results

The findings indicate that tourism in Miami stands on the brink of growth. Success hinges on moving beyond
generalities and focusing on the implementation of targeted, practical strategies derived directly from the analysis
of the county's current situation. The priority lies with initiatives that can leverage external opportunities
(particularly its transit location and climatic diversity) to strengthen internal strengths (natural and historical
attractions), while simultaneously and swiftly addressing infrastructural and managerial weaknesses. The QSPM
results clearly demonstrate that attracting investment (ST1) and promotion and marketing (SO4) are the two main
priorities for tourism development in Miami County. This finding is fully consistent with the identified strategic
position (Quadrant 1l - SO), which emphasizes capitalizing on external opportunities by leveraging internal
strengths. Consequently, in the short term, it is essential to focus on promoting Miami's capacities through targeted
advertising campaigns along the Tehran-Mashhad corridor and on social media to generate demand. In the medium
to long term, attracting private and public investment for developing basic infrastructure (such as eco-lodges,
public restrooms, and signage for attractions) will be a prerequisite for sustainably capitalizing on this demand.
Alongside these two main priorities, strategies for community empowerment (WOS5) and human resource training
(WT4) must be pursued in parallel as essential foundations for sustaining future successes. Therefore, the action
plan for Miami's tourism development should be structured around these four key pillars.

5. Conclusion

This study aimed to formulate sustainable tourism development strategies for Miami County using an analytical
framework combining SWOT technique (for identifying internal and external factors) and QSPM matrix (for
quantitative strategy prioritization). The final findings provide a clear picture of the county's strategic position and
outline potential pathways toward progress and poverty reduction. The key findings can be summarized as follows:

1. Aggressive Strategic Position: Dominance of Opportunities and Strengths

The results from the Internal Factor Evaluation (IFE) and External Factor Evaluation (EFE) matrices indicate
that the county holds an aggressive strategic position (SO). This signifies that internal strengths and external
opportunities outweigh weaknesses and threats. In other words, the county possesses the necessary potential and
foundation to pursue active growth-oriented development strategies. The main components of this position include:

Core strengths: unique historical and natural attractions, fertile agricultural lands, and significant mineral
reserves.
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Key opportunities: growing domestic tourism demand, government support policies for less-developed
regions, and the county's potential transit location.

This combination creates an ideal foundation for designing strategies that maximize the use of internal
strengths to capitalize on available opportunities.

2. Strategy Prioritization Based on QSPM Analysis: From Theory to Practice

The Quantitative Strategic Planning Matrix (QSPM), by weighting factors and measuring the relative
attractiveness of each strategy, provided a more objective output than merely listing strategies. Accordingly, the
following strategies were identified as top priorities for the county, with their connection to SWOT factors and
rationale for high QSPM scores explained below:

First Strategy: Integrated Development of Ecotourism and Cultural-Historical ~ Tourism
This strategy directly stems from combining the key strength (S1: possessing historical and natural attractions)
and key opportunity (O1: growth in domestic and international tourism markets). It also indirectly addresses threats
(T) such as dependence on a single-sector economy (agriculture/mining) and seasonal unemployment. This
strategy demonstrated the highest strategic attractiveness among options due to its high potential for direct and
indirect job creation, foreign currency earnings, diversification of the local economy, and regional identity
building.

Second Strategy: Strengthening and Completing the Value Chain in Agricultural and Mining Sectors
This strategy is designed to transform traditional strengths (S2: high-quality agricultural products, S3: mineral
reserves) into sustainable competitive advantages. It addresses critical weaknesses (W1: lack of processing and
complementary industries, W2: raw material sales) while leveraging opportunities (O2: government support
policies, O3: market demand for value-added products). Focusing on value addition not only creates more stable
income but also makes the county more resilient to global raw material price fluctuations (a threat T), enhancing
its economic and strategic justification.

Third Strategy: Enhancing Critical Infrastructure, Particularly in Transportation and Communications
This is primarily a compensatory strategy (WT) aimed at reducing infrastructural weaknesses (W3: inadequate
road network, W4: limited access to high-speed internet). However, its success facilitates the implementation of
the previous two strategies and enables the county to fully capitalize on its transit opportunity (O4). Although
inherently costly, this strategy was identified as an essential prerequisite for others. Without infrastructure
improvement, attracting investment in tourism and processing industries would face significant challenges.
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