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Hybrid Travel Agents 

 Evolution of Japanese Travel Agents 
 
 
Slide 1:  OTAs versus Legacy Agents 
 
“The Age of OTA and the end of Legacy Agents” 
Throughout the world, many people claim that we have entered the age 
of online travel agents.  Many have pronounced the end of legacy 
agents.   The situation in Japan, however, is different. 
 
Legacy travel agents have adopted technology.  They apply high touch 
inventions to ensure the highest level of customer satisfaction and to 
convey the attractiveness of destinations in new exciting ways.  Such 
travel agents I will talk about today.  
 
 
Slide 2:  Experience Economy - Value created by differentiation 
 

Let me use the frame described by Joseph Pine Ⅱand James Gilmore 

in their book "The Experience Economy."  Evolution of products 
involves 4 stages:  commodity stage, goods stage, service stage and 
experience stage.  
 
For example, cheap coffee beans are transformed into goods, instant 
coffee.  This product is serviced at a coffee shop.  A mere cup of 
coffee is experienced by an unforgettable memory at a fashionable cafe 
thanks to the trendy atmosphere and excellent service.  
 
Up till now, technology has been applied at the stage of commodities 
and goods. 
 
 
Slide 3:  Experience Economy - Different competitive advantage 
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It began with the introduction of electronic ticketing in 1990s.  The 
system expanded to hotel and rent-a-car bookings.  At present, sales 
of dynamic packages (air tickets and hotel nights only) are on the 
increase.  You all know of the success of Expedia and OTA.  What 
has happened to legacy travel agents?  They still work in the service 
field which requires human knowledge and power:  group tours, MICE, 
high-in-experience SIT.  Legacy travel agents have been left with a 
limited number of choices.  
 
 
Slide 4:  Online Bookings Share 
 
Data on sales channels compiled by JTB Tourism Research & 
Consulting Co. shows that 72% book their hotels online.  Quite fewer 
people, 52%, book package tours online and about half consult with and 
buy their tours from travel agents.   
 
 
Slide 5:  Online Sales by Brand 
 
This slide shows data on Japanese OTA compiled by Phocus Wright. 
OTA’s sales increased by 23% from 2011 to 2013, with a total turnover 
of 15.7 billion US dollars.  The share of the two OTAs, Rakuten and 
Jaran, is 49%.  This growth, however, has been slowing down in recent 
years.  JTB, the largest legacy travel agency in Japan has founded its 
own OTA and holds 10% of the online market at present.  The 
company aims at expanding its share to 20% by 2020.  
 
JTB’s turnover at present stands at 18 billion US dollars.  2 billion US 
dollars come from online transactions.  Their goal of sales for 2020 is 
20 billion US dollars with 4 billion US dollars from online sales which is 
20% share of their total turnover.  JTB plans to turn its online business 
into the company’s growth engine.  
 
Legacy agents have been described as competitors of online sales. 
Doing both counter and online sales was presumed a form of 
cannibalism.  In other words, counter and online sales have been 
thought to be incompatible business models.  
 
Let’s see, however, what business model Japanese travel agencies 
have come up with. 
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Slide 6:  CRM with Omni Channel Strategy 
 
Let me give you an example of the regular purchasing behavior of JTB 
customers. 
 
First, they check the availability of hotel rooms at the destination on line 
or by phone. 
 
Then, they consult at JTB shops about the itinerary including hotels, 
transportations and optional tours. 
 
After that, they book through one of the three channels:  online, phone 
or JTB shops.  
 
JTB offers varied communication via the internet, phone or direct 
consultancy.  In other words, they offer communication channels that 
make their customers feel comfortable and at ease during the 
purchasing process. 
 
JTB has 763 shops in Japan and a call center with capacity of 400 
simultaneous calls.  Please note that they also have a competitive 
online service function such as OTA.  These three communication 
channels use the same personal data base.  This is a multichannel 
CRM. 
 
JTB’s target is to expand their active customer base from 2.7 to 3 million 
by 2020.   
. 
 
Slide 7:  Experience through Smart Glasses - Fukuoka Castle at 
present 
 
I would like to explain about the use of technology at experience stage. 
These are smart glasses.  What can I see through them? 
 
This slide shows the remains of the turrets of the Fukuoka Castle, 
destroyed by fire in the past.  Customers standing at this exact spot 
can listen to the guide’s narration about the feudal warlord Kuroda 
Nagamasa and the life of people 400 years ago.  
 
And then the guide asks everybody to put on the smart glasses.  
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Slide 8:  Fukuoka Castle through smart glasses 
 
After putting the glasses on, visitors are transferred back in time, to the 
castle which existed 400 hundred years ago.  By turning their heads, 
they get a 360 degree view of the castle town.  Thanks to the 
combination of technology and real-time story-telling, visitors can 
experience time-slip into the past.  
 
 
Slide 9:   Wearable Devices Expanding Rapidly 
 
Data compiled by the Ministry of Internal Affairs show that the use of 
wearable devices has increased 10 times compared to 5 years ago. 4 
million wearable devices are in use at present.  Smart glasses in 
particular help to experience history while enjoying present-day 
scenery.  
 
 
Slide 10:  The Usage of Wearable Devices  
 
KNT offers such tours also to the Edo Castle and Tomioka Silk Factory. 
The combination of real-time narration and mise-en-scene through 
smart glasses create a synergy effect, making every tour a memorable 
experience.  
 
Please visit the Smart Tourism Stand of KNT after this session. 
 
                          
Slide11:  Conclusion - Future of Tourism Industry in Japan 
 
Finally, we are back to the theory of Experience Economy.  Today,     
I gave you examples of two Japanese travel agencies adopting use of  
technology. 
.   
Japanese legacy travel agents offer not only commodity.  Their product 
development goes through the goods, service and experience stage, 
offering unforgettable experiences to their customers.  By presenting 
destinations in ever better and more exciting ways, travel agencies 
maximize the attractiveness of travel destinations. 
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New devices will be on show at the Tourism and Technology corner 
during Tourism EXPO Japan in September.  Come and see what is 
available to make travel more exciting than ever.  
 
 
Slide 12:  Hybrid Travel Agents 
 
In Japan, we are witnessing the birth of a new type of travel agent.  
Through their travel products they offer hospitality based on an 
integration of high technology and human touch. 
 
This is the hybrid travel agent. 
 
Look out for what they are coming up with next! 


