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Fate che il vostro spirito avventuroso
Vi porti sempre ad andare avanti per scoprire il mondo
che vi circonda con le sue stranezze e le sue meraviglie.
Scoprirlo significhera, per voi, amarlo.

(Kahlil Gibran)
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Introduction to the research design

Nowadays many destinations have an increased interest in concepts such as competitiveness and
innovation (Nordin & Svesson 2007). Above all, he classical Destination Management
Organizations(DMOs)in community and mature typeof destinations need to adjust their
activities and organizational models due to increased global competiéiod changing markets

and needgBieger, 1998ascitied in Beritelli, Bieger & Laesser, 2009)

GbS¢ Riéna siriciiles are the appropriate response for destinations and tourism
regions to meet globalizing tourism markets with increasing marketing costs. This
includestheNB @A A2y 2 F (2 dzNK A BiedeBtali2o90) G A2y 62 dzy RI

The question is then how can a tourism destination remain competitive and innovative? And is
there a link between the organizational structure atie overall performanceFew researcérs

have investigated this topic and as stated by the UNWTO, 2XL€here is a lack of knowledge

about the impact of different forms of governance on the operational performance and the
2NBIF yAT I GA2yFf &adNHzOGdzNB 2F | 5ah 65SaGAylFGAZ2

Hence,one of the major challenges for tourism destinations @sfind and introduce a form of
governance that bests fitthe internal organizatiorstructure andthe external forces. Several
authors have promoted and investigated the concept of destination governéestelliet al.,
2007;Nordin & Svesson2007 andPechlaner & Raich, 200B)it still severalquestionsneed to be
investigated a K2 g A2 @SNY I yOS A& LINBRdzOSR>X ¢gK2 3I233SNJ
Ay aidAGdzi A 2 y &Pechlgher,(RB0S as lce@r@dBraai, 2010)

To explore some of thesguestiorsthe thesis is based on an action research apprdattbwed by

the author in cooperation with Professor Siegfried Alberton of IRE (Istituto Ricerche Economiche)
After a broad literature review and a contextualization chaptke empirical contibution will be
based on a single case study ofsmnall tourism destination in Ticino (Switzerland), which is

currently reflecting on the possibility to introduce a new governance model.
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Research strategy and design

The research strategy and methodolodgvised and applied throughout the projellows the

research questioand objectives defined for the study.

ResearchQuestion 1:

According to the elements identified in the literature review, is there @an
organizational model that could be possiblyapplied to a particular regional

situation like the one of Gambarogno?

Aim and objectives

The aim of this thesis is to formulate, through a broad literature review, an alternative destination
governance model for the tourism destination of Gambarogniee Thesis is structured in a
cascade format, from a general theoretical overview to a specific single case study. All the
chapters should be consistent with the findings, theoriesd strategies investigated in the

previous chapters

The debate on new g@rnance models ian actual anddebatedtopic; many tourism destinations
are currently reflecting on this issue and proposing new alternative models to the traditional
communitybased ones. The roles and functions of the small DMO are also under examination in

many coutries, Switzerland included.

Ganmbarognoas a smalmediumdestinationwill be touched by several institutional and legislative
changes infollowing years. Thereforethe final aim isto propose a model consistent with the
theoretical findings and the external forces affecting the destion, namelythe revision of the L
Tur (2013) the New Regional Politics (NPR), the strategic plan of the Locarno ,ragtbrinally

the merger of the nine municipalities of Gambarogrieeadyimplemented in 2010.
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Organization of the chapters

Based orthe research questions, the thesselaborated infour chapters to tackle the research

objectives each part is essenti@# answer theresearch question:

1.Theoretical 2. ContextualisatioaTh& 3. Empirical 4. Results, limitatio
EREWSS / tourism situation in Ticino research & future research

I.  The Theoretical analysis

Chapterone presents a literature reviewndispensabldor the understanding of the
context of the research. In this chapter, the following topics will be discussed:
tourism destination, governance, destination governance, destinatioatworks,
clusters and partnerships, destination management and destination

competitiveness.

II.  The Contextualisatiog the tourism situation in Ticino
Chapter two introducesthe tourism stuation in Ticino. The evolution of the tourism
sector in the Cantorwill be investigated as well as the strategies, thactual
organization, the trendsthe new legislative changeand the new emerging

governance models

[ll.  The empirical research
Chapterthree deals with the methodology applied to this researehsingle case
study analysisThe current situationthe evolutionand the tourism productsf the
destination will be described Furthermore aSWOT analysis, the value chain
analysis and the actial stakeholder relationships witle described. The results of

the three workshops will enrich the understanding of thestination.

IV. Results and future research
Chapter fourpresents the conclusions, the findings, the limitations of thesis

and the potential possible directions that can lnedertaken for further research.
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Methodology

In order to answethe research questiora descriptive anexploratoryapproach will be usedAs
introduced the thesis is also based on action research apphoThe strength of this method is
that investigates deeplyhe context, througha collective rethinking process, providing precious

information that have been previously not considered.

The empirical research presentedthre chapter three is based onsangle case study of the Swiss
destinationGambarognoWhen designing a case stydycrucialchoiceliesbetweena multiple or
single case studyl.he latter is more indicated in the situation where the author wants to verify the
accuracy of a theoreticgroposition analyzing a specific situatidrhe main methodof collecting
information were semistructured in-depth interviews,direct observation,secondary dataand
three workshops organized with different stakeholders representing the various itsecéshe
destination.Based on the broad literature review, these are the theories and concepts used for

the analysis of the destination Gambarogno:

U 5SaAGAYLFGAZ2Y D2 FSNY I ¥tGef2010NOKSGeLISa O6RQ! yaSt
U Cooperations, publiprivate partnerships rad clusters, in particular theaoperation PPP
model (the example of Velden was particularly interesting).
U The idea highlighted in the evolution of the destination managementhe &lpine
destinations (Figure)9
U 'ff GKS O2y OSLIia SEALING dad SR BSAVISKY (i K2SF  alisKSSa GeAF

Literature review

The literature review is considered a fundamental step in any research strategle4 at page42

summaries the main academic articles used for the following research.

Case study

The case studys anl y I f @aiAa oKAOKI | O0O2NRAYy3I G2 Ay 6
phenomenon within its real life context when the boundaries between the phenomenon and the
O2y GSEG | NB v ZThe fikaf ainl oNd case SudWisRkSgéhit deeper tsidrding of

a specific case or phenomenon. This research method has sesterabths, whichare mainly

related to the wide range of methods and tools used to gather evidelnctact the possibility to

use different types of dat@oming from both quantative and qualitative analysis is a further
13| Page



advantage.The employment of multiple sources of eviderntgangulation)allows the researcher

to widen the field of investigation and to understand and explarearied range of issues. The

main advantage broght by the triangulation method is thahe findings will be evaluated as more

accurate,convincing, validconsistentand reliable At the same timecase studies present some

limitations and problems, such as the risk of choosing a case that is naseyative or the

impossibility to generalize the results. Besides this research method requires large amount of time

andresources.

As described bgeorge and Bennett (2005 ,case study follows thremain phases:

1. Formulation of objectives, desigeamd structure of the research

2. Carrying out of each case study that has to match with the design

3. Presentation of the findings

As mentioneda single case study more designated when the searcher aims at confirming

theoretical proposition by examinig a unique specific phenomenon or sitiod. The single case

study mayalso be chosen when dharacterizes unique or extremeituation.

FIGURHE: CORE ISSUE OF THE THESIS RELATED TO THE THEORETICAL AND PRACTICAL CONSIDER

IN THE DESTINATION
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1. Literature review

1.1 Definitions and concepts

This chapter aims at providing the relevant literature review for the research confthig.section

will introduce the key terms and background for the research conducted in this paper. It will aim
to explain the conceptof tourism destinationin particular the notion of governangeand more
specifically the concept of desation governance. Furthermoran order to answer to the
research question, the acadenliterature about destination netwrks, clustersand partnerships

will be analysed In conclusionthe literature review chapter will focus on the concepts of

destination management and destinati@@mpetitiveness.

1.2 Tourism Destination

It is not easy to provide a unique and delimited definition for the concept of tourism destination. It

can therefore be useful to start with the definition given by the UNWJI@?):

dTourism Destination is a physical space in which a tourist spends at least
one overnight and could be at any scale, from a whole country, to a
region or island, to a town or city to a selbntained center. A Tourism
Destination includes all the tourism rseces, resources and amenities,
attractions, facilities and support services/products offered to visitors

GAOGKAY (KSANUNWSOLRBR 2F adl & o¢

Bornhorstet al. (2009 arguethat within the complex phenomenon of tourism, the

destination is centrdy seenasa..i KS LINA Y| NB dzyAd 2F &addzRé I yR

Definng a tourism destination is challengirsgenthe lack of a common and shared vision of the
issue. For this reasoscholar and academics have defined the tourism destination startong fr
different point of view.Destinations have beeror example defined as delimited geographical
areas where tourists travel and decide to stay (Hall, 2008; Leiper, 2004, as cited ineBiater
2009)

Destinations can also be seen asi KS  praddziihat in

certain markets competes with other produ€téBieger, 1998)
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G5SadAylaAz2ya FNB GKS O2YLISGAGAGS dzyAala 27
important part of a tourism product UNWTO,1992;Bieger, 1996)

Alsg Buhalis (2000)adopts a productbasel perspective and assextthat destinations are

amalgams of tourism products proposing an integrated experience to the final consumers.

Nordin & Svessorn(2007) focuses on the muiltictor dimension arguing thatestinations rarely
grow in isolation andire normally run bymore than onesingle actoyfor this reason they @sent

a multiactor complexityd L Yy (i Kaktér sitdadiin (iok network complexity, the various actors
may have diverse interests and somegéisnalso have different perceptions of reality, depending on
their points of reference @estinations can be also defined as delimited geographical and
territorial areas, such as a town, an island, a rega@mna country (Hall, 2000). But recently some
authorssuch afBuhalis(2000)haveargued that destinations should be definadd interpreted by

the customerhis or herselfdepending on prior knowledge, travel decisipaisd itinerary.

Other authors focused on thepecificrole of the actors inside thdestination Ritchie and Crouch

(2003) underlined the importance of the relationships among the stakeholders.

FIGURRY 59{ ¢Lb! ¢Lhb Cwha ! {¢! Y9Il h[59wQ{ {¢!b5thLbc¢
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Destinations can also be defined ag ttenter where facilities and services are developed to meet
the needs of thetouristsa h F 1Sy RSaldAylFGA2ya NB I NIGAFAOALI €
barriers, which fail to take into consideration consumer preferences or tourism industry

functions.€ (Buhalis, 2000)
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The components characterizing the destinateme known as the six Asamework:

Tablel: SIX AS FRAMEWORK FOR THE ANALYSIS OF TOURISM DESTINATIONS (BUHALIS, 20p0)

Type Description

Attractions Natural,handmade, artificial, purpose built, heritagend special events
Accessibility Entire transportation system comprising routes, terminalsd vehicles
Amenities Accommodation and catering facilities, retailing, other tourist services

Availablepackages Prearranged packages by intermediaries and principals

Activities All activities available at the destination and what consumers will do during
visit
Ancillary services Services used by tourists such as banks-tetemunicatiors, post,newsagents

hospitals, etc.

According to reent studies we can further subdividedestinatiors according to the
organizational structure centralized or decentralized. The first categoencompasses the
destination represented by one single actgcorporatdcompany type of destination). In the
company type of destinatigrone single enterprise (@. a cruise ship, a resorbr a theme park) is
in charge of all the products and servic&his type of destination imainlyfinanced thanks to the
marketing. The second category refers to the community type of destinatiom (eugano,
Gambarogno)ln the community type of destinationproducts and service havermallythe same
quality aspublic good. Thistype of destinatim is mainly financed with taxes andrespresented
by many individual public and private stakeholddrsthe community type of destinationthe

main tasks ar@ormallyfulfilled by the local DMO (Presenegal., 2005; Biegeet al., 2009)

As staed by Rritelieta.lo HamMn0E GKSNBE A& |y a2y32Ay3 -RSoI(

A

based versus communiy F 8 SR RS&aGAYy Il A2y YIyl3SYSyd Y2RSft 3

dn communitytype of destinations, the development process involves
informal connections, knowledge, amaist, making the dynamic dimensions
(and therefore a historical view) crucial for the analysis of the formation and

evolution of the networkd(Beritelli, Bieger and Laesser, 2007)

In conclusion, competing but complementary actors, puplivate linkages multiple-
stakeholdersand sector complexity are just some of the elements characterizing the defirof

the tourism destination(Nordinand Svenssqr2007)
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1.3 Governance

Despite the significant interest for the concept of governance in the broditeature review,
there is still little agreement on a common definition on what actually represgotvernance.
Confusion, controversyand disagreement still characterize the different usages, definitions,

dimensionsand scopes of the concept of governance (Ruhagteal., 2010)
Thereare,however, at least three commoly agreedupon characteristics thatlefinethis notion

1. First governance is not a synonym of governmerhese two terms are not
interchangeable. G&NJY' I yOS A& | YdzOK O0NRI RSNJ O2y OS LJi
Fo2dzi adSSNAyYy3 G(RuBanevdlzl 2@0)2 F G KS 3l YSE

2. SecondA2 BSNY I yOS aAYLX ASa fSaa 3A20SNPFM&y G 02
f SFRSNEKALI ' yR y2 dal.280¢ asKiteSilNRuhaDet a.,£2016). NE R &

3. Third governance implieshere are multiple stakeholderswith a specific interestni the
GFralae da¢Kdza 32 3SNY Iy O Sholdey r€dticzshp amanbggmedt SY S
(Kooiman, 1993 as cited in Ruharegral., 2010)

Furthermore there is a overall recognition that the public and private sector are both involved

and the definitionshould therefore includelimensions fronboth sectors.

Different narratives have defined the notion of governance. A corpedbaised definition was
developed in 8 / F RodzNE wSLR2 NI GKSNBE 3I208SNYIFyOS 41 3

A v s oA ~

O2YLI yASa I NB RANBOGSRal,RUMB O2y iNRffSRE owdzKl y

Recently sme authors have defied the concept of governance lepnsideringin particular the
importance ofnetworks. Rhdes (1997) stated that governance refers dioter-organizational
networks characterized by resource dependence and exchange, rules and significant
independence fromthe staté¢ KS & YS | dzi K2 NJ 0 Gd@rards douknew n 0 a

7 A

processesoB 2 OSNY Ay 3 2N ySg YSGUK2RA o0& ¢KAOK (K a2

For Nordin& Sveisson(2007) g2 SNy I yOS NBFSNER (2 dal QI NARSGe
describing and analyzing how policy processeshepedY | Yy 3SR I yR 2NABIF yAl SR
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Additionally Pierre (20000RSa ONA 6 SR 3 Zh8 Sapkcityy't® Soordinate and make
coherent actions and behaviors of multiplicity of actors as political institutions, private firms, civil
a20AS8S0e> YR AYUSNYFGA2Yy It AyadAGdziraz2yadé

Governance refers also to theteractions and relationshipsetween the actorsaand defines how
the different stakeholders implement and assess the rules of their interacti@eggioet al,

2010)

By focusing more on the tourism literature, the idea thath political and corporat@pproaches
are used to define the concept of governansesven more emphasizefe.g Beritelliet al., 2007;
Nordin, 2003 Nordin and Swvesson, 2007).

G¢2dz2NAAY Ad Yy AYyGSNBadGAy3a O2yGSEG Ay 6KAOK
puof AOT LINARGIGS yR Ozevar,@i)ie aSOUu2NER®PE OwdzKl y

In the perspective of a tourism destination, the traditional governance model is characterized by
GKS 5ahX 6KAOK OFy 0S5 th&k $ing yodeRer WadiousdailtKoBties,S y (i A
stakeholders and professionals and/or facilitatethe tourism industry partnership towards a

O2t t SOUADS RSalAYlI A2y GAaAA2YPE 6! b2¢hX HAMAD

GThe interplay between government, industry and civil society, and the
increasingly blurred roles of public and pt&y sectors in policy making has
come into focus as a result of the downsizing of government, offsetting of

responsibilities and the shift from government to governan(@redge, 2006)

From a morecentralized and topdown approach normally used in the pidsector, ecently a
more bottomup and less bureaucratic anddecentralized form of g@vernance has been
encouragedHence from a situation where the government was in charge of the marketidg an
promotion, the planning activities and the overall develagnt there is a tendency to give to the
local communities and businesses more responsibility for the entire management (Ruétaalen

2010)

In light of this we can conclude that the concept of governance is linked to the rsaifametworks

and multi-actor perspective. New forms of organization are replacing the traditiondligu
centralized and bureatratic one, leading to more dynamic, interdependerdnd local

organizational models.
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1.3.1 From Government to Governance

According to Rhodes 996), governance is a biggemd more completeconcept compared to
government. The author introduces also the idea of asfittm3 2 GSNY YSy (i (G As 32 9S
already emphasizedhe new governance models are characterized by decentralized structures
and less bureaucracy. Public and private actors are interacting and sharing resources and

responsibilities in the process of decisioraking.

TABLE: GOVERNMENVERSUS GOVERNANCE

Categories Government Governance

Definition Formal decisionmaking Formal and informal authority
authority legitimized by formal with the aim of building consensus
institutional rules on specific decisions

Actors Small number ofparticipants, A high number of participating
mainly public actors (public, private, and civil

society)

Focus Organizational structures and Processes, policesand outcomes
institutions

Structures Closed system, territorial limits | Open system, functional division of|
to the exercise ofauthority, authority, voluntary participation,
compulsory participation, network, and partnership
hierarchy

Decision -Making Little consultation, no Greater consultation, cooperation

Process cooperation and invovement in | between actors in the definition,
policy making and and implementation of sectorial
implementation policies

Implementation -tools | Top down tools, mainly formal Often informal tools creating

conditions and incentives for

acceptance of formal decisions

Interaction modalities Hierarchical authority, conflicting | Consulting and collaborative
relations, secrecy, command and| relations, transparent and open
control, direct service delivery public administration, enabling

role of public administration

Decisions Rigid and specific Autonomous decisions

External implications | Compulsory effect, prohibitions | Not compulsory, requirements but
of decisions and obligations incentives and conditions
determine the behavior of

different actors

Source: adapted fror®., Cepiku2005
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1.4 Destination Governance

The application ofjovernance in the field of tourism has emerged recently and only a limited
number of academic papers attempt to investigate the tpats of destination governance
(Beriteli et al., 2007; Frach & Martini, 2009; Nordé Svesson2007; Pechlaner & Raich, 2009
UNWTO, 2010

oDestination Governance is the process through which each DMO acts
and performs. It defines the operational activities, the expectations, the
priorities and the goals of an organization. Destination Governance
relates to the development and implementation of cohesive policy, a
consistent management system, and an effective decision making of a
DMQé (UNWTO; 2010)

Beritellietal.l6 H nn T 0 | NB dz& govdingrse aptied @ 2 LdrNFesiinatd@s consists of
setting and developing rules and mechanisms for a policy, as well as business strategies, by
involving all institutions and individudls Stating as well that the final aim of destination
governarce is to ccreate a system that includes policies, processes and business strategies, so that

the economical and natural sustainability is guarantéed.

Pechlaner (2009) has defined destinatioovgrnane as a the form of selfrganization ofthe
tourist destination consideringin particulat the concept of cooperatiometween thepersons and
companies involvedthis ischaracterized byhe institutional context as well dsy therules ofthe

organization.

¢CKS LI NGAOALI GAGS aLISOG 2F 3I20SNYFyOS gl a | f
etald> WaAamMnOX &adrFadAy3da GKFEG 3I208SNYylFyOoS OFy o668
between interdependent actors, which take shape around polmpblems amwl/or policy

LINE INT YYSa dé

Angella, De CarJaand d Sainaghi2010) developed a new approach for the identification of
destination governancenodels.The research question behind the model wasat are the actors
involved in the destination managient? What are the structures and mechanisms able to create

equilibrium?
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From the broad range of possible structures, based on the coordination mecharasohghe

degree of concentrationit was possible ta@reate four possible archetypes.

FIGURB:59{ ¢Lb! ¢Lhb Dhz9wb!b/9 !w/19¢, t9{ 650! bD{[ [
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The first model is normative, meaning a central local authority is in charge of the political
representation of the various interests of the stakeholdeFainding carbe both private and
public, and the rules of participation are strict. The mechanism of governance is controlled by rigid

legal statutes.

The second model is labeledentrepreneuriaf as the main characteristic is voluntary
membership also in this case hb private and public institutions can be involvethe structure

and the mechanism cdoe easily modified.

The third model is calledeading firn€ as the governance model is represented by just one single
company or institution. In this situation the coordination betve the stakeholders is weak
witnessed bythe inability of the leading company to provide incentives or support for the

participationof the actors in the collective strategy.

The fourth and last model refers to the fragmented governance model, which describes the
situation of many destinations that developed in a spontaneous Ythgnks to cultural and
natural resources The only exising mechanism functions are related to thehortterm

promotion leading to an absence of a real destination strategy.
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All the four archetypes present some weakness and strengths, but potentially they are all able to
ensurean effective governance. Thesendings cansomewhatcontrast the idea that toglown
approaches are less effective (Nordin andr8sen, 2007)According toR Q! y 8t (R010)
even the normative model can be effective, as the stakeholders are involved in the strategic

decisionrmakng process.

FIGURE: THE MAIN SUCCESS FACTORS OF A GOOD DESTINATION GOVERNANCE (INSTITU[TE FOR P
SERVICES AND TOUR(SIMIVERSITY OF SRLLENL)
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governance reside on the theoretical principles

+ providing information (between boards and management,
between DMO and stakeholders, among the actors)

* organizing risk-management (which incidents with which
probability?, which preventive/ corrective measures?, whose
responsibility?)

+ clarifying and ensuring autonomous decision processes
(avoiding oversteering of decisions through clear responsibilities,
reciprocal trust, the identification of differences, etc.)

4
Wi Universiy of St Gallen

Thus figure 4 highlightsin line with other contributions (Pechlaner et al., 2008; Nordin and
Svensson, 2007; Kickert, 199Rat the key for an effective governance model lies in the
participation between the stakeholders and by ensuring a constant flow of information between
the actors. The implementation of an autonomous decision process and the estimation and

evaluation of the risks are further criteria of an effective destination governance model

Beritelli, Bieger and Lasser (2007) investigated, with a roafie study perspmive, the
performance of communitpased destination management models compared to the traditional
decentralized communitpased one. The conclusion reled that several destination governance
structuresare identifiable The models differ according the historical development, as well as

on the level of trust and on the overall internal mo@&¥ GKS RSAGAYIFI A2y D
dimensiond of corporate governance and their operational items help considerably in shaping

LI GGSNYya 2F RSAGAY lal aAl2007)323SNYFyO0SE 6. SNRAGST

! Course Destination Management and Marketing, USI, Master International TourismZ201pD

2 . . . . S
The six selected dimensions are: transactions costs, power asymmetries, interdepertdestéegntrol, knowledge
and informal personal connections.
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1.5 Destination network s, clusters and partnerships

' O0O2NRAY3I (2 . NIYsStt I yRe drdwyidintebest in/partaeEshipsin 1 S &
tourism development is the belief that tourism destination areas and organizations may be able to
gain competitive advantage by bringing together the knowledge, expertise, capital and other

resources of several stakehdR S NB @ ¢

Clusters have ented the field of tourismresearchjust recently. Partnerships indeed are
commonly studied both ithe tourist destinationgesearchand governance (Smesonet al., 2006,

in Lazzeretti and Petrillo, 2006)

G9 @Sy (K2 dz3 Kval® 2t E3BE, Jointhefidts are increasing o6 SO02YAy 3 (K
(Nordin, 2003) Hence ollaborations are seen as an importadeterminant for success and

competitivenesof tourism destinations.

1.5.1 Networks

¢2dzNAAY Oly 065 RSBeFAYSIR UIEANII S B StitsRWAS ¢ o0{ 022 i :

The increasing interest in networks within the tourism literature can be divided in two main

streams:

1. Networks can be defined as useful frameworks for evaluatingaaradlyzingthe tourism

developmen(Tinsley and Lynch, 2001 as cited in Presenza and Cipollina, 2010)

2. Networks are described as important for the organization of pyirlicate relationships

and for the comprehension of tourism governance

The definition given byarillo (1996xplains the core of networksvhich can beapplied in the
G2dzNR ayY &S Gare adet oficgnipanie? tNat work together toward a common goal, in
which coordination is not achieved by mergers and acquisitions but through the credtian o
AONI GSIAO ySiUg2N] 2F O2YLI yASas ¢g2NJAy3a G23S0

Dredge (2006) states that the network theory tries to increase the understandings about the
formal and informal organizational structures, both in the private and pubéctor, whch

influence the collective action.
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I OO2NRAY3I G2 tSOKfFYSN) 0vnnuox G2d2NRaY OFy o
essential and collaborations and cooperation between different organizations within a tourism

destination creates the tourishJNR R dzO (i ¢ @

Within the context of the tourism sector, networks serve mplirposes one in particular is the
assistance in the formation of alliances and the facilitation in the creation of service and products

packaged y a LISOA FA O RS aatidnyequiréd oy aindtwaikitakofera@ 2uedeiS iy
Ad LISNOSAGSR a SaaSydaalft 7T2N bsceeditEvezNBOE)I RS

Also Buhalis (2000) highlighted the benefits of networks, as most of the destinaiorssst in

fact, of networks of tourism supplier This thesis is also confirmed by March and Wilkinson (2009,
as cited in Presenza and Cipollina, 2Q18¢ author stated that the performance of tourism
destinations isdependent on the links between the various staketels not just on their

individual characteristics.

Bramwell and Sharman (1999, as cited in PresamziCipollina, 2010) identifietthree potential

benefits deriving from a consensbssed collaboration:

1. Collaboration may reduce or avoid the costs of icrfolving issue among stakeholders
2. Collaboration may bring collective actions by involving stakeholders in the deutiakimg
process

3. Collaboration may increase the coordination of activities and policies

Furthermorecooperation could benefit the small and meditsiZlS R (G 2 dzZNRA &Y Sy { SNLI
by mitigating their size disadvantages (Bieger, 2004, as aitdérésenza and Cipollina, 2010)

above all with economies of scale and scofidishereby actively creascompetitiveness.

TABLE: BENEFITS OF NETWORKS FOR BUILDING PROFITABLE TOURISM DESTINATIOMS GIBSON ET
2007)

Benefit Category | Identified network benefits

Learning and Knowledge transfer, tourism education processmmunication, develop of new cultural
exchange OF fdzSasz | OOStSNIGAy3a &ALISSR 2F AYLX SYSyd
Business Cooperative activities, enhanced cressferral, encouraging needsased approaches,
activities increased visitonumbers, best use of small enterprises and support agency resources,

extend visitor season, increased entrepreneurial activity, Hiteding, enhanced product
quality and visitor experience, opportunities for business development interventions and
more repeat business

Community Fostering common purpose and focus, community support for destination development,
increased sense of community, engagement of small SMEs in destination development
more income staying locally.
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1.5.2 Clusters

The concept of laster is appropriate tadhe specific characteristics of tourism activitig3orter
(1998) defines clusteras geographical concentrations of interconnectadanizationsthat are

workingin a particular sectoandlinked by common and complementary aspects.

The cluster notion implies that some industries grow in determined regions as opposed to others
for more than just pureeconomicreasons.The research on clusters is based on the importance of
innovation and welas the access to qualified workforce, high educatamd investment capital
(Nordin, 2003)

The same author (Ponte1998)stated that clustes have a high valusincead 0 KS& ' NB 'y S
tool to create innovative development and economic growth ig 4 RSt & SCdehpagiese d¢
and organizations tend to cluster by forming concentrations of interconnected and similar

businesses in a specific geographic region, and by doing so they achieve synergies (Nordin, 2003)

GTourism cluster is a group of highligd tourism attractions within a
limited geographic space, provided with high quality equipment and
services, social and political cohesion, linkage between productive chain
and associative culture, and excellent management in company nets
that bring aboutcomparative and competitive strategic advantagés

(Beni, 2003, as cited in Cunéial., 2005)

Clustersare not a deliberated joint group of firms aiming to reach a common goal. Rather clusters
are a nonmplanned phenomenond C2 NJ 2 dzZNA &Y (GKS LINBLIRAAGAZY A&
catalyst for growth, can be effective in many environments where firms are focused on a particular
segment of the production process. Markets are not amorphensties; rather they compise

sets of related activity withdla G A y Ol O2 y & dzY(Mithae? 006l a8 Githdhid Bwigrs & @ €
2007)

According to Ewen (200,7ihe benefits provided by clustering models to firms and communities
are a step beyond the simple advantages that can beinbthwith specialization. The docation
of similar firms can produce a range $yfnergies, whiclif exploited, mayenhance the growth of

market size, produg¢tand employment.
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FIGURE: OPTIMIZING CLUSTER FORMATIONS IN MNORSTRIES (MICHAEL, 2003)
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Horizontal clustering is the most used form of cluster formatitinis the alliance between similar
firms from the same stage in the value chain and part of the same industry locatedpiacdic
geographic area. éhce these firms are competing selling similar productsn the market.
However their cooperation can create a bigger customer base and increase the total sales. Other
advantages €.g. in terms of labor supply, product availability, shared information and other

externalities) can be significant.

Vertical clustering can be defined as thelooation of firms operating in the same industry but on
different stages 6 the value chain. Here is the link between the customers and the production
phases that enhances specialization. The increased proximity between the firms can minimize the

costs and can help to concentrate the workforce skills and information.

Finally thediagonal clustering explains the increasing concentration of complementary firms. The
value is added between firms that have distinct products that belong to different industries. This
type of clustering occurs when the firms aime cooperation for the prduction of separate
products and services that the consumers consume as a single item. This situation is common to
many tourism destinations where the production of the experience is guaranteed by many supply

activities (eg. transport, hospitality, accomoaation, informationetc.).

Thus in conclusion weOl y RSFTFAYS Of dzZaGSNBR Ay GKS (G2dz2NRayY
linkages and alliancewith the unique feature that companies selectively compete in certain

NBE&aLISOGa |yR &SaNah2003)NF 6§S Ay 20KSNAE
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1.5.3 Partnerships

Partnerships can be definedasi f 6 St 2 F 06 NA y 3 A y SonstelliiogsS&aring 2 3 S
resources an@¢ompetenciesn order to join problem solving and polidgt {1 Ay 3 2 NJ L2 f A O&
(Marsh and Rhodes, 1992)

Partnerships areY RS dzLJ 2F GLIS2LX S FyR 2NBIYyATlciAz2ya
business and civil caostituencies that engage in voluntary, mutually beneficial, innovative
relationships to address common societal aims through combinintheir resaurces and
O2YLISiSyOASa¢d o6bStazy g9 % RS1Z HnnnX OAGSR Ay

Nordin, Svenssqrand Flagestag (2006) have developed a baaimdéwork forthe understanding

of partnerships:

I.  Inclusivenessstarting from the multiactor nature the athors suggest that partnerships
have the capacity to widen the range of actors involved the process of destination
development activities

lI.  Accountability: which concern the separation and location oésponsibility and how
decisionsmakers may be held accountable

lll.  Coherencerefers to the ability to gain the right resources and support fordichievement

of the final goal.

All these points, in particular coherence, ateucial for the understanding of the impactfo

partnerships in the process of destination ééypment.

In the case study ohre (Nordin & Svasson, 2007)the link between governance and destination
development was analyzed. Thesearchfocused in particular on pubHgrivate relationships,
networks and resource dependencie$he starting research questiomas: doeshe governance

structure matter in terms of destination performance, and if so, how?

GThe results indicate that publgrivate relationships built on trust,
joint risk taking, informal structures and strategic consensus do have a
positive impact on the level of growth at a tourist destinatidiNordin

& Svesson, 2007)
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1.5.4 Public -Private Partnerships

Public and pivate LJ- NIl Yy SNE KA LJA 6t t tegal formy of coGperdtichTohtweSrR | &
public authorities and the world of business which aim to ensure the funding, construction,
renovation, management or maintenance of an infrastructure or the provision of a sérvice

(GREEN PAPER, European Commjsx00n).

Indeed te definition provided byhe Canadian Council for PubRcivate Partnerships focuses
more on the coperative aspect ofhe partnership stating that PPP can be defined as cooperative
ventures, constructedon the expertise of each stakeholder involyedhere in the best
organizational structure the need of the public sector meet the one of the private sector, through

the appropriate allocation of risks, resources and rewards.

dPublieprivate partnership is acontractual agreement between a public
agency (federal, state or local) and a private sector entity. Through this
agreement, the skills and assets of each sector (public and private) are
shared in delivering a service or facility for the use of the gémpertalic. In
addition to the sharing of resources, each party shares in the risks and
rewards potential in the delivery of the service and/or facditfkohl &

Partner, Hotel & Tourism consulticgmpany, UNWTO 2010

The publicstakeholdersin a PPP are government entities (includingnistries, departments,
municipalitiesor stateowned enterprises). Therivate partners may includiecal or international
businesses or investewith technical or financidknowledgep a Ly ONB | & A antl@dE t t t
nongovernment organizations (NGOs) and/eommunitybased organizations(CBOs) who

represent stakeholders directly affected by the profedisian Development Bank, 2010

FIGURE: WHY DO WE NEED PPP IN TOURISM?

Greater
Lack of budget integration of
and knowhow policies and

practices

Pressure of
compeititors
requires new
investments

service benefits@ implementation

_ infrastructure
from private of tourism development is

dynamism and projects is
Innovation possible

expensive but
vital

Why do we need PPP in Tourism?

Souce: adapted fronKohl & Partner, Hotel & Tourism consulting company, UNWTO 2010
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FIGURE: MOST COMMON PUBLIC AND PRIVATE PARTNERSHIPS MODELS USED IN TOURISN

1. Associate

model

2.Cooperation

6.
Sponsoring

PPP
—_— Models
5. Informal
cooperation

Source: adapted frorKohl & Partner, Hotel & Tourism consulticgmpany, UNWTO 2010

Associate model is implemented when the| Best practicesissociate modelSpa Centre in Bac

public sector aim to ensure equal Hofgastein (Austria)

participation for a ourism project or| The total investment for renovation and

, . enlargement of the centre was estimated at EUR
infrastructure. The public sector oftecovers 25 Million

the costs related to the infrastructurs

d Municipality Regional tourism
Bad Hofgastein organisation
49 % 24 %

development. The project is considerg
important  for the regional tourism

development. Both the private and publig Construction Company

Spa Centre Gastein

sectoss invest and share the finaradi risks of

i Brewing Uni Raiffei
the project. Oberbank rewing Union aiffeisen

6 % 2%

Best practiceperational model:operating
company ofSchdnbrunn Castle in Vienna

Responsible for the castle, the royal garden,| !l Cooperation model:is a model used

Sissi Museum, emperor apartments, etc. when the private and public sector agree to work
visited by over 3 million visitor annually

together, normally the shares of the public

R blic of Austri X & AN X - - y . :
+
Schloss Schénbrunn Kultur- und nothing is built or contributions cannot be
Betriebsges.m.b.H. (operating company) ~ . . -
YSI adz2NBR®E ¢ KS LJdzo t A O a

Castle & Royal
Garden

Sisi Museum

contract with the join venture.

Emperor Appartm. Emperor furniture
& Silver Collection collection
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Operational model:is applied when aI
a

public company assigns a priv
company for constructing, planningnd
operating in a specific sector based ¢

the fixed finance possibilities of the

public entity. The contract between the¢

parties sets the legal basis with detailg

task descriptions. The operating

company normally keeps the revenye

all the investmens and costs are

Best practicezooperation model:DMC of
ethe municipality of Velden, Austria

cnn 1 24G6Sta IyR Y2NB
novernights stays per year

174

Municipality
Velden
34 %

14

d

Destination Management

Company Velden

5 |
Casino Event
Austria

5%

Company
4%

Golf
Course
5%

T. support
Associat.
4%

coveaed by these operating revenues.

Best practicezoncession model:

GKIFYy p

IV. Concession modelthe concessionaire

development of cable car near Innsbrucl, (normally a private company) receives the right

Austria Total investment around EUR 51
million.

Investment
Public share
73 %

Investment
Private share
27 %

Total investment of
EUR 51 million

Concession contract for 30 years

Informal cooperation informal

cooperation igprobably the most used type of PP
GThis new way of informally organizing vario

actorswith mutual resource dependenciesatso a

means of allocating and mobilizing

which, according to the participants in

private network, has become much easiéNordin

& Svesson2007)

relation based

to usethe existing infrastructure or facility for a

determined amount of time. The facility

remainsproperty of the public sectgrand the

revenues are generated through the direct

selling umer the supervision of

concessionaire.

the

3'the case study ofre (Sweden)

regularly to discuss

the pulalig . o
puig strategies for the destination.

Best practicesnformal cooperation:

,sThe publieprivate cooperation was
created with an informal destinatior]
strategy group called Vision 201

resourcgsThe public and private actors mieg

loArm
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VI.

Sponsorshipin the last years there has been
proliferation of sponsorships betweernhe
private companies and thlecal, regionagland
state conventios and visitor authorities of
tourism bureaus. The key to successfyl
tourism sponsorship is finding@mpanythat
ties the public assets, market a clear

message, and targethe right audience.

Best practices sponsorship: rewarding
+AOUG2NARAI Q4 ¢2dzNRAaAY

The RACV Victorian Tourism Award
celebrate and acknowledge tourisr
businesses and individuals that ha
demonstrated outstanding achievement
and success during the last financial ye
This event is suppcetl by various private
businesses (like Qantas andy@bAuto).
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1.6 Destination Management

65SadGAylrGAazya NS a2y$8S 2% (KS Y aueib thRdomfexit) dzf
2F (GKS NBf Il (A2YyaKA L#EaudeF & Biskrs 1999as6itedin Bahalis,j12@068)2 f R S N.

Martini (2005)declared that @stinationmanagement

das the group of strategic, operative and organizational
decisions used tohandle the process of definition,
promotion and selling of the tourism products of a specific
territory, with the final goal to generate incoming tourism

flows.é®

As emphasized,avious stakeholders are involved in the organization, developmemd creation
of the tourism products.DMOscan be defined athe classical governance modelthme tourism
destinatiors. DMOs are normally responsible fie coordination between the public and private
stakeholdersfor the creation of arunique imagefor the destination and areaccountable fothe
A aAl2NRE  LINERuestdGrdtdeldt of,R00&)Y aA (S

Additionally theDMOs generally fall into one of the following categories:

I.  National Tourism Authoritieg@\NTAS) or Organizations (NTQx)erating at a national level,
are typically responsiblefor 4t KS 2 @SN} tf O2dzy G NE Q& o dzNA &
communicatinghe image of the nation abroad.
Il.  Regional, provinciabr state DMOSRTOsgre responsible for theorganizationof tourism
in a geographic region such asanton, provinceor state.
lll. Local DMOsgperdae at the local levein a smallerand delimitedgeographic aregnormally

a singlecity or town).

SeNIYAEFGSR FNREY (@AY AXSYSE ROSROCIARBOREN2EA AGNI G6S3IAOKS
quali gestire il processo di definizione, promozioreeramercializzazione dei prodotti turistici espressi da un territorio,

al fine di generare flussi turistici di incomér(§lartini, 2005).
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DMOs are normally publigrivate organizations with a neprofit aim. The influence of the public
sector is important both in termof policies and governance. Also considering financingpthuic

sectorplaysan important role asit is frequently the main funding sourcef the DMQ

FIGURB: DESTINATION MANAGEMENT FUNCTIONS

politics

promotion

E Y

place

He &

The principal activities of @MOcan be summarized as follows:

il

product people

a1

process

I.  Planning includes the development of a destination strategy and the creation of a general

development concept.

Il.  Supply design (service coordinatiotgn be described as the operataractivities related
to the information center and/or tourism officeand the operation of the quality-
developmentsystem andhe quality-savingsystemwithin the service chainThis includes,
as well the organization of events and the saving of a reclamation service. Fitradly

supply design means design marketable products and secure training for the personnel.

lll.  Marketing comprises the creation of a marketing strategy and market research, ingludin
the evaluation of the results. The securing of a brand managersteategies(positioning,
care, cooperation strategiesps well assecuring the promotion, public relationgnd
merchandising are other tasks of the marketing functionFurther tasks inade
determining a price strateggnd activelysellingthe products through booking centers with

the securing of a distribution system and a marketable performance.

* Source: Bieger, T.. Management von Destinationen und TourismusorganisaBoreenMinchen and Wien, 1997.
p.84
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IV. Lobby to inform both the personnel and the local populatiocfhe goal is to mcourage
tourism consciousness angkerform political lobbying(but just for the development of

specific projectys

¢CKS FAYIFIE ITAY 2F (GKS RSadGAYyFGA2Y YIFIyF3aSYSyi

destination management paradigm could be sumrped as follows: be able to keep up the pace

A

with the competitors oprecedelil KSY ¢ o[ | Saa&ap20B)y t SOKE I ySNJ

FIGURE: EVOLUTION OF THE DESTINATION MANAGEMENT IN THE ALPINE DESTINATIONS (INSTITUTE
FOR PUBLIC SERVIENB TOURISNIUNIVERSITY OF ST. GALLEN )

w=  Destination management in Alpine destinations has
rapidly evolved in the past decades

Trends in destinations management in Alpine destinations

new century

SIS

C ion

|n1'rastn..|cb..|re 'dlsmbutlnn *promotion product and service omperam'e strategies
* capacities =yolume = communication quality *service chains
*renting = controlling *tourism brands *ecological quality *mergers and alliancas
*maintenance = commercialisation *brochures and *tourist needs *economic effectivensss
and print materials *proscesses *ICT systems

cleanlingss
. bl il e 0 (Forshunguinatiod i Fradel uhd T, Unharily Bam)

1
‘L University of 5uGallen

Figure9 summarizes the main changes in destinations managenin the Alpine destinations
from the 1960s until the new century. From productbasedfocus destination management has
evaved to a morecooperative systemMergers and alliances havecentlyalsobeen introduced
in the tourism sectgrand the economic effectiveness has beconmeimportant requisite of all
destinations. Technology and new ICT (Information and Communic&&ohnabgy) systems have

alsobeen implemented for the destination management in the Alpine regions.
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1.6.1 Destination Management Organization of the Third Generation

FIGURHEO: EVOLUTION OF DESTINATION MANAGEMENT DEFIRITIONS

Destination
management as
organization of
value chains, with
economical effects
in eterogeneous
contests

Destination
management
o oriented to the
Destination selling, to the

management budget and

Pro Loco and local oriented to the organization
division of the

tourism offices duties and to the dimentions DMO 3. Generation

devoted on . fb

products and on the creatlo_n of brand

"aromotion” strategies DMO 2. Generation Until 2015
DMO 1. Generation Reform from 2005

1850-1990

Reform from 1995
After the introduction of the two main destination management reforms, namely the Destination
ManagementQdpp YR GKS 5SadAylraArazy alylF3aSySyd Qnp:
Alpine destination®egan investigating and continuesitovestigate new destnation management

structures

oNowadays the tourism destinations are confronted with fragmented
offers, which are based on municipal and regilostructurestourism
destinations are dealing with an over busin@ssastructure, which
canstageand createtourismexperiencesn publicc NJB (Bérielliet

al., 2011%

The new destination management organization igleally based on the following seven

characteristicgBeritelliet al., 2011)

1. A budget of more than CHFllion.

2. At least one product manages employed.

5Adapted from Institute for Bblic Services and TourisqiUniversity of St. Gallen, Prof. Pietro Beritelli, 2011

® Translated from the original versiog:1 $dzi § 2SKSYy &aA 0K ¢2dzNRAYdARSAGAYF GA2Y!

konfrontiert, welches in Genrale ¢ und Regionalstrukturen eingebettet ist und wo mit Giberbetrieblichen

LYFNI aGNHZ G§dzNByYy (2dzNAadGAEO0OKS 9NI SoyAaasS dzyiSNI F yRSNBY
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. Increasing investments are devoted for the digital online promotion, therefore reducing the

printed materials costs.

. The destination tries to reach new markets with additional resources and partners outside

0KS RSadAylridA2yQa GSNNRG2NEO®

. The firancial structures are based on a mix of sources (ideally less than 80% coming from

the overnight stay tax).

. There is the need to detach the destination from the fixed territorial principles.

. Finally the top management meets professional and efficidetisions (Professional

Governance).

FortheA YLX SYSy (il GAzy 27F GKS ,h&fallowing ive pridgplesanbvg B 3 S Y

central importancgBeritelliet al.,, 2011)

1
2
3.
4
5

Amarketingprocess (marketingunne)¥ 2 NJ SOSNE aiNJ} G§S3IAO 2NHI yA
Professional processangers and new working positions

Gl NAIFofS 3AS2YSUNRS RS&a wlkdzySa¢e¢s RSGFOKAYS3
Collective financing

Transparent financing

Furthermore, as already described in the first chapter, networking isfiattive solution for the

creation ofa profitable tourism destination (Gibsacet. al, 2007).

O0We suggest to think increasingly on flexible proamssnted networking structures,
and on this sense to transfer the regional unidirectional promotion muadket

development to product development and sellim@eritelliet al., 2010)

In Destination Managemert NH I AT | G A2y Qwmpeidéertiffed®S YI Ay LI | &

SystemkopfgHead of the systemyhas access to the portals (as hoteise leadess in
tourism offers etc); they have a central position in the network.

Market Mavens-5 SY I Y RQ &, age $hé marked] expest and areable to somehow
influence the potential guest.

Portals¢ Connect the heads ahe system and the market mavens.

7 n

5ah RStfl od® DSYSNITA2ySés t NBHE® 5N t ASGNR . SNRAGSE A
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1.7 Destination Competitiveness

The search for the forces aridctors that determine the competitiveness of the tagam industry
is an area that hasot been fully explored (Dwyeat al. 2003. Inthe tourism context, the notion
of competitiveness has been plied to different situaions. Several authors have related the
concept ofcompetitiveness to marketing and strategierppectiveswhereasothers have focused

more on the price, qualityand satisfactionviewpoints

The first simple idedo consideris that destination competitiveness is strictly linked to the

creation of a competitive strategy and a long lasting competitive advantage.

G/ 2YLISGAGAGS adNI (S Aode cdmpetitivekpBsitidn Sl adiigtry. & aiNg td T I ¢
establish a profitableand sustainble position against the forceshat determine industry
O2YLISGAGA 2 Y s oited B NEngedayi, @08 p

According to Richie and Crouch (2003), the increase of destination competitiveradssssictly
linked to thehighinvolvement ofvarious stakeholders above all in thestinationplanningphase.
How tourism destinationsdevelop, maintain and protect their competitive positions in the
increasingly competitive anglobalizedmarketplace is a challenge that hascreasel overall

interest in the tourismndustry.

oWhat makes a tourism destination truly competitive is its ability to
increase tourism expenditure, to increasingly attract visitors while
providing them with satisfying, memorable experiences and to do so in a
profitable way, while enhancing the wadking of destination residents and
preserving the natural capital of the desation for future generatiora
(Ritchie and Crouch, 2003)

Nowadays, tdoe successfuh the inernational tourism marketplacejestinationsmustguarantee
that the overall attractiveness, and the experienceovided to the visitors, mustbe equal or

exceedthe one offered by alternative destinations (Dwyer and Kim, 2002)

An additional challenge to the management of destinatimmpetitiveness is that th goals inside
the destination arenot always clear or consistent. There are often many diffed)ectivesthat

influencetourism developmen® While some goals may address profit and econamiiarn, other
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goals of interesmay concern various environmental and social outcomes. Thus the management
of destination competitivenesseeds to be focused on the attainment of the goals which that

competitiveness is designed to achiey€rouch, 2007)

Accordingto the competitivenesgesearchdeveloped byRitchie and Crouch (200@,competitive
destinationisthe one that has thebility to create added valuand thus increase theational and
local wealth by managing resourcesd processesas well as handlingattractivenes and
proximity. In 2003 the authorpresented theimproved version of theicompetitiveness model: a

Conceptual Model of Destinatidompetitiveness.

FIGURE1: CROUCH AND RITCHIE CONCEPTUAL MODEL OF DESTINATION COMPETITIVENESS

Themodelrecognizeshat destination competitiveness feundeddzLJ2 y (G KS ReSdéuices v | (0 A
endowments (comparative advantage) as well as its capacity to depkmources (competitive
advantage). The model alsecognizeghe impact ofboth global macreenvironmental forces and
micro-environmental circumstances. The factors of destinatompetitiveness are represented in

the modeland are clustered into five main group&.g. qualifying and amplifying determinants;
destination policy, planmg, and devebpment; destination management;ore resources and
attractors, and supportingfactors and resourcegin total, the model identifies 3@lestination

competitiveness attributes.
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