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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, the classical Destination Management
Organizations (DMOs) in community and mature types of destinations need to adjust their
activities and organizational models due to increased global competition, and changing markets
and needs (Bieger, 1998, as citied in Beritelli, Bieger & Laesser, 2009).

“New destinations structures are the appropriate response for destinations and tourism
regions to meet globalizing tourism markets with increasing marketing costs. This
includes the revision of tourism destination boundaries.” (Bieger et al., 2009)

The question is then how can a tourism destination remain competitive and innovative? And is
there a link between the organizational structure and the overall performance? Few researchers
have investigated this topic and as stated by the UNWTO, 2010, “… there is a lack of knowledge
about the impact of different forms of governance on the operational performance and the
organizational structure of a DMO (Destination Management Organization).”

Hence, one of the major challenges for tourism destinations is to find and introduce a form of
governance that bests fits the internal organization structure and the external forces. Several
authors have promoted and investigated the concept of destination governance (Beritelli et al.,
2007; Nordin & Svesson, 2007 and Pechlaner & Raich, 2009) but still several questions need to be
investigated: “how governance is produced, who governs, what roles have the actors and the
institutions in the process” (Pechlaner, 2009 as cited in Padurean, 2010).

To explore some of these questions the thesis is based on an action research approach followed by
the author in cooperation with Professor Siegfried Alberton of IRE (Istituto Ricerche Economiche).
After a broad literature review and a contextualization chapter, the empirical contribution will be
based on a single case study of a small 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 methodology devised and applied throughout the project follows the
research question and objectives defined for the study.

Research Question 1:
According

to

organizational

the

elements

model

that

identified
could

be

in

the

possibly

literature
applied

to

review,
a

is

there

particular

an

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 Gambarogno. The 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, theories, and strategies investigated in the
previous chapters.
The debate on new governance models is an actual and debated topic; many tourism destinations
are currently reflecting on this issue and proposing new alternative models to the traditional
community-based ones. The roles and functions of the small DMO are also under examination in
many countries, Switzerland included.
Gambarogno as a small-medium destination will be touched by several institutional and legislative
changes in following years. Therefore, the final aim is to propose a model consistent with the
theoretical findings and the external forces affecting the destination, namely the revision of the LTur (2013), the New Regional Politics (NPR), the strategic plan of the Locarno region, and finally
the merger of the nine municipalities of Gambarogno already implemented in 2010.
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Organization of the chapters
Based on the research questions, the thesis is elaborated in four chapters to tackle the research
objectives; each part is essential to answer the research question:

1.Theoretical
analysis

I.

2. Contextualisation - The
tourism situation in Ticino

3. Empirical
research

4. Results, limitations,
& future research

The Theoretical analysis
Chapter one presents a literature review indispensable for the understanding of the
context of the research. In this chapter, the following topics will be discussed:
tourism destination, governance, destination governance, destination networks,
clusters

and

partnerships,

destination

management,

and

destination

competitiveness.

II.

The Contextualisation – the tourism situation in Ticino
Chapter two introduces the tourism situation in Ticino. The evolution of the tourism
sector in the Canton will be investigated, as well as the strategies, the actual
organization, the trends, the new legislative change, and the new emerging
governance models.

III.

The empirical research
Chapter three deals with the methodology applied to this research: a single case
study analysis. The current situation, the evolution and the tourism products of the
destination will be described. Furthermore a SWOT analysis, the value chain
analysis, and the actual stakeholder relationships will be described. The results of
the three workshops will enrich the understanding of the destination.

IV.

Results and future research
Chapter four presents the conclusions, the findings, the limitations of the thesis,
and the potential possible directions that can be undertaken for further research.
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Methodology
In order to answer the research question, a descriptive and exploratory approach will be used. As
introduced, the thesis is also based on action research approach. The strength of this method is
that investigates deeply the context, through a collective re-thinking process, providing precious
information that have been previously not considered.
The empirical research presented in the chapter three is based on a single case study of the Swiss
destination Gambarogno. When designing a case study, a crucial choice lies between a multiple or
single case study. The latter is more indicated in the situation where the author wants to verify the
accuracy of a theoretical proposition analyzing a specific situation. The main methods of collecting
information were semi-structured in-depth interviews, direct observation, secondary data, and
three workshops organized with different stakeholders representing the various interests of the
destination. Based on the broad literature review, these are the theories and concepts used for
the analysis of the destination Gambarogno:
 Destination Governance Archetypes (d’Angella et. al, 2010)
 Cooperations, public-private partnerships and clusters, in particular the cooperation PPP
model (the example of Velden was particularly interesting).
 The idea highlighted in the evolution of the destination management in the alpine
destinations (Figure 9).
 All the concepts expressed with the “Destination Management of the Third Generation”.
Literature review

The literature review is considered a fundamental step in any research strategy. Table 4 at page 42
summaries the main academic articles used for the following research.
Case study

The case study is an analysis which, according to Yin (1994), “investigates a contemporary
phenomenon within its real life context when the boundaries between the phenomenon and the
context are not clearly evident.” The final aim of a case study is to gain a deeper understanding of
a specific case or phenomenon. This research method has several strengths, which are mainly
related to the wide range of methods and tools used to gather evidence. In fact, the possibility to
use different types of data coming from both quantitative and qualitative analysis is a further
13 | P a g e

advantage. The employment of multiple sources of evidence (triangulation) allows the researcher
to widen the field of investigation and to understand and explore a varied range of issues. The
main advantage brought by the triangulation method is that the findings will be evaluated as more
accurate, convincing, valid, consistent, and reliable. At the same time, case studies present some
limitations and problems, such as the risk of choosing a case that is not representative or the
impossibility to generalize the results. Besides this research method requires large amount of time
and resources.
As described by George and Bennett (2005), a case study follows three main phases:
1. Formulation of objectives, design, and structure of the research
2. Carrying out of each case study that has to match with the design
3. Presentation of the findings
As mentioned, a single case study is more designated when the researcher aims at confirming a
theoretical proposition by examining a unique specific phenomenon or situation. The single case
study may also be chosen when it characterizes a unique or extreme situation.
FIGURE 1: CORE ISSUE OF THE THESIS RELATED TO THE THEORETICAL AND PRACTICAL CONSIDERATIONS
IN THE DESTINATION
Literature review and empirical matters
regarding the study of present research

Theory
recommendation
•Cooperation between
destinations: networks &
PPP
•3° generation destinations
•Size of destination
•Roles and functions
•New destination
governace models

Trends, models, and new theoretical
perspectives

Practical and strategic considerations regarding the
actual situation in Ticino and Gambarogno – Case study

Core issue of the thesis
•New Alternative destination
governance model for the
tourism destination
Gambarogno
•New roles and functions

Practical and political
considerations
• Contextualization: the
tourism situation in
Ticino
• Single Case study
analysis
• Future strategies

Future strategies, actual organization, and
other considerations
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1. Literature review
1.1 Definitions and concepts
This chapter aims at providing the relevant literature review for the research context. This section
will introduce the key terms and background for the research conducted in this paper. It will aim
to explain the concepts of tourism destination in particular, the notion of governance, and more
specifically the concept of destination governance. Furthermore, in order to answer to the
research question, the academic literature about destination networks, clusters, and partnerships
will be analysed. In conclusion, the literature review chapter will focus on the concepts of
destination management and destination competitiveness.

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 UNWTO (2007):
“Tourism 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 self-contained center. A Tourism
Destination includes all the tourism services, resources and amenities,
attractions, facilities and support services/products offered to visitors
within their period of stay.” (UNWTO, 2007)
Bornhorst et al. (2009) argue that within the complex phenomenon of tourism, the
destination is centrally seen as “...the primary unit of study and management action.”
Defining a tourism destination is challenging seen the lack of a common and shared vision of the
issue. For this reason, scholar and academics have defined the tourism destination starting from
different point of view. Destinations have been, for example, defined as delimited geographical
areas where tourists travel and decide to stay (Hall, 2008; Leiper, 2004, as cited in Bieger et al.,
2009).
Destinations can also be seen as “the tourist product that in
certain markets competes with other products.” (Bieger, 1998)
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“Destinations are the competitive units of incoming tourism. Destinations are therefore an
important part of a tourism product.” (UNWTO, 1992; Bieger, 1996)
Also, Buhalis (2000) adopts a product-based perspective and asserts that destinations are
amalgams of tourism products proposing an integrated experience to the final consumers.
Nordin & Svesson (2007) focuses on the multi-actor dimension arguing that destinations rarely
grow in isolation and are normally run by more than one single actor; for this reason they present
a multi-actor complexity. “In this multi-actor situation, or network complexity, the various actors
may have diverse interests and sometimes also have different perceptions of reality, depending on
their points of reference.” Destinations can be also defined as delimited geographical and
territorial areas, such as a town, an island, a region, or a country (Hall, 2000). But recently some
authors such as Buhalis (2000) have argued that destinations should be defined and interpreted by
the customer his or herself, depending on prior knowledge, travel decisions, and itinerary.
Other authors focused on the specific role of the actors inside the destination. Ritchie and Crouch
(2003) underlined the importance of the relationships among the stakeholders.
FIGURE 2: DESTINATION FROM A STAKEHOLDER’S STANDPOINT (RITCHIE AND CROUCH, 2003)

Destinations can also be defined as the center where facilities and services are developed to meet
the needs of the tourists “Often destinations are artificially divided by geographical and political
barriers, which fail to take into consideration consumer preferences or tourism industry
functions.” (Buhalis, 2000)
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The components characterizing the destination are known as the six As framework:
Table 1: SIX AS FRAMEWORK FOR THE ANALYSIS OF TOURISM DESTINATIONS (BUHALIS, 2000)

Type

Description

Attractions

Natural, hand-made, artificial, purpose built, heritage, and special events

Accessibility

Entire transportation system comprising routes, terminals, and vehicles

Amenities

Accommodation and catering facilities, retailing, other tourist services

Available packages

Pre-arranged packages by intermediaries and principals

Activities

All activities available at the destination and what consumers will do during the
visit

Ancillary services

Services used by tourists such as banks, tele-communications, post, newsagents,
hospitals, etc.

According to recent studies, we can further subdivide destinations according to their
organizational structure: centralized or decentralized.

The first category encompasses the

destination represented by one single actor (corporate/company type of destination). In the
company type of destination, one single enterprise (e.g. a cruise ship, a resort, or a theme park) is
in charge of all the products and services. This type of destination is mainly financed thanks to the
marketing. The second category refers to the community type of destination (e.g. Lugano,
Gambarogno). In the community type of destination, products and service have normally the same
quality as public goods. This type of destination is mainly financed with taxes and is represented
by many individual public and private stakeholders. In the community type of destination, the
main tasks are normally fulfilled by the local DMO (Presenza et al., 2005; Bieger et al., 2009).
As stated by Beritelli et al. (2010), there is an “ongoing debate on the performance of corporatebased versus community-based destination management models.”
“In community-type of destinations, the development process involves
informal connections, knowledge, and trust, making the dynamic dimensions
(and therefore a historical view) crucial for the analysis of the formation and
evolution of the network. “(Beritelli, Bieger and Laesser, 2007)
In conclusion, competing but complementary actors, public-private linkages, multiplestakeholders, and sector complexity are just some of the elements characterizing the definition of
the tourism destination. (Nordin and Svensson, 2007)
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1.3 Governance
Despite the significant interest for the concept of governance in the broader literature review,
there is still little agreement on a common definition on what actually represents governance.
Confusion, controversy, and disagreement still characterize the different usages, definitions,
dimensions, and scopes of the concept of governance (Ruhanen et al., 2010).
There are, however, at least three commonly agreed upon characteristics that define this notion:
1. First, governance is not a synonym of government; these two terms are not
interchangeable. Governance is a much broader concept compared to government “and is
about steering the rules of the game” (Ruhanen et al., 2010).
2. Second, governance “implies less government control and predictability, no self-evident
leadership and no given hierarchy” (Breday et al., 2006 as cited in Ruhanen et al., 2010).
3. Third, governance implies there are multiple stakeholders with a specific interest in the
tasks. “Thus governance includes an element of stakeholder relationship management“
(Kooiman, 1993 as cited in Ruhanen et al., 2010).
Furthermore, there is an overall recognition that the public and private sector are both involved
and the definition should therefore include dimensions from both sectors.
Different narratives have defined the notion of governance. A corporate-based definition was
developed in the Cadbury Report where governance was defined as “the system by which
companies are directed and controlled” (Ruhanen et al., 2010).
Recently some authors have defined the concept of governance by considering, in particular, the
importance of networks. Rhodes (1997) stated that governance refers to “inter-organizational
networks characterized by resource dependence and exchange, rules and significant
independence from the state.” The same author (Rhodes, 2000) stated, “Governance is about new
processes of governing or new methods by which the society is governed.”
For Nordin & Svensson (2007), governance refers to “a variety of networks concepts used for
describing and analyzing how policy processes are shaped, managed and organized.”
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Additionally, Pierre (2000) described governance as “the capacity to coordinate and make
coherent actions and behaviors of multiplicity of actors as political institutions, private firms, civil
society, and international institutions.”
Governance refers also to the interactions and relationships between the actors and defines how
the different stakeholders implement and assess the rules of their interactions. (Baggio et al,
2010)
By focusing more on the tourism literature, the idea that both political and corporate approaches
are used to define the concept of governance is even more emphasized. (e.g Beritelli et al., 2007;
Nordin, 2003; Nordin and Svensson, 2007).
“Tourism is an interesting context in which to study governance as it lies at the intersection of the
public, private and community sectors.” (Ruhanen et al., 2010)
In the perspective of a tourism destination, the traditional governance model is characterized by
the DMO, which can be defined as “the entities that bring together various authorities,
stakeholders, and professionals and/or facilitates the tourism industry partnership towards a
collective destination vision.” (UNWTO, 2010)
“The interplay between government, industry and civil society, and the
increasingly blurred roles of public and private 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 governance.” (Dredge, 2006)
From a more centralized and top-down approach normally used in the public sector, recently a
more bottom-up and less bureaucratic and decentralized form of governance has been
encouraged. Hence from a situation where the government was in charge of the marketing and
promotion, the planning activities and the overall development, there is a tendency to give to the
local communities and businesses more responsibility for the entire management (Ruhanen et al.,
2010).
In light of this we can conclude that the concept of governance is linked to the notions of networks
and multi-actor perspective. New forms of organization are replacing the traditional public
centralized and bureaucratic one, leading to more dynamic, interdependent, and local
organizational models.
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1.3.1 From Government to Governance

According to Rhodes (1996), governance is a bigger and more complete concept compared to
government. The author introduces also the idea of a shift “from government to governance”. As
already emphasized, the 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 decision-making.
TABLE 2: GOVERNMENT VERSUS GOVERNANCE

Categories

Government

Governance

Definition

Formal decision-making
authority legitimized by formal
institutional rules
Small number of participants,
mainly public

Formal and informal authority
with the aim of building consensus
on specific decisions
A high number of participating
actors (public, private, and civil
society)
Processes, polices, and outcomes

Actors

Focus
Structures

Decision-Making
Process
Implementation-tools

Organizational structures and
institutions
Closed system, territorial limits
to the exercise of authority,
compulsory participation,
hierarchy
Little consultation, no
cooperation and involvement in
policy making and
implementation
Top down tools, mainly formal

Open system, functional division of
authority, voluntary participation,
network, and partnership
Greater consultation, cooperation
between actors in the definition,
and implementation of sectorial
policies
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

incentives and conditions

and obligations

determine the behavior of
different actors
Source: adapted from D., Cepiku, 2005

20 | P a g e

1.4 Destination Governance
The application of governance in the field of tourism has emerged recently and only a limited
number of academic papers attempt to investigate the patterns of destination governance
(Beritelli et al., 2007; Frach & Martini, 2009; Nordin & Svesson, 2007; Pechlaner & Raich, 2009;
UNWTO, 2010).
“Destination 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
DMO.” (UNWTO; 2010)
Beritelli et al. (2007) argue “the concept of governance applied to tourist’s destinations consists of
setting and developing rules and mechanisms for a policy, as well as business strategies, by
involving all institutions and individuals”. Stating as well that the final aim of destination
governance is to: “create a system that includes policies, processes and business strategies, so that
the economical and natural sustainability is guaranteed.”
Pechlaner (2009) has defined destination governance as a the form of self-organization of the
tourist destination considering, in particular, the concept of cooperation between the persons and
companies involved; this is characterized by the institutional context as well as by the rules of the
organization.
The participative aspect of governance was also highlighted by Kickert (1997, as cited in d’Angella
et al., 2010), stating that governance can be defined as “stable patterns of social relations
between interdependent actors, which take shape around policy problems and/or policy
programmes.”
Angella, De Carlo, and d Sainaghi (2010) developed a new approach for the identification of
destination governance models. The research question behind the model was: what are the actors
involved in the destination management? 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 mechanisms, and the
degree of concentration, it was possible to create four possible archetypes.
FIGURE 3: DESTINATION GOVERNANCE ARCHETYPES (D’ANGELLA ET AL, 2010)

The first model is normative, meaning a central local authority is in charge of the political
representation of the various interests of the stakeholders. Funding can be 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 labeled “entrepreneurial” as the main characteristic is voluntary
membership; also in this case both private and public institutions can be involved. The structure
and the mechanism can be easily modified.
The third model is called “leading firm” as the governance model is represented by just one single
company or institution. In this situation the coordination between the stakeholders is weak
witnessed by the inability of the leading company to provide incentives or support for the
participation of 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 way (thanks to cultural and
natural resources). The only existing mechanism functions are related to the short-term
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
ensure an effective governance. These findings can somewhat contrast the idea that top-down
approaches are less effective (Nordin and Svensson, 2007). According to d’Angella et al. (2010),
even the normative model can be effective, as the stakeholders are involved in the strategic
decision-making process.
FIGURE 4: THE MAIN SUCCESS FACTORS OF A GOOD DESTINATION GOVERNANCE (INSTITUTE FOR PUBLIC
SERVICES AND TOURISM – UNIVERSITY OF ST. GALLEN )1

Thus, figure 4 highlights in line with other contributions (Pechlaner et al., 2008; Nordin and
Svensson, 2007; Kickert, 1997) that 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 Lässer (2007) investigated, with a multi-case study perspective, the
performance of community-based destination management models compared to the traditional
decentralized community-based one. The conclusion revealed that several destination governance
structures are identifiable. The models differ according to the historical development, as well as
on the level of trust and on the overall internal mood of the destination. “The six selected
dimensions2 of corporate governance and their operational items help considerably in shaping
patterns of destination governance” (Beritelli et. al, 2007).

1

Course Destination Management and Marketing, USI, Master International Tourism (2010-2011)

The six selected dimensions are: transactions costs, power asymmetries, interdependence, trust/control, knowledge
and informal personal connections.
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1.5 Destination networks, clusters and partnerships
According to Bramwell and Lane (2000), “a key reason for the growing interest in partnerships in
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 stakeholders.”
Clusters have entered the field of tourism research just recently. Partnerships indeed are
commonly studied both in the tourist destinations research and governance (Svensson et al., 2006,
in Lazzeretti and Petrillo, 2006).
“Even though competitive rivalry still exists, joint efforts are increasingly becoming the norm”
(Nordin, 2003). Hence collaborations are seen as an important determinant for success and
competitiveness of tourism destinations.
1.5.1 Networks

Tourism can be defined as a “network system par excellence” (Scoot, Baggio and Cooper, 2008).
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 evaluating and analyzing the tourism
development (Tinsley and Lynch, 2001 as cited in Presenza and Cipollina, 2010).

2. Networks are described as important for the organization of public-private relationships
and for the comprehension of tourism governance.
The definition given by Jarillo (1996) explains the core of networks, which can be applied in the
tourism sector: “networks are a set of companies that work together toward a common goal, in
which coordination is not achieved by mergers and acquisitions but through the creation of a
strategic network of companies, working together toward the same goal.”
Dredge (2006) states that the network theory tries to increase the understandings about the
formal and informal organizational structures, both in the private and public sector, which
influence the collective action.
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According to Pechlaner (2002), tourism can be defined as a “system where interdependence is
essential and collaborations and cooperation between different organizations within a tourism
destination creates the tourism product”.
Within the context of the tourism sector, networks serve multi-purposes; one in particular is the
assistance in the formation of alliances and the facilitation in the creation of service and products
packages in specific destinations. “The cooperation required for a network to operate successfully
is perceived as essential for any tourist destination.” (Lynch and Morrison as cited in Ewen, 2007).
Also Buhalis (2000) highlighted the benefits of networks, as most of the destinations consist, in
fact, of networks of tourism suppliers. This thesis is also confirmed by March and Wilkinson (2009,
as cited in Presenza and Cipollina, 2010); the author stated that the performance of tourism
destinations is dependent on the links between the various stakeholders: not just on their
individual characteristics.
Bramwell and Sharman (1999, as cited in Presenza and Cipollina, 2010) identified three potential
benefits deriving from a consensus-based collaboration:
1. Collaboration may reduce or avoid the costs of conflict-solving issue among stakeholders
2. Collaboration may bring collective actions by involving stakeholders in the decision-making
process
3. Collaboration may increase the coordination of activities and policies
Furthermore cooperation could benefit the small and medium-sized tourism enterprises (SME’s)
by mitigating their size disadvantages (Bieger, 2004, as cited in Presenza and Cipollina, 2010)
above all with economies of scale and scope. This thereby actively creates competitiveness.
TABLE 3: BENEFITS OF NETWORKS FOR BUILDING PROFITABLE TOURISM DESTINATIONS (GIBSON ET. AL,
2007)

Benefit Category
Learning and
exchange
Business
activities

Community

Identified network benefits
Knowledge transfer, tourism education process, communication, develop of new cultural
values, accelerating speed of implementation and facilitation of development stage of SME’s
Co-operative activities, enhanced cross-referral, encouraging needs-based approaches,
increased visitor numbers, best use of small enterprises and support agency resources,
extend visitor season, increased entrepreneurial activity, inter-trading, enhanced product
quality and visitor experience, opportunities for business development interventions and
more repeat business
Fostering common purpose and focus, community support for destination development,
increased sense of community, engagement of small SMEs in destination development and
more income staying locally.
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1.5.2 Clusters

The concept of cluster is appropriate to the specific characteristics of tourism activities. Porter
(1998) defines clusters as geographical concentrations of interconnected organizations that are
working in a particular sector and linked by common and complementary aspects.
The cluster notion implies that some industries grow in determined regions as opposed to others
for more than just pure economic reasons. The research on clusters is based on the importance of
innovation and well as the access to qualified workforce, high education, and investment capital
(Nordin, 2003).
The same author (Porter, 1998) stated that clusters have a high value since “they are an effective
tool to create innovative development and economic growth in a widely economy.” Companies
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).
“Tourism cluster is a group of highlighted 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 about comparative and competitive strategic advantages. “
(Beni, 2003, as cited in Cunha et al., 2005)
Clusters are not a deliberated joint group of firms aiming to reach a common goal. Rather clusters
are a non-planned phenomenon. “For tourism the proposition is intriguing. Cluster formation, as 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 amorphous entities; rather they comprise
sets of related activity with distinct consumption attributes.” (Michael, 2006 as cited in Ewen,
2007)
According to Ewen (2007), the benefits provided by clustering models to firms and communities
are a step beyond the simple advantages that can be obtained with specialization. The co-location
of similar firms can produce a range of synergies, which if exploited, may enhance the growth of
market size, product, and employment.
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FIGURE 5: OPTIMIZING CLUSTER FORMATIONS IN MICRO INDUSTRIES (MICHAEL, 2003)

Horizontal clustering is the most used form of cluster formation. It is the alliance between similar
firms from the same stage in the value chain and part of the same industry located in a specific
geographic area. Hence, these firms are competing: selling similar products in the market.
However, their cooperation can create a bigger customer base and increase the total sales. Other
advantages (e.g. in terms of labor supply, product availability, shared information and other
externalities) can be significant.
Vertical clustering can be defined as the co-location of firms operating in the same industry but on
different stages of 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 the diagonal 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 are in cooperation for the production 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 (e.g. transport, hospitality, accommodation, information etc.).
Thus, in conclusion we can define clusters in the tourism field as “a group of companies forming
linkages and alliances with the unique feature that companies selectively compete in certain
respects and yet cooperate in others” (Nordin, 2003).
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1.5.3 Partnerships

Partnerships can be defined as a “label of bringing actors together in new constellations, sharing
resources and competencies in order to join problem solving and policy-making or policy network”
(Marsh and Rhodes, 1992).
Partnerships are made up of “people and organizations from some combination of public,
business, and civil constituencies that engage in voluntary, mutually beneficial, innovative
relationships to address common societal aims through combining their resources and
competencies” (Nelson & Zadek, 2000, cited in Lazzeretti and Petrillo, 2006).
Nordin, Svensson, and Flagestag (2006) have developed a basic framework for the understanding
of partnerships:
I.

Inclusiveness: starting from the multi-actor nature the authors suggest that partnerships
have the capacity to widen the range of actors involved the process of destination
development activities

II.

Accountability: which concern the separation and location of responsibility and how
decisions- makers may be held accountable

III.

Coherence: refers to the ability to gain the right resources and support for the achievement
of the final goal.

All these points, in particular coherence, are crucial for the understanding of the impact of
partnerships in the process of destination development.
In the case study of Åre (Nordin & Svensson, 2007), the link between governance and destination
development was analyzed. The research focused in particular on public-private relationships,
networks, and resource dependencies. The starting research question was: does the governance
structure matter in terms of destination performance, and if so, how?
“The results indicate that public-private 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 destination”. (Nordin
& Svensson, 2007)
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1.5.4 Public-Private Partnerships

Public and private partnerships (PPP) can be defined as “legal forms of cooperation between
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 service”
(GREEN PAPER, European Commission, 2007).
Indeed the definition provided by the Canadian Council for Public-Private Partnerships focuses
more on the cooperative aspect of the partnership, stating that PPP can be defined as cooperative
ventures, constructed on the expertise of each stakeholder involved, where 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.
“Public-private partnership is a contractual 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 general public. In
addition to the sharing of resources, each party shares in the risks and
rewards potential in the delivery of the service and/or facility.” (Kohl &
Partner, Hotel & Tourism consulting company, UNWTO 2010)
The public stakeholders in a PPP are government entities (including ministries, departments,
municipalities, or state-owned enterprises). The private partners may include local or international
businesses or investors with technical or financial knowledge. “Increasingly, PPPs may also include
nongovernment organizations (NGOs) and/or community-based organizations (CBOs) who
represent stakeholders directly affected by the project” (Asian Development Bank, 2010).
FIGURE 6: WHY DO WE NEED PPP IN TOURISM?
The public
service benefits
from private
dynamism and

innovation

Faster
implementation
of tourism
projects is
possible

Pressure of
compeititors
requires new
investments

Tourism
infrastructure
development is
expensive but
vital

Lack of budget
and know-how

Greater
integration of
policies and
practices

Why do we need PPP in Tourism?
Source: adapted from Kohl & Partner, Hotel & Tourism consulting company, UNWTO 2010
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FIGURE 7: MOST COMMON PUBLIC AND PRIVATE PARTNERSHIPS MODELS USED IN TOURISM
1. Associate
model
6.
Sponsoring

2.Cooperation
model

PPP
Models
5. Informal
cooperation
4.
Concession
model

3.
Operational
model

Source: adapted from Kohl & Partner, Hotel & Tourism consulting company, UNWTO 2010

I.

Associate model: is implemented when the
public

sector

participation

aims
for

a

to

ensure

tourism

equal

project

or

infrastructure. The public sector often covers

Best practices associate model: Spa Centre in Bad
Hofgastein (Austria)
The total investment for renovation and
enlargement of the centre was estimated at EUR
25 Million

the costs related to the infrastructure
development. The project is considered
important

for

the

regional

tourism

development. Both the private and public
sectors invest and share the financial risks of
the project.
Best practices operational model: operating
company of Schönbrunn Castle in Vienna
Responsible for the castle, the royal garden,
Sissi Museum, emperor apartments, etc.
visited by over 3 million visitor annually

II.

Cooperation model: is a model used

when the private and public sector agree to work
together, normally the shares of the public
sector are higher than 50%. “Is the ideal model if
nothing is built or contributions cannot be
measured.” The public sector develops a
contract with the joint venture.
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III.

Operational model: is applied when a
public

company

assigns

a

private

company for constructing, planning, and
operating in a specific sector based on

Best practices cooperation model: DMC of
the municipality of Velden, Austria
600 Hotels and more than 500’000
overnights stays per year

the fixed finance possibilities of the
public entity. The contract between the
parties sets the legal basis with detailed
task

descriptions.

The

operating

company normally keeps the revenues;
all the investments and costs are
covered by these operating revenues.

Best practices concession model:
development of cable car near Innsbruck,
Austria- Total investment around EUR 51
million.

IV.

Concession model: the concessionaire

(normally a private company) receives the right
to use the existing infrastructure or facility for a
determined amount of time. The facility
remains property of the public sector, and the
revenues are generated through the direct
selling

under

the

supervision

of

the

concessionaire.

V.

Informal cooperation: informal relation based
cooperation is probably the most used type of PPP.
“This new way of informally organizing various
actors with mutual resource dependencies is also a
means of allocating and mobilizing resources,
which, according to the participants in the public–

Best practices informal cooperation:
the case study of Åre (Sweden)
The public-private cooperation was
created with an informal destination
strategy group called Vision 2011.
The public and private actors meet
regularly to discuss long-term
strategies for the destination.

private network, has become much easier” (Nordin
& Svesson, 2007).
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VI.

Sponsorship: In the last years there has been a

proliferation of sponsorships between the
private companies and the local, regional, and
state conventions and visitor authorities or
tourism bureaus. The key to successful
tourism sponsorship is finding a company that
ties the public assets, markets a clear

Best practices sponsorship: rewarding
Victoria’s Tourism Heroes
The RACV Victorian Tourism Awards
celebrate and acknowledge tourism
businesses and individuals that have
demonstrated outstanding achievements
and success during the last financial year.
This event is supported by various private
businesses (like Qantas and Royal Auto).

message, and targets the right audience.
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1.6 Destination Management
“Destinations are some of the most difficult entities to manage and market, due to the complexity
of the relationships of the local stakeholders”. (Sautter & Leisen, 1999, as cited in Buhalis, 2000)
Martini (2005) declared that destination management:
“is the group of strategic, operative and organizational
decisions used to handle the process of definition,
promotion and selling of the tourism products of a specific
territory, with the final goal to generate incoming tourism
flows.” 3
As emphasized, various stakeholders are involved in the organization, development, and creation
of the tourism products. DMOs can be defined as the classical governance model in the tourism
destinations. DMOs are normally responsible for the coordination between the public and private
stakeholders, for the creation of an unique image for the destination, and are accountable for the
visitor’s pre‐trip and on site requests (Gretzel et al., 2006).
Additionally the DMOs generally fall into one of the following categories:
I.

National Tourism Authorities (NTAs) or Organizations (NTOs), operating at a national level,
are typically responsible for the overall country’s tourism industry strategy and for
communicating the image of the nation abroad.

II.

Regional, provincial, or state DMOs (RTOs) are responsible for the organization of tourism
in a geographic region such as a canton, province, or state.

III.

Local DMOs operate at the local level in a smaller and delimited geographic area (normally
a single city or town).

3

Translated from the Italian defintion: “l’insieme delle decisioni strategiche, organizzative ed operative attraverso le

quali gestire il processo di definizione, promozione e commercializzazione dei prodotti turistici espressi da un territorio,
al fine di generare flussi turistici di incoming” (Martini, 2005).
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DMOs are normally public-private organizations with a non-profit aim. The influence of the public
sector is important both in terms of policies and governance. Also considering financing, the public
sector plays an important role; as it is frequently the main funding source of the DMO.
FIGURE 8: DESTINATION MANAGEMENT FUNCTIONS4

The principal activities of a DMO can be summarized as follows:
I.

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

II.

Supply design (service coordination): can be described as the operational activities related
to the information center and/or tourism office and the operation of the qualitydevelopment-system and the quality-saving-system within the service chain. This includes,
as well, the organization of events and the saving of a reclamation service. Finally, the
supply design means design marketable products and secure training for the personnel.

III.

Marketing: comprises the creation of a marketing strategy and market research, including
the evaluation of the results. The securing of a brand management strategies (positioning,
care, cooperation strategies), as well as securing the promotion, public relations, and
merchandising, are other tasks of the marketing function. Further tasks include
determining a price strategy and actively selling the products through booking centers with
the securing of a distribution system and a marketable performance.

Source: Bieger, T.. Management von Destinationen und Tourismusorganisationen. 3. ed. München and Wien, 1997.
p.84
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IV.

Lobby: to inform both the personnel and the local population. The goal is to encourage
tourism consciousness and perform political lobbying (but just for the development of
specific projects).

The final aim of the destination management is the increase of the competitiveness. “The new
destination management paradigm could be summarized as follows: be able to keep up the pace
with the competitors or precede them” (Laesser, in Pechlaner et al., 2003).
FIGURE 9: EVOLUTION OF THE DESTINATION MANAGEMENT IN THE ALPINE DESTINATIONS (INSTITUTE
FOR PUBLIC SERVICES AND TOURISM – UNIVERSITY OF ST. GALLEN )

Figure 9 summarizes the main changes in destinations management in the Alpine destinations
from the 1960s until the new century. From a product-based focus, destination management has
evolved to a more cooperative system. Mergers and alliances have recently also been introduced
in the tourism sector, and the economic effectiveness has become an important requisite of all
destinations. Technology and new ICT (Information and Communication Technology) systems have
also been implemented for the destination management in the Alpine regions.
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1.6.1

Destination Management Organization of the Third Generation

FIGURE 10: EVOLUTION OF DESTINATION MANAGEMENT DEFINITIONS 5

After the introduction of the two main destination management reforms, namely the Destination
Management ’95 and the Destination Management ’05, the tourism industry in the traditional
Alpine destinations began investigating and continues to investigate new destination management
structures:
“Nowadays the tourism destinations are confronted with fragmented
offers, which are based on municipal and regional structures; tourism
destinations are dealing with an over business infrastructure, which
can stage and create tourism experiences in public areas” (Beritelli et
al., 2011)6
The new destination management organization is ideally based on the following seven
characteristics (Beritelli et al., 2011):
1. A budget of more than CHF 2 million.
2. At least one product manager is employed.

5

Adapted from Institute for Public Services and Tourism – University of St. Gallen, Prof. Pietro Beritelli, 2011

Translated from the original version: “Heute sehen sich Tourismusdestinationen mit einem fragmentierten Angebot
konfrontiert, welches in Gemeinde – und Regionalstrukturen eingebettet ist und wo mit überbetrieblichen
Infrastrukturen touristische Erlebnisse unter anderem in öffentlichen Raum inszeniert und erzeugt werden.”
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3. Increasing investments are devoted for the digital online promotion, therefore reducing the
printed materials costs.
4. The destination tries to reach new markets with additional resources and partners outside
the destination’s territory.
5. The financial structures are based on a mix of sources (ideally less than 80% coming from
the overnight stay tax).
6. There is the need to detach the destination from the fixed territorial principles.

7. Finally the top management meets professional and efficient decisions (Professional
Governance).
For the implementation of the Destination Management ’15, the following five principles have a
central importance (Beritelli et al., 2011):
1.

A marketing-process (marketing-funnel) for every strategic organization’s field

2.

Professional process-mangers and new working positions

3.

“Variable geometrie des Raumes”, detaching from the strength territorial principles

4.

Collective financing

5.

Transparent financing

Furthermore, as already described in the first chapter, networking is an effective solution for the
creation of a profitable tourism destination (Gibson et. al, 2007).
“We suggest to think increasingly on flexible process-oriented networking structures,
and on this sense to transfer the regional unidirectional promotion and market
development to product development and selling.“ (Beritelli et al., 2010)
In Destination Management Organization ’15, three main players were identified:7
I.

Systemköpfe (Head of the system) –has access to the portals (as hotels, the leaders in
tourism offers, etc.); they have a central position in the network.

II.

Market Mavens - Demand’s network, are the market experts and are able to somehow
influence the potential guest.

III.

Portals – Connect the heads of the system and the market mavens.

DMO della 3. Generazione”, Prof. Dr. Pietro Beritelli, Bellinzona 01.04.2011
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1.7 Destination Competitiveness
The search for the forces and factors that determine the competitiveness of the tourism industry
is an area that has not been fully explored (Dwyer et al. 2003). In the tourism context, the notion
of competitiveness has been applied to different situations. Several authors have related the
concept of competitiveness to marketing and strategic perspectives, whereas others have focused
more on the price, quality, and satisfaction viewpoints.
The first simple idea to consider is that destination competitiveness is strictly linked to the
creation of a competitive strategy and a long lasting competitive advantage.
“Competitive strategy is the search for a favorable competitive position in an industry. It aims to
establish a profitable and sustainable position against the forces that determine industry
competition” (Porter 1985, as cited in Vengesayi, 2003).
According to Richie and Crouch (2003), the increase of destination competitiveness is also strictly
linked to the high involvement of various stakeholders above all in the destination-planning phase.
How tourism destinations develop, maintain, and protect their competitive positions in the
increasingly competitive and globalized marketplace is a challenge that has increased overall
interest in the tourism industry.
“What 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 well-being of destination residents and
preserving the natural capital of the destination for future generation.“
(Ritchie and Crouch, 2003)
Nowadays, to be successful in the international tourism marketplace, destinations must guarantee
that the overall attractiveness, and the experiences provided to the visitors, must be equal or
exceed the one offered by alternative destinations (Dwyer and Kim, 2002).
An additional challenge to the management of destination competitiveness is that the goals inside
the destination are not always clear or consistent. There are often many different objectives that
influence tourism development. “While some goals may address profit and economic return, other
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goals of interest may concern various environmental and social outcomes. Thus the management
of destination competitiveness needs to be focused on the attainment of the goals which that
competitiveness is designed to achieve” (Crouch, 2007).
According to the competitiveness research developed by Ritchie and Crouch (2000), a competitive
destination is the one that has the ability to create added value and thus increase the national and
local wealth by managing resources and processes, as well as handling attractiveness and
proximity. In 2003 the authors presented the improved version of their competitiveness model: a
Conceptual Model of Destination Competitiveness.
FIGURE 11: CROUCH AND RITCHIE CONCEPTUAL MODEL OF DESTINATION COMPETITIVENESS

The model recognizes that destination competitiveness is founded upon the destination’s resource
endowments (comparative advantage) as well as its capacity to deploy resources (competitive
advantage). The model also recognizes the impact of both global macro-environmental forces and
micro-environmental circumstances. The factors of destination competitiveness are represented in
the model and are clustered into five main groups (e.g. qualifying and amplifying determinants;
destination policy, planning, and development; destination management; core resources and
attractors; and supporting factors and resources.) In total, the model identifies 36 destination
competitiveness attributes.
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1.8 Final Considerations
This section has in particular investigated the definitions and theories of the following topics:
tourism destination, governance, destination governance, destination networks, clusters and
partnerships, destination management, and finally destination competitiveness. The aim was to
provide the principal and basic theoretical aspects characterizing the academic studies of
destination management and destination governance.
Starting from the concept of tourism destination it was possible to evince the complexity and the
multi-actor perspective that is included in the majority of the definitions. Several authors have
contributed to the definition of the term “tourism destination” (Buhalis, 2000; Bieger 1998 &
2007, Bornhorst, 2010 and Nordin & Svesson, 2007). The model representing the destination from
a stakeholder standpoint proposed by Ritchie and Crouch (2003) and the six A’s framework
developed by Buhalis (2000) completes this section.
The second concept analyzed in this chapter was the governance notion and, also in this case,
there is still little agreement on a common definition on what actually constitutes governance.
Ruhanen et. al (2010) present the three common agreed characteristics, namely:
1. Governance is not a synonym of government (see table 2)
2. Governance implies less government control and predictability
3. Governance involves multiple stakeholder with an interest in the task
Furthermore there is a general recognition that both the public and the private sectors are
involved. As a final point, it was possible to reveal that some authors have recently added the
concept of networks to the definition of governance (Rhodes, 1997; Nordin & Svesson, 2007). In
light of this it was possible to conclude that the concept of governance is linked to the notion of
networks and multi-actor perspective. Furthermore, new forms of organization are replacing the
traditional public-centralized and bureaucratic ones, leading to more dynamic, interdependent,
and local organizational models. The introduction of the governance theories in the field of
tourism is a recent phenomenon, and only a limited number of authors have explored the pattern
of destination governance (Beritelli et al., 2007; Frach & Martini, 2009; Nordin & Svesson, 2007;
Pechlaner & Raich, 2009; UNWTO, 2010). From the broad literature review it was possible to
deduce that the concept of governance applied to the tourism destination includes aspects of
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participation (Kickert 1997), rules and mechanisms, business strategies (Beritelli et. al, 2007), and
forms of self-organization (Pechlaner, 2009). Furthermore D’Angella, De Carlo and Sainaghi (2010)
developed four destination governance archetypes based on the different level of coordination
mechanism and degrees of concentration. All four archetypes present weakness and strengths,
but they are all potentially able to ensure effective governance. These findings can slightly go in
contrast with the idea that top-down approaches are less effective (Nordin and Svensson, 2007).
Finally the section provides an overview of the main successful factors of good destination
governance (Figure 4). In line with other contributions (Pechlaner et al., 2008; Nordin and
Svensson, 2007; Kickert, 1997), it can be concluded that an effective governance model should
include the participation between the stakeholders to ensure a constant flow of information
between the actors. The implementation of an autonomous decision process, the estimation and
evaluation of the risks, are further criteria for an effective destination governance model.
An important concept for the understanding of the topic investigated in this thesis is represented
by the partnerships in the tourism sector. Starting from the definition of networks, it was possible
to evince the multiple benefits of networks and their importance on the tourism development
(Bramwell and Sharmann, 1999; Bieger, 2004; Buhalis, 2000; Gibson et al., 2007; Lynch and
Morrison, 2007).
Clusters have just recently entered the field of tourism research. The explanation of the different
clusters models, namely horizontal, vertical, and diagonal, enriches this section. According to Ewen
(2007), the benefits of the different clustering models are a step beyond the simple advantages
that can be obtained with the specialization; clusters can in fact produce a range of synergies
which, if exploited, may enhance the growth of market size, product, and employment. Tourism
organizations need to also fulfill promotional and organizational functions in order to remain
competitive; they therefore must: “assure a certain range of activities by cooperating with
suppliers and other destinations. In a certain sense tourism organizations have to play a key role in
motivating cooperations between different partners in tourism. Horizontal cooperations to ensure
economies of scale, vertical cooperations to ensure economies of scope” (Keller & Koch, 1995; as
cited in Bieger, 1998).
Partnerships can be defined as constellations sharing competencies and resources (Marsh and
Rhodes, 1992). Partnerships are based on a common aim. Based on the results of the case study
of Åre, it seems that public-private relationships have a positive impact on the development of
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tourism destinations. Figure 6 summarizes the main needs related to PPPs in the tourism sector.
The six most used PPP models in the tourism field were analyzed and described with best practices
examples. From the concepts presented in this chapter, it was possible to comprehend the
different possible cooperation models that could be also successfully implemented in the tourism
destination Gambarogno.
Finally the definition and evolution of the notion destination management was considered.
Starting from the assumption that DMOs represent the classical governance model in the tourism
destination, the chapter presented the four destination management functions: planning,
lobbying, service coordination, and marketing. The evolution of destination management in the
alpine destination (Figure 8), enriches the section by showing the different phases that have
characterized the management of the tourists destination from the 1960s to recent years, where
“cooperation” has become the core notion.
In conclusion, the academic literature on destination competitiveness was considered. The aim of
this section was to comprehend the different elements that permit the creation of a long-lasting
competitive advantage. The revised conceptual model of Crouch and Ritchie (2003), which
includes the 36 destination competitiveness attributes, is a helpful tool for the analysis of tourism
destinations. The model clustered the attributes in five main groups; here particular attention
should be paid on the destination policy, planning & development category as well as on the
destination management one. From the concepts presented in this first theoretical chapter, it was
possible to evince the continuous evolution of the tourism sector organizational structures. From
rigid government structures to new emerging destination governance models, it was possible to
understand how there is a clear orientation to more collaborative and less bureaucratic tourism
destination organizations. The benefits of cooperation and networking were emphasized by more
than one author.
“Being at the core of good governance, multi-stakeholder processes denote
the relevance of stakeholder and network theories (Provan & Kenis, 2007).
Insights from these areas can help with the analysis of inter and intraorganizational relationships that affect the destination governance
performance and, therefore, the effectiveness.” (Fryer et al., 2009, as cited
in Laws, 2011)
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2. Contextualization: The Tourism Industry
in Ticino
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2.1 Introduction
The tourism industry in Ticino is losing competitiveness. For this reason the monthly publication of
the principle indicators of the sector (e.g. the number of overnight stays) has become an
opportunity to start a debate on the current situation and on the existing organization structure.
The statistical data clearly reflect the current negative situation: Ticino is losing a significant
number of overnight stays (Figure 12).
From the provisional statistics information published by the Official Federal Statistical Office (UST),
is possible to evince how, in the month of May 2011, the total number of overnight stays in Ticino
decreased by 12,6% when compared to 2010 (from 261’016 overnights in 2010 to 228’079 unities
in 2011 totaling -31’937). This trend is also confirmed by the number of arrivals that decreased by
12.7% in the same month, going from 115’071 arrivals in 2011 to 100’442 in 2011 (-14’629). On
the contrary, the data for the month of June were positive, with an increase of +1.6% overnights
compared to 2010, and an increase of +0.7% arrivals. The length of stay is stable at 2.27 days. The
cumulative data confirm anyway that the first six months in 2010 showed a decrease in arrivals by
2.4% and a decrease in overnight stays by 2.1% (-21’541 overnights and -11’106 arrivals). The
motivations behind this crisis are multiple and not always easy to identify. “Since the early 1990s,
the traditional tourism centers, especially in Europe, have experienced a dramatic change in
tourism demand” (Weiermair, et al., as cited in Bieger, 1998).
Apart from the unquestionable change of the tourism demand, in Ticino the general configuration
between the Enti Turistici Locali (ETL) and the central authority Ente Ticinese per il Turismo (ETT)
needs to be revised. “Like most traditional forms of tourism, also alpine tourism has lost its
strategic success positions due to ongoing globalization of the tourism sector. The traditional
structures in tourism marketing – based on political and institutional boundaries – have to make
place to a more market oriented structure” (Bieger, 1998).
In the short term, several legislative changes will revolutionize the tourism sector in the Canton of
Ticino. Starting from the Nuova Poltica Regionale (NPR), which requires the implementation of
four new Enti Regionali di Sviluppo (ERS). The impacts of these changes on the tourism industry
will be described in the following chapter. The section will conclude with an overview of the
emerging destination governance models. Secondary data and in-depth interviews were the main
sources of information for this second chapter.
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2.2 The Evolution of the Tourism Industry in Ticino, from 1880 to 2010
Table 5: NUMBER OF ESTABLISHMENTS AND BEDS IN TICINO FROM 1880 TO 20108
Year

Tables 5 and the following tables focus on the different phases

Beds

1880

Establish
ments
20

1894

64

3’127

1912

208

7’704

1929

578

12’140

1939

767

14’238

1945

651

12’476

1950

607

12’467

1955

614

14’906

1960

800

21’703

1965

864

25’310

1970

887

27’969

tourism sector in Ticino started to grow considerably. In the first

1975

810

28’561

year of opening, the railway transported half a million tons of

1980

765

27’623

goods and one million passengers. 9

1985

721

27’996

1990

679

27’126

1995

611

24’796

2000

580

23’787

2005

423

18’405

2006

440

18’186

2007

451

18’315

2008

438

17’935

construction of new infrastructures dedicated to the tourism

2009

417

17’047

sector. The funiculars, like the San Salvatore (1890), the Monte

2010

404

17’298

Generoso railway (1890), and the rail line Lugano – Ponte Tresa

1’405

that have characterized the evolution of the tourism industry in
Ticino. It can be noticed that before 1880 there was a clear
absence of tourism mainly due to the difficulties to access the
region: from north due to the Alps, and from the south due to the
lack of railways connections. The industry’s activities were
practically nonexistent, and the standard of living was low. In
these years in Ticino, the phenomenon of emigration was
present.
2.1.1 First Phase (1880- 1912)

After the construction of the San Gotthard tunnel in 1882, the

The construction of the gallery did not just increment the tourism
industry and facilitate the accessibility to the region, but above all
it allowed economic development for the entire Canton.
As emphasized by table 5, the number of establishments is
considerably increased during these years. In 1880 there were
just 20 establishments, but, already in 1912, the number
increased to 208. The tourism development required the
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(1912), are just some of the examples of the new tourism infrastructures, still existing today, were
created in this phase.
2.2.2 Second Phase (1914- 1945)

The break out of the First World War implied a reduction of overnights in Ticino. But after 1918
the tourism industry started to recover; this positive trend lasted until 1929 when the American
economic crisis affected the European continent. After the end of “The Great Depression,” there
was another positive, long-lasting period for the tourism sector in Ticino and in all the major
European countries. In 1932 the “Associazione Cantonale del Turismo” was founded. During this
time, two separate organizations ideas were discussed: a centralized and a decentralized one. At
the end a compromise was found. Around fifty Pro Loco (local tourism associations) were
introduced. A coordination central authority, without personnel, was in turn a responsibility of
the Pro Lugano or Pro Locarno. At that time the train was still the prevalent mean of
transportation used to reach Ticino. This long lasting positive phase was interrupted by the Second
World War, which implied another negative trend regarding the number of overnights.
2.2.3 Third Phase (1945-1985)

With the end of the Second World War, the number of tourists and establishments increased
considerably. From 1950 to 1980 the standard of living of all major European countries improved
dramatically resulting in a positive trend for the entire tourism sector. This period is often defined
as a long lasting and positive time. The organization, with more than forty Pro Loco, was not any
more sustainable. On January 10, 1972, a new and innovative tourism law was implemented for
this reason: the L-Tur (Legge sul Turismo). The Canton of Ticino was defined as unique tourism
territory and the new central authority ETT was created. The Pro Loco were transformed in just 15
ETLs.
In these years paid holidays were introduced in the industry, which triggered the birth of mass
tourism. With the increase of the standard of living, the usage of the automobile started to grow.
After the construction of the San Gottardo highway tunnel in 1980, the number of overnights in
Ticino increased considerably. The airline company Crossair, landing at the regional airport of
Lugano- Agno was as greatly responsible for the tourism growth in Ticino. In these years, hoteliers
could count on new and modern infrastructures. Besides the hotels, new accommodations like
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camping, youth hostels, and alpine huts were constructed in order to satisfy the increasing
demand of tourists. The request for secondary homes was one of the most important trends that
affected the tourism industry in Ticino.
FIGURE 12: EVOLUTION OF THE NUMBER OF OVERNIGHTS IN HOTELS IN TICINO FROM 1975 TO 201010
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2.2.4 Fourth Phase (after 1990)

After 1990, tourism in Ticino faced a decline and is now characterized by the stagnation of the
demand. The globalization of the markets had a negative influence on the tourism industry in
Ticino. Nowadays, competition is on an international level; the new destinations are more
attractive both in terms of quality and price. In these years, new trends marked the tourism
industry (e.g. the last minute bookings and the low cost carriers). “Cheap airline transport, new
information technologies such as internet and global distribution systems, as well as travel
experienced customers, have led to fast globalization in tourism demand” (Bieger, 1998).
Ticino is competing today on an international level, and for many tourists the tourism offer in
Ticino is not any more competitive compared to the new destinations. This is the main explanation
for the crisis of the leisure industry in the canton. Hotels are not new anymore and many are
facing the dilemma: renovate or close. Many tourism locations ceased their activities because the
standards required by tourists are too high and the investments are too risky and demanding.
Ticino, and Switzerland in general, are considered relatively expensive, for transportation and
accommodation above all.
These are the main figures and facts that characterize the tourism situation in Ticino compared to
the other classic tourism destinations in Switzerland:11
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I.

Higher tourism intensity (relationship between the population and the overnights)
in hotels. In Ticino this ratio is 2.2; this is higher compared to the national average
(1.3), but lower compared to other destinations (GR 9.0, VS 4.2).

II.

A higher importance of domestic tourists (53.3% in 2008), compared to the national
percentage (42.4%).

III.

A Higher seasonality as between 2007 and 2008, 76% of the overnights were
registered in summer; on a national level the overnights in summer count for just
42%.

IV.

Less financial resources at disposal for the marketing since ETT and the eleven ETLs
have just CHF 8 million at their disposal for marketing activities (which is a main
duty of the ETT). The tourism marketing for the Canton of Grisons has CHF 40
million at their disposal, Genève ca. CHF 11.5 Million and Vallais ca. CHF 15 million.

V.

And finally a more significant decrease of the overnights in the last years: -15%,
compared to -10% GR, +3% VS.

The tourism industry is complex, and characterized by many activities from the accommodation,
to gastronomy, to commercial activities, and the cultural, recreational, and transport services. For
this reason it is essential to understand the complexity and importance of this sector for the
Canton of Ticino. Unfortunately there is a lack of statistical data concerning the importance of the
tourism sector in relation to the Cantonal GDP and on the number of persons employed. In 2001,
Maggi, Nosetti, Laesser & Alberton (2001) estimated that the tourism sector employed around the
8% of the actively employed people (ca. 13’000 employees).
According to the BAK Basel, the tourism industry in the Canton of Ticino contributes to 10.5% of
the cantonal GDP. Daniele Besomi, calculated differently the impact on the economy and the
number of persons employed in the tourism industry, stating that “the tourism industry in Ticino
counts for maximum 4,5 % of the GDP and employs around 6% of the active persons.12
In conclusion, is clear how in the 130 years of history the current situation is probably the worst
crisis the tourism industry in Ticino has ever faced, a re-thinking of the cantonal organization is
therefore needed and expected.

Adapted from Politica Cantonale & Strategie per il settore, 2010-2013”, ETT
Daniele Besomi, “Il peso del turismo nell’economia ticinese”, Azione, 13th June 2011
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2.3 The actual organizational structure

With the passing of the tourism law (L-Tur) on 30 November 1998, the Canton of Ticino has
applied a typical Italian marketing organizational philosophy. This organization is based on
cooperation, but at the same time applying a high central state power, the aforementioned ETT.
The main duties of the ETT concern marketing campaigns, cooperation with Switzerland Tourism
(ST), the creation of a marketing strategy, and the requests of financing to the Cantonal
Government (Lehar, 2003, in Pechlaner et al., 2003).
The cantonal tourism entity and the ETL are strongly connected, considering that the ETLs are
member ex lege of the ETT. At the same time also the communes are member ex lege of the ETLs.
For this reason:
“The Cantonal tourism normative in Ticino is the one that from a publicjuridical point of view presents the higher integration compared to all the
other members of the Arge Alp13.“ (Lehar, 2003, in Pechlaner et al., 2003)
The tourism organizations in Switzerland are organized in a hierarchical structure. The
organizations are divided in local, regional, state (Cantons) and national level. Three main actors
are accountable for the tourism industry in Ticino, namely the CdS (Consiglio di Stato), the ETT and
the eleven ETLs. The following table summarizes the main responsibilities (in black) and
collaborations (in grey).
FIGURE 13: REPARTITION OF THE RESPONSABILITIES BETWEEN CDS, ETT AND ETLS14

The Arge Alp consists of the following destinations: Bavaria, Baden-Wüttenberg, Salisburg, Tirolo, Voralberg,
S.Gallo, Grisons, Ticino, Alto-Adige, Trentino and Lombardy
Adapted from Politica Cantonale & Strategie per il settore, 2010-2013”, ETT
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TABLE 6: SWOT ANALYSIS OF THE ACTUAL TOURISM ORGANIZATION 15

Strengths
1.

The centralization of the marketing, allows
the ETT to work in an efficient and
professional way.

2.

The current organizational structure
permits a deeper understanding of the
territory (ETLs).

3.

Weaknesses
1.

The territory is fragmented in 11 ETLs with different
power levels

2.

The collaboration between the different authorities
(CdS, ETT and ETLs) is a structure without a hierarchy.

3.

A system of scientific monitoring is missing; all the
actors involved suffer from a knowledge deficit, above
all, on the demand and offer and on the regional
economic effects of the tourism industry.

The single ETLs are responsible for the
entertainment of their territory and for
the activities (not only touristic) that
contribute to the social well-being.

Opportunities
1.

2.

The cooperation on a regional level
between the single tourism actors is one
of the instances of the L-Tur. The recent
legislative acts (NPR) support these
cooperation projects.
The best practices on tourism
organization are numerous (GR, VS,
Tirolo, etc.), and can be adapted for the
tourism situation in Ticino.

Threats
1.

Numerous competing destinations were able to
cooperate with the tour operators. They are able to
sell attractive, not expensive, high quality offers.

2.

The fragmented territory and organization is reflected in
the difficulty to sell the tourism product of the long-haul
markets.

3.

The reduced financial support is limiting investment and
is therefore further decreasing the competitiveness (in
terms of attractiveness and visibility) of the tourism
destination “Ticino”.

PUNTI FORTI PUNTI DEB

The State Council, in the updating of the Financial Plane 2008-2011 (dossier number 18),
expressed his opinion regarding the actual tourism organization. After having articulated the
following interrogation: “the actual organization, fragmented in 11 Local Tourism Organizations, is
still adequate for an efficient tourism promotion, and to face the important international changes
and trends?” The government proposes the initiation of a cooperative reflection between the ETT
and the ETLs for the organization of the tourism sector, for the realization of a better repartition of
the responsibilities and duties, and a more efficient integration between the two levels.

Furthermore the actors should reflect on the functional coordination with the Competence
Centers (namely the ERS) required by the NPR with the relative revision of the L-Tur.16

Adapted from Politica Cantonale & Strategie per il settore, 2010-2013”, ETT
Rapporto al Gran Consiglio sulle Linee direttive e sul Piano finanziario 2008-2011”, December 2007
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2.4 The Future strategies
The new law for the application of the regional policy (LPR) entered into force on the 1st of
October, 2009, requesting that all communes cooperate for the implementation of four regional
development authorities (Enti Regionali di Sviluppo - ERS). These four new entities are consistent
with the functional regions defined in the Cantonal Structure Plan (Piano Direttore Cantonale).
Every ERS is connected with an urban polo (i.e. Locarno, Bellinzona, Lugano, Mendrisio-Chiasso).
All the ERS are demanded to implement as well a Regional Development Agency (Agenzia
Regionale di Sviluppo - ARS). The ERS are co-financed by the Cantonal Government and the
communes according to a specific concession contract. The different ERS are supported also with
part of the subsidies of the NPR and with the earnings coming from the creation of private or
public studies and projects. In conclusion, the single ERS can be considered platforms where the
different regional actors have the possibility to reflect, discuss, and find a strategic consensus
Inside the NPR there are different intervention areas (Figure 14). One in particular is related to the
tourism sector, namely the actual relation between the ETT and the ETLs. The focus for the period
2008-2011 was based on the idea to take into consideration the new regional development
authorities (ERS) and the local ARS for the tourism promotion (Table 7). The starting point was the
concern that the actual tourism organization is not able to maximize the socioeconomic
development potential of the Canton of Ticino, as the actual organization is structured in a
sectorial way in respect to the achievement of the tourism policy objectives.
The introduction of the NPR, and consequently the creation of the new ERS and ARS led to the
necessity to revise the actual tourism law; these corrections are expected in 2013. Currently a
working group created by Ticino Turismo, the DFE (Dipartimento Finanze e Economia), and the
ETLs, is meeting regularly to discuss this topic. In particular, the financing and organization of the
different levels (ETT and ETLs) are being examined. Currently, the findings of the groups are not
public. The suggestions will be evaluated by a political group chosen by the DFE. Based on these
findings, the DFE will draft the new L-Tur, which will be again evaluated by all the parties: the
political parties, the municipalities, the ETLs, Ticino Turismo, the professional associations, and all
other involved stakeholders. Finally, the CdS will implement and write the new L-Tur, taking into
consideration eventual observations provided by the parties. The legislative message will be sent
for approval to the Gran Consiglio Ticinese in 2013.
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2.4.1 The NPR (Nuova Politica Regionale)

The New Swiss Regional Policy of October 6, 2006, entered into force the on January 1, 2008, aims
to create positive framework conditions. The final goal is to increase the regional economy
competitiveness in the tourism and industry sector. The new regional policy mainly addresses
service providers located in rural and dislocated areas and encourages the implementation of
partnerships and cooperative networks with specific incentives. In other words, this new policy
promotes different types of cooperation among single actors, regions, and Cantons. In particular
the collaboration between public and private actors, also from different sectors, is incentivized.
With this new policy, all of the old regional political instruments, namely the LIM (Legge federale
sull'aiuto agli investimenti nelle regioni montane), the RegioPlus, and other Federal Decrees, have
been included in one single policy. The single Cantons are the principle actors having more
responsibility for the implementation, financing and conception of the regional policy.
The core aim of the NPR is the direct promotion and support of innovative programs and projects
that are able to add value and increase the competitiveness. Furthermore, it promotes territorial
cooperation inside the European Union and allocates subsidies and grants. In Ticino there are four
main areas of interest: wood, audiovisual, tourism- cultural itineraries, and renewable energy.
The decree of the 5th of October, 2007, has set the priorities in terms of direct promotion, focusing
in particular on the rural exportation economy (e.g. the tourism sector in the Alpine area). The
second priority is the promotion of production and service infrastructures based on the specific
local resources in the rural and mountain regions. The individual cantons can also set their own
priorities.
In order to reach the objectives, the NPR has three main areas of intervention:
1. Promotion of initiatives, programs and projects
2. Promotion of local authorities (Enti Regionali), regional secretariats and others regional actors
3. Promotion of the European territorial cooperation (INTERREG).
For the period 2008-2015, the NPR, in cooperation with the Fund for Regional Development, has a
total of CHF 230 million at their disposal for grants and subsidies.
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FIGURE 14: INTERVENTION AREAS OF THE
NPR (2008-2011)

2.4.1.1 Tourism relations

One of the topics (or Filiere) of the NPR is
denominated “Tourism Relations”. The objective of
this program is to implement and adopt a tourism
policy

able

to

maintain

and

increase

the

competitiveness of Ticino as an international
tourism destination in the future. The consideration
of the actual organisation is an obliged step. The
roles of the ETT and the eleven ETLs have to be
considered for the realization of a better integration of the two operative levels. The
discussion on the functional integration of the Regional Development Agencies (Agenzie di
Sviluppo Regionali – ARS) is part of the NPR program and is essential for the revision of the LTur. These are the fundamental steps of this activity, that unfortunately have not been
implemented:
TABLE 7: FUNDAMENTAL STEPS FOR THE TOURISM RELATIONS PROGRAM (NPR) 2008-2011 17
Year

2008

2009
2010

2011

Fundamental steps

Financing in CHF Millions
CH
TI
Free
Loans Free grants
grant
A common project (ETT and the ETLs) for a 0.00
0.00
0.80
future organization of the tourism industry
in Ticino, including suggestions for the
actual management, with the consequent
modification of the L-Tur.
Implementation of the ARS, which handle
0.00
0.00
1.30
responsibilities of tourism promotion.
Progressive functional integration of the
0.00
0.00
1.40
tourism structures and their duties in the
regional Development Agencies, according
to the Cantonal Actuation of the NPR.
Promotion of new integrated tourism
products and regional destinations.
The tourism promotion is completely
integrated in the Regional Agencies. The
evaluation of the reform and future steps
are communicated.

0.00

0.00

1.50

0.00

0.00
5.00
CHF 7.00 Million

Annual
Total
Loans
0.00

0.80

0.00

1.30

1.00

2.40

1.00

2.50

2.00
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2.4.2 The new ERS (Enti Regionali di Sviluppo)

The new ERS are based on two main legislative acts: the Federal and Cantonal regional policy
(NPR), as explained in the previous chapter, and the Regional Development Policy. These new
regional agencies have operative duties; they promote projects and initiatives of regional interest
and are the intermediary between the local authorities and the cantonal government. In Ticino
there are four ERS, one in each delimited region:
1. Ente regionale per lo sviluppo del Luganese (ERS-L)
2. Ente regionale di sviluppo Bellinzona e Valli (ERS-BV)
3. Ente Regionale per lo sviluppo del Locarnese e Vallemaggia (ERS-LVM)
4. Ente regionale per lo sviluppo del Mendrisiotto e Basso Ceresio (ERS-MBC)
The ERS are constituted and financed by the communes and the local ETL. Further support is
guaranteed by the cantonal government through subsidies coming from the NPR and eventually
with the participation of other public or private authorities. The ERS are charged to (art. 6, NPR):
I.

Participate in the organization and update the “Quadrennial Cantonal Actuation Program”
(Programma cantonale d’attuazione quadriennale).

II.

Increase the value, the economic, and territorial potential of the region.

III.

Become the coordinator for the development of projects and services.

IV.

Collaborate with the Cantonal government for the application of the Federal Law on the
Regional Policy (NPR), according to the directives of the sectorial policies.

For a deeper understanding of the functions and responsibilities of an ERS, the example of the
private association ERS-LVM will be considered. This region presents a particular model, above all
for the three “antenne locali”, that will be further explained in the result chapter.
FIGURE 15: The “Ente Regionale di Sviluppo Locarno & Vallemaggia” (Source: ERV-LVM)

Ente Regionale di Sviluppo Locarno & Vallemaggia
REGIONAL DEVELOPMENT
EXECUTIVE COUNCIL
DELEGATES
AGENCY
The executive council has management and
ASSEMBLY
The delegates assembly is the
legislavitive organ of the ERS. The 59
principal political authorities are part
of this assembly, namely the mayors
of the region, members of the
parliament and the four directors of
the local tourism offices.

representative duties. The council is
responsible in particular for the promotion and
coordination of the activities on the territory.
Also here the most important political
authorities are involved (mayors, Communal
associtaions and presidents of the ETLs).
Furthermore the Intercommunal commission
for the transportation is involved.

The regional development agency is the
operational arm of the ERS. Develops and
implements the strategies decided by the
Executive Council and is responsible for the
coordination with the Cantonal Administration.
The agency is at disposal to public authorities and
private promoters for information, financing
requests and consulting services.
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2.4.3 The revision of the L-Tur

The first tourism law in the Canton of Ticino was introduced in the 1970s; the last revision dates
back to the 30th of November, 1998 (more than thirteen years ago). The next major revision is
expected in 2013; currently a working group is meeting regularly to investigate the possible
direction to undertake in the future. The current L-Tur (1998) presents the following general
dispositions:
Art. 118
1. The following law has as objectives the promotion of the tourism in the
Canton and the facilitation of the organization, in order to respond to the
necessities of the guests and of the local population.
2. It aims in particular to increase the competitiveness of Ticino related to the
coordinated promotion and the support of quality services and products.
3. The authorities and the competent departments responsible for this law
promote tourism on the entire cantonal territory, valorizing the regional
peculiarities and ensuring that the guests and the population receive
necessary information and assistance.

The legislative message number 6371 dated the 22nd of June, 2010, is part of a major
governmental change that is affecting the tourism sector in Ticino. The State Council has decided
to follow a three-step strategy to reach the objectives expressed in the document “Turismo in
Ticino, politica cantonale e strategie per il settore 2010-2013”, namely:
I.

The approval of a new financial credit (L-Tur 2010-2013), with a concession of CHF 24

million for the tourism investments in Ticino and CHF 8 million for the tourism promotion. The

18

Translated from the original Italian version: 1 La presente legge ha lo scopo di promuovere il turismo nel
Cantone e di facilitarne la gestione, per rispondere ai bisogni di svago e di ricreazione degli ospiti e della
popolazione residente.2 Essa mira in particolare ad aumentare la capacità concorrenziale del Ticino tramite
la promozione coordinata ed il sostegno alla realizzazione di prestazioni e prodotti di qualità. 3 Le autorità e
gli enti competenti per l’applicazione della presente legge promuovono il turismo su tutto il territorio
cantonale, valorizzando le peculiarità regionali ed assicurando agli ospiti e alla popolazione la necessaria
informazione ed assistenza.
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promotion that the ETT will handle for the period 2010-2013, was approved by the CdS with the
legislative message 6272 of the 30th of September, 2010.

II.

The change of the financing modalities of the ETLs and the ETT, were executed already with
the “MESSAGGIO 6371” of the 22nd of June, 2010. The reason for this adjustment is the necessity
to better clarify the assignments and the resources to be allocated between the ETL and the ETT
and to organize the different institutional assignments in a more coherent way. This clearly
distinguishes between the promotion tax (Tassa di Promozione) that is paid by the owners of the
infrastructures and the overnight tax (Tassa di soggiorno) that is entirely paid by the tourists. The
new models propose that the overnight tax will be entirely allocated to the different ETLs, but the
promotional tax will (from now on) be devoted completely to the promotional duties of Ticino
Turismo. Therefore, the local tourism offices will not benefit in future from the 20% share coming
from the promotion tax. With this new financing model, not only the monetary flow faces a
change but also the duties and responsibilities between ETL and the ETT. Ticino Turismo will be
responsible for the strategies, for the marketing (online & offline), for the promotion, and for the
relationship with Switzerland Tourism. The ETLs will be more focused on the product in the future
(e.g. organization and cleaning of the walking paths and of the different infrastructures). An
important change for the local tourism offices is the increased responsibility for the organization
and financing of events. This will be followed by the entertainment and the information to the
tourists. Starting from the 1st of January, 2011, the prices for overnight stay taxes will be
increased.

TABLE 8: LEGISLATIVE CHANGE FOR THE INCREASE OF THE OVERNIGHT STAYS TAX
Adjustment of the

Accommodation category

Old price

New prices

overnight stay taxes

Hotels 4 - 5 stars

1.45 CHF

3.00 CHF

Hotels 0 - 3 stars

0.80 CHF

2.00 CHF

Rented secondary houses and
0.80 CHF
apartments

2.00 CHF

Camping and youth hostels

0.55 CHF

1.00 CHF

Huts and group
Accommodations

0.25 CHF

0.50 CHF

58 | P a g e

The new financial model and the increase of the overnight stay taxes will bring further CHF
2’250’000 to the eleven local tourism offices in Ticino. The revenues coming from the overnight
stay tax are increasing the revenues of the ETLs from CHF 11.3 million to CHF 13.5 million. This
money should be invested in events that in the past were subsidized by Ticino Turismo. With this
legislative change for example, the Ente Turistico Gambarogno has additional CHF 116’000 at their
disposal for future investments projects.
FIGURE 16: NEW FINANCING MODEL FOR THE ETT AND THE ETLS

Source: Sezione Promozione Economica, Canton of Ticino,2010

Hence, in Ticino there are four main financing sources:
a) Overnight stay Tax (Since the 20th of October, 2010, this revenue has been totally
distributed to the eleven ETLs.)
a. Destination
Art. 15 - The overnight stay tax is exclusively destined to the financing of the
tourism infrastructures, to the assistance of the tourists, and for information
and entertainment.
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b. Subjugation
All the persons that overnight in one municipality that is not their place of
residence are requested to pay the overnight stay tax: guests in hotels, hostels,
rented secondary homes, restaurants with rooms, camping, huts, and other
similar accommodations.
b) Promotion Tax (Since the 20th of October, 2010 it has been completely devoted to the ETT)
a. Destination
Art. 18 – The Promotion Tax is designated to financing of the tourism
promotional activities.
b. Subjugation
All owners of accommodations, retailers (without rooms), and the beneficiaries
of the cantonal subsidies of the present law.
c) Communal Contribution
a. Destination
Art. 20 - The Communal Contribution is designated for the financing of the
activities of the ETL.
b. Computation
The contribution is calculated based on the number of overnights registered
with the overnight stay tax, on the communal territory, on the year that
precedes the taxation.
d) The approval of a new financial credit (L-Tur 2010-2013)
As already described at page 56, the State Council of the Canton Ticino
approved, a concession of CHF 24 million for tourism investments in Ticino and
CHF 8 million for the tourism promotion implemented by the ETT for the period
2010-2013, with the legislative message 6272 on the 30th of September, 2010.

III.

The revision of L‐Tur will be completed before the end of the four‐year period 2010‐2013.
This point is currently in a phase of elaboration. Based on in-depth-interviews with the
experts, it was possible to evince that the financing and organization between the ETT and
the ETL are the main issue currently investigated in the meetings.
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2.5 New emerging governance models
2.5.1 Lugano

Starting from the 1st of January, 2012, Lugano will implement this new “Diacastero Turismo” (as
previously mentioned). Currently, all the tourism activities are a responsibility of the local tourism
office Lugano Turismo, which is also coordinating the events in the entire region. Furthermore,
with a mandate from the City of Lugano, the local ETL is also managing the Palazzo dei Congressi,
which is the main congress hall of the municipality.
The reorganization of the sector is based on the current repartition of the duties inside the entire
district of Lugano. The idea of this new department is based on the desire of Lugano Turismo to be
more independent, including financially, from the ETT. Probably the recent revision of the L-Tur
that gives the entire promotion responsibility to the ETT was not completely appreciated by the
two bigger ETLs, namely Lugano and Locarno, which clearly wanted to have a voice concerning
marketing and promotion. The new dicastero will not be financed with the overnight stay tax that
will still be collected and used by the local tourism office. With this division, the new office can be
financed and organized more independently. Following this concept, the merger between Lugano
Turismo and Malcantone Turismo was an almost obligatory step. The final decision to merge the
two ETLs was approved at the general assembly of Malcantone Turismo on the 25th of May, 2011,
and by the shareholders of Lugano Turismo on the 30th of June, 2011.
The new dicastero will be composed by three different sectors: events, congresses, and
development & image. The director will be Marco Sorgesa, the current director of Lugano Turismo.
The information has still not been officially confirmed, but probably half of the employees of
Lugano Turismo (which are around 50) will be employed by the new Dicastero Turismo.
The events office will not merely follow the coordination anymore, but, in addition, will evaluate
the entire event schedule and investigate the results obtained in the different events. The
examination of the current trends and the research of possible sponsors are further
responsibilities of this office. The goal is to increase the quality of the events organized throughout
the entire territory.
The congress office will have the revitalization of the congressional activities of the city as an
objective. The promotion of this particular product will face a revolution. An action plan for the
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national and international promotion will be introduced in order to attract new investments and
clients. The new congress hall (Palazzo dei Congressi) will be renovated with new technical
equipment. Finally a new, shared territorial marketing plan will be presented and a special
“congress task force” will be organized.
In conclusion, the sector’s “development and image” is based on the idea that in the future the
City of Lugano needs a clear and unique image that is effectively communicated inside the regionand internationally. The first step is to analyse past contacts the city had with other partners and
destinations and based on these findings and evaluate the further possible steps. Furthermore,
the office has the responsibility to share the information with the other sectors: namely the local
Chamber of Commerce, the banking association, the “Associazione Industrie Ticinesi”, the
University (USI) and finally the Cardiocentro, which is currently one of the most outstanding heart
centres in Switzerland. Behind this reorganization, two main reasons have been identified:
1. The principal regional events are already organized in Lugano. The organization and
coordination of the various events in the future will be a responsibility of just one central
communal office. The merger with Malcantone Turismo will amplify the necessity of
handling as well situations in dislocated realties in this large territory.

2. With the creation of this new office the product “Lugano” can be optimized and the
different competencies can be better organized. As stated by Marco Sorgesa “this solution
allows us to be specialized and therefore to be more efficient.” The new tourism
department will, in fact, be responsible for the implementation and development of the
products. Hence, Lugano Turismo could focus more on the attractiveness of the
destination, in particular on the natural offer (trails). To avoid the risk of
misunderstandings, the two offices need to create successful synergies from the beginning.
In conclusion, as stated by the journalist Katya Cometta:
“Lugano has the financial and political power to do these choices… It is important to investigate if
also the other local tourism offices suffer of this lack of independence, but seen their reduced
financial and political resources for now they just adapt to the situation.”19

19

Il Turismo strappato, Katya Cometta, http://www.rossoblu.ch/I/ticino/il-turismo-strappato.html, 22.06.2011
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2.5.2 Bellinzona & Alto Ticino

In the article appeared on the Giornale del Popolo on the 17th of June, 201120, the four ETLs,
namely Blenio Turismo, Leventina Turismo, Biasca/Riviera Turismo and Bellinzona Turismo,
declared, “we work for the tourism sector, not for the parochialism.”
The hypothesis is to merge the four actual ETLs into just one single local tourism office in 2013.
According to Luigi Rossetti, president of the Ente Turistico Biasca e Riviera, “this solution is the
best one to increase our efficacy.”
Also, according to Fabio Grossi, president of Blenio Turismo, the reflection on this topic is already
started and is better to propose something before the merger is imposed. Also, the management
of Bellinzona Turismo agrees, the president Flavia Marone adds “Bellinzona Turismo was in the
first line for this aggregation since the beginning, we are ready to reach this objective, both on the
plane and in the valleys.”
Mattia Manzocchi, president of Leventina Turismo, is coordinating the activities of the group. He
declares: “There are some problems to solve, but the will to cooperate is definitely there.”
This decision is also motivated to the recent multiple municipality aggregation. Furthermore, the
New Regional Development Office (Ente Regionale di Sviluppo) for the territory of Belllinzona and
Valleys has been recently implemented.
FIGURE 17: NEW ETL BELLINZONA & VALLEYS

New ETL Bellinzona &
Valleys

I quattro enti turistici vogliono unire le forze”, Giornale del Popolo, 17th June 2011
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2.6 Final considerations
The general overview given in this chapter showcased different, important points concerning the
organization of the tourism sector in Ticino, including its evolution and financing.
Furthermore, the chapter investigated the expected legislative changes that will significantly
impact the future governance models. This starting with the NPR where one of the most important
issues is related to the relationship between the two operative levels: the ETT and the ETLs. In
addition, as previously introduced, the NPR requires the introduction of new regional and local
authorities: the ERS and ARS. The implementation of the new regional agencies is consistent with
the general aim of Ticino Turismo to divide the Canton in four main destinations: Mendrisiotto,
Lago di Lugano, Bellinzona and Valleys, and Lake Maggiore and Valleys.
As examined, the four destinations are still working on possible aggregations or mergers.
Mendrisiotto is the only destination

FIGURE 18: CANTONAL DIVISION – THE 4 DESTINATIONS STRATEGY

that nowadays presents just one
DMO. The other three regions are
discussing or proceeding in this
sense. The emerging governance
models

of

Lake

Lugano

and

Bellinzona & Valleys were briefly
described. Currently Locarno is the
only

destination

presenting

a

that

high

is

still

fragmented

Bellinzona
& Alto
Ticino
(expected
merger in
2013)

Lugano and
Malcantone
(merger in
2012)

organization with four separate
DMOs on the territory. This is the
main reason for choosing it as a case
study.

Locarno
(still with 4 separate ETLs:
Gambarogno, Tenero &
Verzasca, Valle Maggia &
Locarno/Ascona)

Finally the revision of the L-Tur was
investigated. The introduction of the new tourism law in 2013 is a major change for the hospitality
and tourism sector in Ticino. Unfortunately, the actuality of the topic limits the number of
available information. Through the interviews it was nevertheless possible to evince that the “four
destination strategy” it is very likely to be implemented.
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3. Empirical analysis
Case study: the tourism destination
Gambarogno
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3.1

Case study choice, motivation, and methodology

The objective of the current chapter is to investigate, in practice, the possible application of the
destination governance and destination management theories described in the first chapter. The
fundamental requisites of the research are consistent with the academic findings and the changes
defined in the second part of this research.
Based on the broad literature review, these are the theories and concepts used for the analysis of
the destination Gambarogno:
 Destination Governance Archetypes (d’Angella et. al, 2010)
 Cooperations, public-private partnerships and clusters models, in particular the
Cooperation PPP model (the example of Velden was particularly interesting).
 The idea highlighted in the evolution of the destination management in the alpine
destinations (Figure 9).
 All the concepts expressed with the “Destination Management of the Third Generation”.
The choice of the case study was motivated by several reasons. The starting point was the
consideration that mature destinations need to implement new organizational structure in order
to remain competitive. As stated by Bieger (2009), “New destination structures are the
appropriate response for destinations and tourism regions to meet globalizing tourism markets
with increasing marketing costs. This includes the revision of tourism destinations boundaries.”
Gambarogno was therefore an ideal case for the investigation of a new structure for a destination
that is currently experiencing a stagnation phase.

Foremost, the particular situation on a regional level (Regione del Locarnese), and on a Cantonal
level, makes Gambarogno one of the most interesting cases for the studying of the over
mentioned topics. As emphasized at page 64, the Locarno region is the only district in Ticino that
still presents a highly fragmented structure; the ETG is in fact one of the four ETLs operating in the
region. The open question still remains: how can these four entities work and cooperate if the
direction of the “four destinations” will be effectively implemented with the revision of the L-Tur in
2013?

66 | P a g e

3.2 Domain definition
The Riviera del Gambarogno is situated on the

FIGURE 19: DIVISION OF OVERNIGHTS BASED ON
SINGLE ETL (2008)

left shore of the Lago Maggiore, in the
southern part of Ticino. The region extends
along the lakeside for more than 10 kilometers,
from the beginning of the lake to the Italian
border. Since the 25th of April, 2010, the nine
villages that compose the municipality of
Gambarogno (i.e. Caviano, Contone, Gerra
Gambarogno, Indemini, Magadino, Piazzogna,
San

Nazzaro,

Sant’Abbondio

and

Vira

Gambarogno) have merged to form only one single municipality. The region has now a population
of 4’906 inhabitants in an area of 5.189 km2. Gambarogno is currently the only area in Ticino
where the municipality is equal both to the region (Regione del Gambarogno), and to the territory
promoted by the local tourism office (Ente Turistico del Gambarogno).
Understanding of the role and importance of the single regions in Ticino is essential for the
comprehension of the context. From the following figure is possible to evince the importance of
two main destinations: Lago Maggiore (with 38% of the total overnights in Ticino) and Lugano
(with 20%). In this context, Gambarogno is positioned as a medium-small destination with 7% of
the total overnights in Ticino. It is important to notice that the tourism destination of Gambarogno
has a high percentage of secondary homes stays (92.74%). The overnights in hotels represent only
6.11% of the total. This low figure can be explained by the fact that the destination only hosts a
couple of small-medium hotels. The camping and two youth hostels represent respectively 0.51%
and 0.64% of the overall registered overnights.
Gambarogno, as a small- medium tourism destination, will be touched by the institutional and
legislative changes previously described: namely the revision of the L-Tur (2013), the
implementation of the New Regional Politics (NPR), as well as the strategic plan of the Locarno
region and finally the merger of the nine municipalities of Gambarogno (already positively
implemented in 2010). Their personal initiative to cooperate with IRE (Istituto Ricerche
Economiche) on the future governance possibilities was the perfect opportunity for the author to
investigate the topic in the following master thesis.
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3.3 Figure and Facts21
FIGURE 20: RESIDENT POPULATION IN GAMBAROGNO – FROM
2000 TO 2010

Population: 4’906 (2009),
increased by 7.75% from 2000 to
2009
Area: 5.189 km2
Population density: 94.5
inhabitants for each km2
Population age: 59.45% of the
population has more than 40
years.
Foreign Citizens: 14.95% of

FIGURE 21: POPULATION DIVIDED IN AGE GROUPS (2009)

the total population in 1990,
19.66% in 2009 (+4.71%)
Importance

of

the

tourism

sector: the 14.74% of the private
companies in the Gambarogno
region are hotels or restaurants.
If we consider just the tertiary
sector, this percentage grows to
19.68%.

FIGURE 22: MIGRATORY BALANCE - GAMBAROGNO FROM 2000
TO 2009

International movement: +329

Intercantonal movement: +227
(from 2000 to 2009)

21

Source: USTAT, 2010, own elaboration
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3.4 Evolution of the destination
3.4.1 The Pro Gambarogno Association-1950-197122

The tourism destination Gambarogno was discovered, as many other in Ticino, after the end of the
First World War. Tourists were mainly composed of Germans and Confederates who started to
buy inexpensive plots of grounds near the lake. Also, the rental of apartments and secondary
homes slowly increased, but still in the period 1930-1950 all of the main tourism infrastructures
were missing. At that time, no private or public authority was responsible for the tourism sector.
The increase of the tourism movements in this destination has to be attributed to the fast
urbanization of Ascona, and in general of the right bank of the Lake Maggiore.
In 1935 the “Pro Magadino & Dintorni” was founded, followed in 1948 by the “Pro Basso
Gambarogno”. The two local associations merged in 1950; the new authority was called “Pro
Gambarogno”. The statute was officially approved the 7th of July, 1950, by the State Council.
Figure 23 highlights the impressive increase of available beds, overnights, and earnings coming
from the overnight stay tax between the years 1950-1970.

FIGURE 23: TOURISM MOVEMENT FROM 1950 TO 1970

It is curious to mention that in 1966 the principal street in Gambarogno was still not asphalted.
With the implementation of the new street, the region was finally able to overcome the secular
isolation. But, as described in the workshop results on page 89, many dreams of the stakeholders
are today still related with connections able to link the destination with the neighbors’ villages, in
particular with Locarno. Therefore The isolation is still a perceived disadvantage of the region.

Vent’anni e uno di attività”, Associazione Pro Gambarogno 1950-1970, printed in 1974
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FIGURE 24: OVERNIGHTS IN GAMBAROGNO FROM 1950 TO 1970 (Source: ETG)
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With the introduction of the new tourism law (L-Tur) in 1970, the Pro Loco in Ticino were merged
and transformed into fifteen public authorities (Enti di diritto pubblico). The State was responsible
for the coordination and for the cantonal initiatives in favor of the tourism industry. The
organizational change in the Gambarogno region was less problematic than in other destinations,
considering that the already existing infrastructures were already organized in the way requested
by the law (just one Pro Loco). Hence it was more or less just a change of name as the new Ente
Turistico Gambarogno was composed essentially with the same persons who composed the Pro
Loco Gambarogno.
FIGURE 25: OVERNIGHT STAYS BETWEEN 1972 TO 1990 (Source: ETG)
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Figure 25 perfectly highlights the impressing increase of overnight stays between 1972 and 1997.
In these fifth teen years the number is more than doubled. The forfaits paid by the secondary
homes owners were 115'148 in 1975, in 1990 were already 435'261. From the data it can be
therefore deduced that the construction of secondary homes was extremely intensive in this time.
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3.5

Actual organizational structure

Starting from the agreed consideration that a destination is not a business company, the
reconstruction of the value chain for a tourism destination requires a different approach. The
creation of the value reflects the complex nature of the destination where the products and
services are linked together and integrated with other infrastructures. The final value is
consequently created in cooperation with different actors inside and outside the destination.
“Destination environments are often complex, dynamic and fragmented across multiple firms and
organizations, that even through numerous linkages and interdependencies, typically none of
them is able to control the destination” (Sigalla, 2009 as cited in Padurean, 2010).
FIGURE 26: VALUE CHAIN OF THE DMO GAMBAROGNO
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Source: Pechlaner, 2000, own elaboration

Ente Turistico
Gambarogno
The ETG is a public corporation implemented according to Art. 6 of the L-Tur (30th of
November, 1998, entered into force the 1st of January, 2000). The ETG is managing
an area of 5'189 hectares with a population of almost 5’000 inhabitants. The three
employees (one director and two employees) are responsible for the information
and guest service, for the hospitality, the collection of the overnight stays tax, the
preparation of statistics and reports, the organization of activities during the year,
the maintenance of the trails (managed by two people outside), the promotion of the
products in the territory, and the organization of press trips. In 2011, the ETG will
manage a total of 1,200,000 overnight stays, representing direct revenue of
approximately CHF 1'121'500. The total gain should be estimated at CHF 1'383'000.
Costs are estimated in the same manner, thus reaching a financial break-even. The
capital at the end of the financial year 2009 was CHF 457'235.70.
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Products
and Services
Services: welcoming of the guests, entertainment, information concerning the
products offered both in the destination and in the entire Canton of Ticino, cash of the
overnight stays tax, promotional tax and forfaits, organization of events, maintenance
of the trails and promotion on the local and national scale.
Products: guided excursions to the Bolle di Magadino, printing of various brochures,
creation of the hotel and apartment list in cooperation with the ETLM (Ente Turistico
Lago Maggiore), organization of 4 cruise trip to Locarno in the months of July and
August, organization of the transportation to the Film Festival Locarno, other various
excursions and implementation of numerous events during the year.

Impact on the
economy
As previously mentioned, several product and services create the final value of a
tourism experience., Unfortunately, until now in Ticino, just one indicator has been
used for the evaluation of the impact of the tourism sector on the local economy: the
number of overnights. “This measure misses all the little qualitative variations in the
composition of the tourism population, ignores the daily tourism, the tourists that are
not paying the overnight stay tax, the family visits and all the overnights that are not
declared tout-court.” 23

The revenues of the ETG for financial year 2011 are described as follows:
Revenues

Preventive 2011

Promotion Tax (for ETT)
I.
Hotel
II.
Private owners
III.
Camping
IV.
Hostels
Municipal contributions

CHF 232'000
I.
78’750
II.
147’500
III.
4’750
IV.
1’000
CHF 167’000

Social quotes
I.
Hotels
II.
Associations
III.
Retailers
IV.
Privates
Overnight stay Tax
I.
Hotels
II.
Private owners
III.
Forfait
IV.
Camping
V.
Hostels
Extra Revenues
I.
Rentals
II.
Selling
III.
Services
IV.
Reimburses

CHF 10’000
I.
2’500
II.
2’000
III.
2’000
IV.
3’500
CHF 889’500
I.
126’000
II.
236’000
III.
520’000
IV.
5’000
V.
2’500
CHF 84’800
I.
13’000
II.
8’600
III.
19’000
IV.
44’200
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Art.3 (Statuto dell’Ente Turistico del Gambarogno)
“The ETG has the aim to inform and assist the tourist, as well as
promote the entertainment of the tourism offer, enhancing the
interests related to the tourism in the various municipalities of the
district.”24
Furthermore, in cooperation with the municipalities or other interested authorities, the ETG has
the aim to promote and coordinate the development initiatives of the region with any ideal means
and to protect the interest in any field.
Art. 6 (Statuto dell’Ente Turistico del Gambarogno)
The ETG is composed by four different entities:
1. The Assembly
2. The Board – Composed by seven members
3. The Director
4. The Commission for the balance revision
Using the new approach for the identification of destination governance models developed by
d’Angella, De Carlo and Sainaghi (2010), the current destination governance model of
Gambarogno can be described as fragmented. For all the previous described elements, the
coordination mechanisms are clearly low and the governance functions are evidently scattered.
As introduced, one of the criteria evinced from the literature review relates to the degree of
cooperation, clusters, and public-private partnerships. The collaboration on a regional level is strict
and increasing year after year. With the creation of the ERS-LVM and consequently with the
introduction of the Regional Development Agency (ARS), the cooperation concerning also tourism
regional projects has been extended. The role of these new authorities will be further investigated
in the results chapter. On the contrary the collaboration with private companies is still low.
Concerning the alliances with the other three ETL, several activities are already realized on a
regional level:

Translated from the italian version: “L’Ente ha lo scopo di informare ed assistere il turista nonché di promuovere
l’animazione dell’offerta turistica, rafforzando gli interessi collegati al turismo nei vari Comuni del Comprensorio.”
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 Online and offline publication of the regional hotel list, distributed in every local tourism
offices of the Locarno region and in the fairs. Until the last year every ETL of the
Destinazione Lago Maggiore was still producing another separate list for the local territory.
 Publication of a regional camping list, coordinated by the Ente Turistico Tenero & Valle
Verzasca.
 Realization of the Guest card “Lago Maggiore”. Probably this year (2011) is the last time
seen the implementation of a cantonal tourism card in 2012.
 Other cooperation are regarding the realization of the “Ticino Pass”, “Ticino Junior” and the
regional Vademecum.
 Finally every ETL is participating financially to events, publications and printings that
concern the entire “Destinazione Lago Maggiore”.
FIGURE 27: REPRESENTATION OF THE ACTUAL POSSIBILE COOPERATIONS AND NETWORKS

©Alberton-IRE_2011

On a local level it is important to highlight that the numerous events organized on the territory are
implemented and managed by small local association (see annex number 1). The ETG cooperates
with these associations, offering financial promotional and administrative support. The
collaboration with new municipality is regarding several projects (beaches, cultural infrastructures,
etc.) but a general cooperative strategy is still missing.
Finally on a cantonal level the ETG has clearly important connections with the ETT, in terms of
strategy, promotion and product management. The connections with the other authorities (DFE,
SEL and DT) are currently not so frequent.
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3.6 Tourism supply and demand
3.6.1 Accommodations
The number and size of the hotels in the Gambarogno region is limited; the majority of the
infrastructures can, in fact, be defined as “restaurants with rooms”. Only five hotels are classified
with the stars of Hotellerie Suisse: Panorama * in Gerra G., Seehotel Cedullo *** in San Nazzaro, La
Campagnola *** in San Nazzaro, Sargenti ** in Vira, and the Hotel Bellavista *** also in Vira.
TABLE 9: NUMBER OF INFRASTRUCTURES, BEDS, ROOMS, OCCUPATION RATE AND LENGTH OF STAY IN
2010 - GAMBAROGNO, DESTINAZIONE LAGO MAGGIORE, TICINO AND SWITZERLAND
Destination
Gambarogno
Lago Maggiore25
Ticino

Infrastructures Available
beds
21
658
128
6’233
404
17’047

Available
rooms
249
3’265
8’727

Occupation
rate (%)
44%
47.4%
48.3%

Length of
stay
3.3 days
2.7 days
2.2 days

Switzerland

4’827

128’865

52.3%

2.4 days26

245’251

Source USTAT, annuario statistico 2010

As highlighted in Table 9, the number of beds and infrastructures is limited in Gambarogno,
counting for just 5.2% of the total number of hotels in Ticino. Gambarogno has a higher length of
stay in Ticino.
TABLE 10: TOURISM DEMAND (HOTELS) IN 2010- GAMBAROGNO, DESTINAZIONE LAGO MAGGIORE,
TICINO AND SWITZERLAND
Destination

Arrivals

Gambarogno27
Lago Maggiore
Ticino
Switzerland28

20’814
401’101
1'106’816
15'564’494

From
abroad
4’178
108’471
478’904
8’871’762

% from
abroad
20.07%
27.04%
43.26%
57%

Overnights

From abroad

61’439
1'093’485
2'487’164
35.6 millions

16’970
364’109
1'091’060
Ca. 20’185’200

% from
abroad
24.35%
33.29%
43.86%
56.7%

Source: USTAT, 2010 and Federal Statistics Office (FSO), Swiss Tourism Statistics 2009

Table 10 highlights the tourism demand for hotels in 2010. Again is interesting to focus on the
comparison between Gambarogno and the Destinazione Lago Maggiore. The overnights
registered in Gambarogno for the year 2010 were just 2.5% of the total overnights registered on a

25
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cantonal level. The comparison on a national level highlights as well the reduced percentage of
arrivals and overnight stays of foreign visitors. In Ticino domestic tourism is still playing a key role.
TABLE 11: EVOLUTION OF THE OVERNIGHTS (HOTELS) FROM 2005 TO 2010 - GAMBAROGNO,
DESTINAZIONE LAGO MAGGIORE, TICINO
Gambarogno

2005
58’390

2006
67’068

Lago Maggiore

1'030'201

Switzerland

2'538'996

2007
65’301

2008
63’708

2009
64’343

2010
61’439

1'067'877 1'077'030

1'038'639

1'066'713

1'093'485

2'706'649 2'755'651

2'667'093

2'607'592

2'487'164

Source: USTAT, several years

FIGURE 28: FLUCTUATION OF THE OVERNIGHTS IN THE HOTELS BETWEEN 2005 AND 2010 –
GAMBAROGNO, DESTINAZIONE LAGO MAGGIORE AND TICINO

Source: USTAT, several years

Figure 28 presents the evolution of the overnights in the hotels for the period of 2005 through
2010. The comparison between the three destinations, namely Gamabrogno, Distretto di Locarno
(or Ente Turistico Lago Maggiore) and Ticino, confirms a general trend. After a slight increase in
2006, the overnights have been gradually decreasing since 2007. Only Locarno has, according to
the graph, a positive and stable growth of overnight stays in hotels since 2008 (+2.7% and +2.51%).
Alternatively, Gambarogno and Ticino have lost around 4% of the overnights in 2010 compared to
the previous year. The impressive increase in 2006 for Gambarogno is explainable with the
reopening of two important infrastructures: the Favini in Magadino and the Sass da Grüm in San
Nazzaro, which were closed for renovation in 2005.
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FIGURE 29: OVERNIGHTS IN 2009 – GAMBAROGNO (Source ETG)
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The para-hotellerie29 sector is unquestionably the most important sector for Gambarogno; 94.26%
of the overnights are in fact registered in the secondary homes, hostels, camping and huts. The
secondary homes contribute to more than 80% of overnights taxes giving to the destination a
constant and stable flux of earnings. The tax for secondary homes is an annual forfait based on the
number of beds and not on the length of stay.
TABLE 12: NUMBER OF ESTABLISHMENTS IN 2010 – GAMBAROGNO, DESTINAZIONE LAGO MAGGIORE
AND TICINO
Destination

App./Seco
ndary
homes
(rented)
Gambarogno
104
Destinazione Lago
361
Maggiore
Ticino
99430

Secondary
homes
(forfaits)

Camping

Hostels

Huts

Total

2’352
8’830

1
13

3
36

2
32

2’462
9’272

Ca. 30’00031

38

104

101

Ca 31’000

Source: USTAT, annuario statistico 2010, Relazione annuale ETML

TABLE 13: EVOLUTION OF THE OVERNIGHTS IN THE PARA-HOTELLERIE SECTOR BETWEEN 2005-2010 –
GAMBAROGNO (Source ETG)
Overnights
App./ secondary homes (rented)
Secondary homes (forfaits)
Camping
Hostels
TOTAL

2005
113'285
780'450
3'707
3'842
901’284

2006
116'100
793'850
5'070
3'996
919’016

2007
113'573
802'500
4'954
4'223
925’250

2008
116'721
878'470
4'664
4'192
1'004’047

2009
121'581
925'750
4'719
4'113
1'056’163

2010
108'890
1'098'140
4'728
3'132
1'214’890
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FIGURE 30: OVERNIGHTS IN THE PARA-HOTELLERIE STRUCTURES BETWEEN 2005 and 2010 –
GAMBAROGNO (Source ETG)

From the evolution of the para-hotellerie sector (Figure 30), it is possible to evince how camping
presents higher variability in terms of overnights- arriving also to a 36% increase. The importance
of how the forfaits are characterizing the overall global performance of the destination is clearly
visible. The overnights in the rented apartments, secondary homes (non-forfaits), and the hostels
present a higher decrease, respectively -23% hostels and -10%, for secondary homes and
apartments last year (2010). For the hostels the explanation is relatively easy, as it is enough to
loose just some school classes that this has a significant impact on the annual number of
overnights. The analysis of the decrease in the rented secondary homes and apartments is more
difficult considering that many factors could FIGURE 31: MONTHLY DIVISION OF THE OVERNIGHTS IN
GAMBAROGNO (2010) – O-Tur (2010)

influence this trend. First, the strong Swiss
Franc and increased global competition could
explain part of the problem. Apart from
external factors, it seems that the decreasing
demand of secondary homes and apartments
should also be analysed internally. Thanks to
the forfaits, the total tourism movement of
the destination is still positive (Figure 32).
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FIGURE 32: TOTAL TOURISM MOVEMENT BETWEEN 2005 AND 2010

Source: ETG, 2010

The evolution of the overnights in hotels (Figure 28) highlights a generally stable/ slightly negative
situation. This consideration is a clear sign that the destination is in a phase of stagnation where a
renovation of the tourism sector is requested. Through the creation of the factors of attraction,
the destination is able to create a new lifecycle of the tourism economy (A or B in figure 33). If
nothing will be implemented the destination would probably go through a situation of decline (D
or E). The destination lifecycle FIGURE 33: BUTLER TOURISM LIFECYCLE MODEL
could be compared to the lifecycle
of any other product or service:
the exploration, the development,
stagnation, and finally the decline.
The Lifecycle Model created by
Butler (1980) is one of the most

Gambarogno

used tools to explain the different
phases of the tourism demand at
the

destination

level.

The

stagnation phase starts when new and emerging destinations attract the tourists from traditional
destinations, which are consequently gradually loosing market shares. The consequence on the
local economy is a gradual decline.
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3.7 Natural and cultural products of the destination
The attractiveness factors of Gambarogno can be clearly divided in two main groups:
 Natural resources
 Cultural resources

3.7.1

Natural Resources

The Gambarogno is a popular hiking and biking region offering a trail network of almost 200
kilometers. From Vira Gambarogno there is the possibility to follow a road up to the mountain
villages of the Alto Gambarogno, which offer stunning views of the entire Maggiore Lake and the
Alps. The mountain road reaches as well the Neggia Pass, which is a starting point for hikes to
Tamaro (1961 m.s.m) and the Gambarogno peak (1734 m.s.m). The remote mountain village of
Indemini near the Italian border is another important destination for excursionists.
The main specificities of the hiking trails in Gambarogno are their unique location and geographic
position. The network of hiking trails near Gambarogno is present along the entire length of the
Gambarogno Mountains keeping their transversal position between the mountains and the lake.
Thus, the paths are positioned in a horizontal manner cutting the overall chains of mountains in
the area.
Another important natural patrimony for the regions is represented by the „Bolle di Magadino“.
The area is one of the few natural sites in Europe conserved in its natural state. The area hosts
more than 300 species of birds and rare aquatic and terrestrial biotopes (in various phase of
evolution).

Gambarogno is also renewed for its unique Botanical Park in Vairano. The Botanical Garden was
designed and opened in 1955 by Otto Eisenut. The garden extends on a total area of 17,000
square meters and contains more than 950 different qualities of camellias, magnolias, and other
types rare flowers. The Foundation “Gambarogno’s Botanical Garden” has been managing this
garden since the beginning of the year 2000. Its aim is to guarantee the continuity of this precious
landscape, both botanically and culturally.”32
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3.7.2

Cultural Resources

The region presents several heritage sites of national significance. The Complesso di S. Carlo and
the Villa Ghisler, both in the village of Magadino, are listed as Swiss heritage sites of national
significance. The villages of Indemini and Magadino-Rivabella are both included In the Inventory of
Swiss Heritage Sites. Vira can be considered the historic center for the entire Gambarogno area,
with the Church of San Pietro, which rises impressively above Lake Locarno. The authentic village
center with the old characteristic houses, the narrow streets, and the arcades is a typical feature
of this region.
Gambarogno is, as well, hosting several events of regional and international interest. The
Magadino International Organ Festival presents several organ music concerts focused on the
music of Johann Sebastian Bach. The event has been organized for 49 years in Magadino and it
attracts international musicians and a significant number of classical music followers. A, outdoor
summer Cinema has been organized for twelve years in Vira Gambarogno. Another important
event is “Gambarogno in Festa”, with concerts, theaters, games, ateliers, and gastronomy. One of
the most important and stunning events in the region is undoubtedly the exhibition of flowers
(manly Camellia’s) in the Botanical Park. Figure 34 summarizes the highlights and top events of the
destination according to Switzerland Tourism.
Figure 34: Highlights and Top events of the destination (MySwitzerland.com)

.
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The tourism destination of Gambarogno was also analyzed for the field project elaborated for the
course “Strategic Management of Tourism Destinations and Organization” of the Prof. Sandro
Formica for the Master in International Tourism at the Università della Svizzera Italiana (USI). One
of the conclusions was that the tourism destination is clearly situated near the intersection of
distinct destination attributes, which are blurring the overall image. On the vertical access,
FIGURE 35: POSITIONING OF THE TOURISM EXPERIENCE
“GAMBAROGNO” IN THE COMPETITIVE LANDSCAPE OF THE DOMAIN

Gambarogno is nature-based
in the sense that it offers lake
access,

panoramas,

biodiversity, parks, trails, and
a botanical garden. However,
it is also culture and tradition
based, with several churches
and

a

strong

cultural

perspective that emerged also
during

the

stakeholders
clearly

meeting

with

who

were

interested

in

preserving the local values on
the 28th of March, 2011.
On the horizontal access,
Gambarogno is a place to
escape from city life and enjoy a peaceful holiday (with the exception of the negative externality of
noise pollution from the train that runs through it). Yet, the destination has launched an event
program- from film screenings to concerts – in addition to the vigorous hiking opportunities and
tennis facility. Meanwhile, the competitors investigated in the project (namely Brissago, Canobbio
and Malcantone) occupy positions closer to a strong destination attribute in three of the
quadrants. The two potential competitors identified (Cinque Terre and Arona) are firmly
positioned in the more activity-based hemisphere. For this reason, the six authors33 of the project
suggest that Gambarogno should consider action to migrate towards one of the four quadrants to
effectively position itself.

The six authors of the field project are: Adujaite Asta, Gembol Ktimene, Lavilla Olaya, Sorokolit Olena, Tettamanti
Simona and Claudia Zuffi
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3.8 SWOT Analysis
The SWOT analysis is one of the most used tools for the evaluation of an organization and its environment.
It is frequently used for the first planning stage as it can focus just on key issues. SWOT means strengths,
weaknesses, opportunities, and threats. Strengths and weaknesses are internal factors, whereas
opportunities and threats are external factors. With a SWOT analysis, a single project or the entire situation
of a destination can be evaluated. The final aim of a SWOT analysis is to help the organization or
destination define a desired future situation.
FIGURE 36: SWOT ANALYSIS GAMBAROGNO34

Strengths
1. Landscape rich in contrasts (lake and
mountains)
2. Flora and fauna
3. Walking trails (200km)
4. Security and calm
5. Panorama
6. “Escape from the normal life”
7. Central geographical position
8. Variety of events
9. Sport activities
10. Innovative mentality (open)
11. Mediterranean climate
12. Close to Locarno, Ascona, Bellinzona
13. “Terra d’artisti”
14. Coastal territory

Weaknesses
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.

Traffic noise
Reduced pedestrian zones
Seasonality
Lack of historical centre, meeting points
Navigation managed by an Italian company
Few shopping possibilities
“Cold beds” problem
Service quality (restaurants)
Perception to be a “sleeping destination
Most of the residents are seniors
A clear USP is missing (Unique selling Proposition)
Lack of public transportation in the evening
Few opportunities when the weather is not good
Individualism “in the centre”
Speculative building
Bathing situation (on public beaches)
Hotels need renovation
The typical gastronomy needs to be emphasized

Opportunities

Threats

1.
2.
3.
4.

1.
2.
3.
4.
5.
6.

Alptransit project (accessibility)
Increase of the population over 60 years
Increase of urbanization
Future sinergie (Destinazione Lago
Maggiore)
5. Increase of intergenerational trips
6. Authenticity will become even more a
key value for the tourists

Increased global competition
Low cost carriers and last minute offers
Traffic congestion ( Saint Gotthard)
Expected closure of the Saint Gotthard
Generational change
EUR/CH exchange

Based on the findings of the three workshops organized with the stakeholders of the destination and on the results
of the field project elaborated for the course Strategic Management of Tourism Destinations and Organization – Prof.
Formica – USI 2011
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TABLE 14: SUMMARY OF THE CASE STUDY - CURRENT SITUATION35
Destination development

Current size and
recent performance

Driving forces for
development

Mutual trust and internal
mood

The destination is located
in a rather peripheral area
close to a bigger tourism
destination (renewed on
an international level). The
destination has had a
stable growth rate since
the 1960s and 1970s when
strong investments in
secondary homes
increased the number of
tourists. Today more than
80% of the overnights are
registered under the
category “forfait”, that is
the tax paid by the
secondary homes owners.
The destination has a
strong summer season and
a weak winter season.
Preferred by domestic
tourists, over 80% are
repeat customers. The
destination is mainly
preferred by seniors and
families. The increase of
this last segment is the
long-term objective of the
destination. Both natural
and cultural products are
offered; for this reason the
brand is not well
positioned. The destination
targets low-medium price
segments. In 2010 ,the
nine municipalities
composing the destination
merged to just one single
commune. There is a clear
lack of major
developments. The project
of a municipal port is still
under investigation.

Population: 4’906
(2009), with a positive
trend of +7.75% since
2000. Frequencies are
slightly increasing,
thanks to the forfaits
category.

The municipality and
the DMO are the main
players in the
destination.

There is mutual trust and
a high community sense
probably increased by the
recent municipality
merger. Still the
destination suffers from a
weak image and lack of
innovation. The attitude
in the last 20-30 years
was rather passive and
can be described as a
“wait and see ”approach.
Several projects are in
fact lying in the drawers.

Overnights in
camping, hotels and
hostels are in fact
more variable, and in
the last 5 years
present a negative
trend.

The summer season is
definitely stronger
compared to the
winter season.

The destination is
currently in the
stagnation phase of
the destination
lifecycle; a
rejuvenation of the
offer and organization
is requested.

The rather peripheral
location and the “local
community
perspective” can
explain the reduced
investments in the
tourism sector and the
lack of innovation.
Since 2010, with the
new NPR, the
president of the local
DMO is also part of
the ERS-LVM, which
has a Regional
Development Agency
(ARS) on the territory.
The influence of this
new actor still cannot
be evaluated.

Some alliances with the
neighbour were renewed
and bigger destination
have been recently
completed. Still, the
destination is not in
favour of a merger as the
wealth of the community
is in the foreground. The
relationships with the
other regional and
cantonal DMOs are good,
but the cooperation can
still be increased. On the
other hand, cross-border
alliances were, until now,
successful.
The future
intergenerational change
is the main challenge for
the destination. The
municipality and the
DMO are looking for
common solutions. The
destination is also
interested in new
governance models.

The categories are based on Beritelli et al. 2007
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3.9 Workshop results
3.9.1 Workshop 1, Magadino the 16th of May, 2011

The objective of this first workshop was the identification and the evaluation of the core issues
related to the actual organizational model. The analysis and discussion on the peculiarities and
competitive position of the destination were further goals of this first meeting. The opportunities
created by the external forces were as well illustrated and considered. Based on these trends, the
participants were asked to identify possible future opportunities. The names of the participants
are illustrated in the appendix number 2. Prof. Siegfried Alberton is the organizer of the
workshops.
FIGURE 37: THE TOURISM SITUATION IN GAMBAROGNO – SUBJECTIVE PERCEPTIONS
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The objective of the first introductive exercise was to describe the current situation using animals
as a metaphor. Out of the thirteen participants, three people defined Gambarogno as a sloth,
which is normally considered a slow and scared animal. Other three people associated
Gambarogno as a cat, but also here the “wait and see” approach was emphasized. Interestingly, all
the animals selected by the participants were always described with this idea of a slow and scared,
but nice animal. The next step was the identification and discussion of the actual situation of the
destination according to the destination lifecycle model elaborated by Butler (1980). All
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participants agreed that Gambarogno is currently in a stagnation phase and that a renovation of
the organizational structure is needed in order to start a successful rejuvenation phase.
FIGURE 38: POSITIVE AND NEGATIVE FACTORS OF GAMBAROGNO

As

Factors (-)

Factors (+)

positive

Cold beds and seasonality

Few alternatives in case of rain

Nature/walking trails

Quality of the services

Flora & Fauna

Shopping alternatives

Security & calm

Individualism in the centre

Central geographical position

Collective image
Speculative building
The age of the residents is relatively
high
Beaches
Hotels need renovation
Typical gastronomy needs to be
valorized

Variety of the landscape
«terra d’artisti»
Costal territory

in

Figure 38, the main

Public transportation

Cooperative spirit

highlighted

factors

identified

by

stakeholders
related

to

the
were
the

landscape and to the
central position. The
fact

that

the

destination is quiet,
secure, and calm was
also

mentioned

several times. On the contrary, the negative factors were more varied. Finally, the fact that the
destination is attracting and accommodation many senior customers was perceived as a positive
factor considering the future trends of the ageing population. On the contrary, for some other
actors this represented a negative factor, as the destination is unable to attract in an efficient way
other segments like young people or families.

Trails
The lake
The churches
The Bolle di
Magadino

Events

Transportation
Secondary homes

80% of repeaters
Age of residents
and customers

Future projects

Botanical Park

Factors to consider

Strenghts

FIGURE 39: THE CURRENT SITUATION IN GAMBAROGNO

Regional Port
Events (possibility
to host them also
inside)
Longlake path

Equilibrium/
quiet

Indemini
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TABLE 15: PEST ANALYSIS

Category

Political

Workshop 16.05.2011

•
•
•
•
•
•

Economical

•
•
•
•

Sociocultural

•
•
•
•
•

Report for the course Strategic
Management of Tourism Destinations
and Organizations

LTUR/NPR/PUC/PALOC/LEAR
CH-I agreement for the
navigation
Municipality mergers
EU
Regional plan
Transnational region

•

Future absence of the lower
middle class
Primary homes
Interest rates
Strength of the CHF

•
•
•
•
•

Economic wellbeing (GDP)
Behaviour of firms
Monetary markets (exchange EUR/CHF)
The shadow economy
Commodities

Ageing population
Families
Movement of people
Trends in the tourism
consumption
Interaction residents-tourists

•

Demographic alterations (ageing
population, urbanization, singles,
structure of the family)
Contemporary preferences
(intergenerational trips, alternative
holidays, holidays with domestic
animal)
Health (increase allergies)

•
•

•

•
Technological

•

FB/Tripadvisor/search
engines/mailing list
Optical fibre /cablecast

•

Environmental

•
•
•

Connections
Cycling path
Garbage

•

Organizational structure (municipal
mergers)
Reduction public subsidies
EU regulations (increase bilateral
agreements)

•
•

Ubiquity ICT’s (Information
Communication Technologies)
Transfer of “big data”
High speed transportation

•
•
•

Water supply
Renewable energies
Environmental maintenance and concern

The PEST analysis, which stands for Political, Economic, Social and Technological analysis, is a
useful framework for the analysis of the environment and the evaluation and understanding of the
external forces. The exercise performed (both for the field project and in the workshop) highlights
the different points of view and opinions about the most important external forces affecting the
tourism destination Gambarogno.
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3.9.2 Workshop 2: Magadino the 16th June 2011
The aim of the second workshop was the identification, the selection, and the discussion of several
ideas, projects, actions, and measures for the future competitive revitalization of the destination.
The key word for this second meeting was innovation. A week before the workshop, an online
survey was electronically sent to all the fifteen participants. Eleven surveys were completed; four
questionnaires were incomplete. The goal of this survey was, through a likert scale (from 1 to 10),
to create a hierarchy of all the topics discussed in the first workshop. All the themes that received
a vote from 8 to 10 were selected. Furthermore, at the beginning of this second workshop, the
stakeholders received the results of the first meeting.
FIGURE 40: HIERARCHY OF THE EXTERNAL FORCES
+++

++

•Connection A13-T21
•New Regional Polics (NPR)
•Ageing population
•Environmental sustainability
•Increased simbiosis between
the tourists and the
population
•New organization of the
Cantonal tourism
•Project "Parco del Piano di
Magadino"
•Increase of the time
dedicated on internet

•Strategic agglomeration
plane of the locarnese
•Renewable energies
•Demographic changes in the
family structure (singles)
•Strenght of the CHF
•Increase of the price of the
raw material
•Economical productive
model requires more
efficiency (stress)

+
•High speed transportation
•Evolution of the interest
rates
•Municipal mergers
•Migration & Immigration
•Bilateral agreements (in
particular about the free
movement of persons)
•Firm's behaviour ( increase
of CSR)

FIGURE 41: HIERARCHY OF THE VALUES
+++
•Semplicity
•Quiet place
•Security
•Genuinity
•Loyalty
•Efficiency
•Conservation

++
•Flexibility
•Persistance
•Tollerance
•Creativity
•Diversity
•Strenght
•Cordiality
•Versability

+
•Bravery
•Openess
•Determination
•Leadership
•Speed
•Tempestivity
•Cooperation

The complete results of the questionnaire are presented in the annexes.
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The warm up exercise of the second workshop was related to dreams. The participants were asked
individually to write one dream linked to the tourism destination Gambarogno. The essential
condition of this exercise was not to think on the feasibility, the costs, or any other condition that could
limit the creativity. Hence the goal was just to express a dream. The ten stakeholders participating at the
meeting expressed their dreams, which have been clustered in three main categories.
FIGURE 42: WARM-UP EXERCISE – THE DREAMS

How/what
•More teamwork
•More interaction
•More cooperation between
the ETL's, more creativity

How

•Creation of a
multifunctional
territorial sport centre,
where various sport
activities are offered.
Increase as well the
cordiality and
"reorganize "the
relationship between
the different
generations

•A trail that crosses the
entire destination, for
excursionists and cyclists
•A cycling path
•A bigger botanical garden
"giardino fiorito"
•Società Navigli Lombardi,
connection MagadinoMilano
•Cable-way over the lake

What

As emphasized by the previous figure, the dreams of the stakeholders were not so varied, and for
this reason it was possible to cluster them in two main areas (how/what) with a third in-between.
In general, there is a wish to increase the cooperation and the interaction with the other
destinations and organizations. On the other side, there is a clear desire to connect the destination
with trails, cycling paths, and even with a cable-way with the neighbor localities.
The following exercise was based on the SWOT analysis elaborated in the previous meeting. The
stakeholders were asked to identify and communicate ideas, projects, or measures that could
solve a weakness, exploit an opportunity or strength, or eventually forestall a threat. At the end,
seven ideas were proposed. Some of them were based on the dreams expressed in the previous
exercise. The seven ideas were:
1. “Mezzana dei fiori”: a botanical school where the students could practically learn.
2. Innovative sport offers: for example canyoning or archery.
3. Implement the navigation on the “Navigli” from Magadino to Venezia (or Milano)
4. Thematic historical paths
5. Footbridge from Magadino to Dirinella
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6. Creation of a “relax oasi”
7. A cable-car (gondola) between Gambarogno and Locarno
For the final exercise of this second meeting the participants evaluated the seven ideas based on
the different categories: coherence, feasibility, impacts, uniqueness, and respect of the values. All
categories were first evaluated on a scale from 1 to 3, where 3 represented a very important class
and 1 a not so significant category. The ideas were evaluated with a scale from 0 (idea is not
corresponding the criteria) to 5 (the criteria is a perfect match). For the real value, the score was
multiplied with the category importance (P= 3 or 2). Finally the total for every project was
calculated. The idea of historical thematic paths (idea 4) and the creation of a panoramic cable-car
between Gambarogno and Locarno (Idea 6) had higher scores.
The maximum total for every idea was 65. The two
projects with the highest scores should be considered
by the destination and further investigated. The
destination could create frameworks where the two
projects are birefly described. Furthermore, it is
important to describe which infrastructures and
persons could be involved. The strengths and
obastacles of the two ideas should also be investigated.
The final step of this second meeting was the analysis of the criticalities. As highlighted by the
following table, every idea was evaluated according to five specific categories. These values help in
the evaluation of the critical aspects related to each project, as the number reflects the difference
between the real vote and the ideal vote. For example, for idea 4, the categories of feasibility
(where the ideal vote was 15 and the real vote was 10) and uniqueness (real vote= 8, ideal vote=
15) need some further investigation.
TABLE 16: PLANNING IDEAS PROPOSED IN THE SECOND WORKSHOP
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3.9.3 Workshop 3: Magadino the 13th July 2011
There were mainly two objectives of the final workshop:
1. The evaluation of the actual governance structure of Gambarogno Turismo
2. Propose and share possible new governance forms for Gambarogno
As in the other two workshops, the results and findings of the previous discussion were used as
starting point. Furthermore, the case studies of Åre and Val Poschiavo were introduced as
successful examples of the practical implication of the introduction of new governance models.
Starting from the results of the survey completed before the second workshop, it was possible to
realize how all the actors believe that Gambarogno is currently in a stagnant situation. But, as
highlighted by Figure 43, there is a clear break on the second question. Six people disagreed or
strongly disagreed that the current governance model of Gambarogno will be able to sustain a
revitalization of the tourism industry; the other seven agreed.
FIGURE 43: RESULTS OF THE SURVEY – DESTINATION LIFECYCLE AND DESTINATION GOVERNANCE

Question:

Destination Lifecycle
Strongly agree
Agree
0

5

10

Agree
9

Number of answers

Strongly agree
4

Strongly disagree
Disagree
Agree

Number of answers

2

4

Agree

Disagree

7

4

6

tourism destination Gambarogno is
currently in a stagnation phase- not
just for a possible passive behavior,
but probably for the “wait and see”
approach used until now. Without
innovation
and
a
pro-active
revitalization of the tourism sector,
the destination risks facing a decline.
seen that it will be exceeded by
emerging
and
attractive
destinations?

Question: will the actual

Destination Governance

0

in this lifecycle, the

8
Strongly
disagree
2

destination governance model
of Gambarogno be able to
sustain a revitalization of the
tourism industry, considering
the political, technological, and
economical changes that are
already
affecting
the
destination?
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FIGURE 44: EVALUATION OF THE ACTUAL GOVERNANCE MODEL

As highlighted by the

Factors (-)

Factors (+)

following figure, the
variety

Municipality merger

Project are rarely implemented
(waste of creativity)

numbers

There is not sufficient financial
power

associations

Existing cooperation
between the ETG with the
municipality and with the
ETLM
Significant number of
association
Significant number of
private companies

of

and
of
and

private companies is

A high number of activities but
without a fil-rouge

perceived

as

a

positive factor of the

Lack of information sharing
Lack of leadership

actual

Lack of method for the
cooperation between the
municipality and the private sector

governance.

On the other hand,
the fact that there is
a

clear

lack

of

leadership and information sharing is considered one of the main aspects of inefficiency of the
actual governance model. Furthermore, there is a high number of initiatives (like events and
activities), but they are without a common shared strategy. The aim of the final exercise was to
reflect on the future governance model.
FIGURE 45: PERCEIVED STAKEHOLDERS OF THE FUTURE GOVERNANCE MODEL

ETG

Municipality of
Gambarogno

Public
transportation
sector

Construction
sector

Creation of an
unique society
responsible for
the events

The participants listed all the

School institute
(the new
director)

governance model (Figure 45).

stakeholders they believed to
be important for the future

The final exercise requested the
creation of an ideal future

Restaurants and
hotel owners

Cultural and
recreational
societies

Dicastero
Giovani

Regio Insubrica

Agriculture and
commercial
sector

governance model, but due to
its

complexity,

it

was

unfortunately not completed.
Secondary
homes owners

So the open questions still
remain: how should all actors

interact between themselves? Which is the best governance model for the tourism destination
Gambarogno?
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4. Results, future research &
limitations

93 | P a g e

4.1 Results and main findings
The final aim of this master thesis was the investigation of specific forms of destination
governance. This thesis represents an initial effort to provide theoretical organizational models for
small and medium mature destination in a stagnation phase of their lifecycle model. The
previously discussed case represents the ideal case for the debate on the introduction of new
destination governance structures.
First of all the chosen case perfectly reflects a common situation characterizing many mature
alpine destinations in Europe that are seeking rejuvenation and increased competitiveness, also
thanks to new governance structures. Above all, the classical Destination Management
Organizations (DMOs) in community and mature types of destinations need to adjust their
activities and organizational models due to increased global competition, and changing markets
and needs (Bieger, 1998, citied in Beritelli, Bieger & Laesser, 2009). Gambarogno was an ideal
representative case as it is currently positioned in the stagnation phase of the destination lifecycle.
Again, this is a situation experienced by several mature destinations in Europe. The analysis has
been carried out by comparing the findings of the academics with the actual situation.
A single case study was the ideal methodology for the investigation of future roles, networks, and
cooperation, as confirmed by (Dredge, 2010):
“A case study approach is ideal for exploring the role and influence of
networks, since capacity for building public–private partnerships is
best understood at the level where tourism planning, product
development, packaging and marketing takes place.”
It is largely agreed that destination management is an essential process, allowing destinations to
maximize the tourism value while guaranteeing local benefits and sustainability. As already
introduced in the first part of the research, the final objective of this thesis was to answer to the
following research question:
Research Question 1: According to the elements identified in the literature review, is there an
organizational

model

that

could

be

possibly

applied

to

a

particular

regional

situation like the one of Gambarogno?
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From the presented case, several elements may be drawn. First of all the case study presented
interesting insights on current governance, destination management, and financing of smallmedium DMOs.
From the literature review, it was possible to evince that the involvement of the private sector in
destination management increases the competitiveness; in particular there are positive influences
in the decision making process and in the strategic planning stage. The general conclusion based
on the survey carried by the UNWTO (2010) stated: “There is a tendency for the destination
management organization to be more customer-oriented by delivering excellent value to visitors.
The successful model of the public/ private partnerships has been increasingly used by many
(DMOs) as a useful tool to ensure the efficiency of governance and upgrade the operational
performance of the organization.”
The new governance model will therefore be partially based on the PPP configurations presented
on page 31, in particular the cooperation model applied to the Austrian destination of Velden
shares similar characteristics compared to Gambarogno. Furthermore, there is an increasing
interest in competitiveness and innovation terms, applied in particular to the field of tourism
destinations development. This has brought to the light the necessity of a more interorganizational model, including not only public and private actors but also new networking
structures able to deliver the final tourism product to the market.
Hence public-private cooperation is a fundamental requirement for good governance, but as
previously described there are several forms through which private stakeholders may contribute
to the operational efficiency and performance of a DMO. In the case study of Are, for example, it
was possible to evince that, “…public–private relationships based on trust, joint risk taking,
informal structures, and strategic consensus do seem to have a positive impact on the level of
growth and innovation in tourist destinations” (Nordin & Svesson, 2007).
“The governance perspective can provide a focus on destination policy networks
and acknowledge the multi-actor complexity and the resource dependencies
between actors, while addressing the public-private interplay at the destination.”
(Svesson et al. 2006, as cited in Laws et al., 2011)
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The local DMOs, in particular the peripheral and small ones, suffer from limited resources and
restricted know-how. This has substantial repercussions on tourism development. For this reason
the cooperation with the private sector is indispensable as the private actors dispose of more
financial resources and frequently are willing to invest in profitable tourism projects. Only the
collaboration on these two axes (public-private) can permit peripheral areas to develop and grow.
Dredge (2006) further highlights the importance of networking for the management of publicprivate relationships and the overall understanding of the current destination governance.
“Understanding the structures and dynamics of tourism organizations, local
government relationships and the strength of relational ties provide rich
understandings about the nature of network capacity and the opportunities and
constraints for building productive public-private partnerships.” (Dredge 2006)
The importance of networking was also emphasized by several authors in the literature review
chapter. As stated by Ewen (2007), “a long-term co-operative partnership between commerce and
residents is the ultimate determinant for a sustainable future.”
Based on literature research, this thesis tries to investigate which models enable mature
destinations to become more entrepreneurial, in order to handle the increasing competition on
the global level. “… on the one hand, destination boundaries are affected and must be redefined
as larger areas. On the other hand, DMOs need to cover additional tasks going beyond the
activities provided by convention and visitor bureaus. As a consequence these institutions must
increase in size and budget. However, there is no perfect matching” (Bieger, 2009).
“With this ongoing transformation and reconsideration of the role of the public
sector, new arrangements and structures are developing, new actor
constellations are taking form and new kinds of cooperation, participation and
accountability are progressing – all embodied in the concept of governance.”
(Kooiman, 1993; Scharpf, 1997 as cited in Nordin & Svesson, 2007)
The models present different solutions, the first three on a local level and the last one proposes a
hypothetical destination governance model for the “Destinazione Lago Maggiore”, hence on a
regional level. The four presented models are not universal formulas; still they might be able to
activate a re-thinking process on the actual governance structures.
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I.

THE BASIC MODEL – EXTERNALIZATION

ETETG 60%

The creation of this first model is based on the following considerations:


With the municipality merger of the 25th April 2010 Gambarogno is the only region in Ticino

were the municipal territory completely corresponds to area promoted by the local tourism office.
Hence, cooperation and synergies could be implemented. In fact, one of the results of the
workshops, was the willingness to give more operative responsibilities to the ETG. As emphasized
in the figure 45, the participants of the workshops, expressed their inclination to include some of
the responsibilities of the actual municipality in the new governance, as the Discatero giovani, and
eventi & cultura. In this sense the new ETG could be responsible for more activities (i.e.
organization of the public beaches, organization and coordination of events, etc.).



With the new concession contract the ETG is effectively trying to detach itself from the

overnight stays taxes. The new functions of the ETG are totally in line with at least three of the
seven characteristics expressed in the Destination Management of the Third Generation (Beritelli
et al., 2011):
a. At least one product manager is employed.
b. The financial structures are based on a mix of sources (ideally less than 80% coming
from the overnight stay tax).
c. Finally the top management meets professional and efficient decisions (Professional
Governance).
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The presented model tries somehow also to overcome some of the negative factors identified by
the stakeholders during the workshop (Figure 44):
•

Project are rarely implemented (waste of creativity)

•

There is not sufficient financial power

•

A high number of activities but without a fil-rouge

•

Lack of information sharing

•

Lack of leadership

•

Lack of method for the cooperation between the municipality and the private sector

As emphasized by many author in the literature section, the strategic positioning of small and
medium-sized destinations can be accomplished especially through the creation of public-private
partnerships and with the creation of networks. A clear collaboration with the municipality is
therefore a required and important step. The presented model clearly cannot solve all the
expressed problems, but could at least clarify the responsibilities of the two authorities.
Gambarogno is a destination with an impressing number of associations and small industries
(Annex 1). As described by the stakeholders the high number of activities and events promoted on
the territory are not included in a bigger destination strategy and this leads unfortunately to a
weak positioning and a waste of resources and know-how. The hiring of a culture and event
product manager could bring benefits to the entire destination, providing a coordinated
organization between all the public and private stakeholders involved.
As suggested by Lazzeretti & Petrillo (2006), the competition game cannot be anymore controlled
just by a single organization (normally the DMO or the municipality), but it should include the
entire territory, that through multi-level arrangements and coordination is able to share the
resources and become therefore a complete supply system and consequently a tourism
destination. The authors added as well that:
“Thus, the tourism destination becomes the unit of analysis and the focus shifts to
networking, co-operation, formal and informal networks and partnership
management in order to gain a competitive edge and increase product quality.”
The following sentence has deeply inspired the second model presented in the succeeding pages,
which includes a further stakeholder in the cooperative network.
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II.

THE NETWORK MODEL – THE COOPERATION WITH THE ERS-LVM

Financing

The evolution of the previous presented model is based on the idea that the regional economic
development is also related to the tourism sector, above all in a destination like the one presented
in the case study, where the travel sector represents one of the most important industries.

“Destination governance can take various forms that extend from
department of single public authority to private sector partnerships.”
(Carter, 2006, as cited in Laws et al., 2011)
As presented at page 56, in 2007 with the introduction of the primary projects of the NPR (20082011), the role of the ERS/ARS was already considered in the tourism relations chapter;
hypothesizing a direct responsibility of the ERS/AES in the tourism promotion. Now from the indepth interviews it was possible to evince that this idea has unfortunately never been further
considered and investigated.
Still the municipality and the ETG are already financing the new ERS-LVM and the related agency
(ARS), but, on the other hand are not supporting the local unit, called “Antenna Gambarogno”.
Gambarogno, is in fact one of the three sub-regions having also a local unit, completely financed
by the ERS-LVM. It is important to highlight that only the city of Locarno has not a local unit, as it is
currently directly represented by the ETLM. According to the author, an increased cooperation
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between these local and regional authorities and the ETG could represent the key to increase the
competitiveness of the destination, as the implementation of new projects would become easier
seen the cooperation and the network established with the ARS and with the other regional
stakeholders. For this reason a shared financing of this local authority is suggested.

According to the author, in the new governance model, the ETG could represent the operative
arm, and the ERV-LVM and the ARS the strategic and coordination authorities. The ARS is in fact
increasingly having a coordination responsibility on a regional level, and this is extremely
important for the implementation of new projects and for the future developments introduced
with the NPR. Furthermore there is an agreed regional strategy that is extremely important also
for the tourism sector; Locarno wants in fact to position itself as a “well-being oasis”. Regional
projects in this sense are in a work-in-progress phase.

Looking to other destinations, it can be noticed that for example in Italy many tourism
organizations are experiencing a period of change; the sector policies have in fact shifted from the
central government to the regional offices. (Minguzzi, 2006, as cited in Lazzeretti et al., 2006)
The following citation perfectly describes the idea behind the previous presented model:
“… when local development is based on the specific context, it is easier to comply
with a second basic principle: i.e. the adoption of a bottom-up approach involving
all local, political and institutional stakeholders. Territorial development has to be
driven by the local community, which is familiar with the territory and interested
in preserving local resources so as to guarantee a long-term generation of income
flows and maintain proper life quality standards. Creating synergic relationships
between programmes or projects act as a stimulus for other areas to promote the
development of a sustainable tourism.” (Di Martino & Petrillo, 2006, as cited in
Lazzeretti et al., 2006).

In this context the role of the DMO is not anymore limited to the information service and to the
cash of the overnight stay taxes. The ETG will increase its contribution to the developing of local
initiatives of local and regional interest, in order to establish a positive relationship between the
resources and infrastructure of the territory and the present market.
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Public- Private Partnership model on a local level

« concession contract »

III.

Financing

This third model includes new elements based on the findings evinced from the literature review.
As presented already in the previous scheme, the author heavily suggests implementing a
“concession contract” between the municipality and the ETG. The reasons were already
highlighted in the preceding pages. The suggestion to cooperate with the ERS-LVM was also
previously described.
As already described the municipality and the ETG are financing the ERS/ARS, and as described at
page 57, the link between the two authorities is now guaranteed with the participation of the
president of the ETG to the executive council and to the delegate’s assembly. The starting point of
this reflection was therefore: why do not the two entities work more closely together for the
tourism development of the region?
“The public–private dimension of the destination may be
important; i.e. the role of gov- nernment vis-à-vis firms needs to be
taken into account. “ (Svesson, as cited in Lazzeretti et al., 2007)
The further development of this model is therefore manly based on the findings presented at page
31/32, where different public-private partnerships were discussed. Foremost the cooperation
model, used when the private and public sector agree to work together, seems particularly
appropriated for the situation identified in the case study. As described in the first chapter, in this
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model normally the shares of the public sector are higher than 50%. The percentage presented
should serve as reference, possible variations can be discussed.
“Governance in tourism is an expression of the mutual dependency between
governments and private tourism industry.” (Nordin & Svesson, 2007).
The basic idea was to include in this society the stakeholders that are currently financing the
tourism sector. It is interesting to notice that in the board of the ETG, a representative of
GastroTicino and of Hotellerie Suisse is already included.
Here a further reflection was done on the owners of secondary homes; currently they are
contributing for more than 80% of the overnight stay taxes for Gambarogno, but interestingly have
actually no voice in the matter of tourism development. In Ticino no association of secondary
homes owners has ever been created, but also based on the suggestions retrieved in the in-depth
interviews, the participation of the owners could be leaved open as a membership. In other words:
to give them the possibility to buy some shares of the new society without the need of creating an
association.
But the indication of the author is still to include somehow these important stakeholders in the
new public-private society.
The main advantages of the presented model can be summarized as follows:
 The public service benefits from the private dynamism and innovation
 The implementation of projects is faster
 There is an higher mobilization of resources
 There is a better integration of policies and practices
 The size and budget disposal is increased
 More communication between the stakeholders is guaranteed
 The stakeholders do not just have a representative function but shares responsibilities,
know-how and financing resources.
In conclusion this type of cooperative governance allows the relevant stakeholders to become
actively involved in the decision making process, controlling therefore in a more effective way the
development of the entire destination. As stated by Laws (2011) it is important that the approach
used is adaptive, rather than rigid and authoritarian. “It may require the adoption of strong rules,
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but it also needs flexibility in order to change these rules dynamically, reacting quickly to all the
unpredictable events that may occur in the destination or in the external environment”.
The last and conclusive thinking moves from a local level to a regional one. The preliminary idea
was: Why do we not apply the PPP model also on a regional level, namely for the “Destinazione
Lago Maggiore”?
Public-private partnerships are not an unknown in the tourism field. In the last years in
Switzerland, Italy and Austria several DMOs have already been organized based on different PPP
models. Figure 46 presents an interesting Swiss case, the organization of Heidland Tourism AG.
This model is particularly interesting considering that all the interests of the destination’s
stakeholders are grouped. The new society can therefore invest effectively all the resources in the
product development, marketing and promotion activities. The economies of scale and scope
enable the destination not only to be more efficient but to develop and finance in a professional
way new products. Finally there is a clear division between the administrative duties and the
representative’s one.
FIGURE 46: GOVERNANCE STRUCTURE OF HEIDILAND TOURISMUS AG36

According to the author, the model of Heidland Tourismus AG, introduces important insights for
the organization of vast destination presenting various strong local identities. As Locarno is
experiencing more or less the same situation, the creation of a public-private regional DMO, with

Source: HSG, Prof. Dr. Pietro Beritelli, «DMO della 3. Generazione. Analisi di benchmark – parte prima”, 30.06.2011
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still four independent business units, could represent an innovative and effective solution for the
tourism organization on a regional level. As the research question was already successfully
answered with the previous models, this contribution will be just briefly introduced.
The four local tourism offices, namely the Ente Turistico Gambarogno, Ente Turistico Tenero &
Valle Verzasca, Ente Turistico Lago Maggiore and the Ente Turistico Valle Maggia are currently
composing the “Destinazione Lago Maggiore”. As described in the final consideration in the
second chapter, Locarno is the only region presenting still four separate ETL. This prototype starts
with the consideration that it is vital to guarantee the service on the territory and therefore a
merger, in such a vast and diverse territory, would not represent the right solution. The basic idea
is that the four ETL represent four independent business units of a bigger society, in order to still
guarantee and safeguard the local identity, but benefit from economies of scale and scope. As
already emphasized with the previous models the cooperation with the ERS-LVM continues to
constitute an ideal way to collaborate on projects of regional and local interest.
As clarified in the second chapter of the following research, several legislative changes will affect
the organization of the tourism sector in Ticino. If, as highly probable, the “four destination
strategy” will be implemented, the region of Locarno needs to start a cooperative and serious
discussion on the organization of the destination, not only on a local level, but foremost on a
regional level. The observation that HotellerieSuisse and GastroTicino are already organized in four
sub-units, like the existing ERS, has inspired the last presented model.
Considering the various models, we can note the following advantages and functions for the DMO
at the regional level (Minguzzi, 2006, as cited in Lazzeretti et al., 2006):
 To maximize the long-term strategy in cooperation with other local organizations;
 To represent the regional interests and the regional tourism industry on the national level;
 To maximize the profitability of local enterprises and maximize multiplier effects,
 To develop an homogeneous and coherent region image,
 To optimize tourism impacts by ensuring a sustainable balance between economic benefits
and socio-cultural and environmental costs.
In conclusion, when examining destination governance it is important to understand the way
stakeholders make decisions, as the process affects the future of all regional communities. (Laws
et al., 2011)
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PUBLIC-PRIVATE PARTNERSHIP ON A REGIONAL LEVEL

« concession contract »

IV.

Financing

In the light of this, the roles that the ERS and ARS have in the regional tourism development need
to be further investigated. The relationships between the ETLs, the local units (“antenne”) and
Ticino Turismo need to be clarified in order to create a well-organized network. This paper tried
somehow to highlight the importance of creating a governance model that not only enables an
efficient information sharing, but above all empowers the creation of projects of local and regional
interest, though information, resource, financing and know-how sharing. In conclusion this
contribution highlighted how complex and dynamic tourist destination are, and how managing
them means discovering new organizational structure and coordination mechanisms able to
organize a multi-actor system that changes constantly.
“Contemporary wisdom suggests that a focus on destination governance is an
interesting alternative to both traditional planning and management perspectives of
examining destinations, the major benefits being that it improves our understanding of
destination dynamics and forces at play. The governance perspective can provide a
focus on destination policy networks, and acknowledge the multi-actor complexity and
the resource dependencies between actors while addressing the public-private
interplay at the destination.” (Svesson et al., 2006, as cited in Laws et al., 2011).
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4.1.1 Main Findings
The findings of this thesis are useful tools for all the researchers and interested people, who want
to undertake a study on destination governance or just desire to get new insights on the topic.
These are the main findings identified by the author:



Through the results of the literature review it was possible to evince how there is a clear
shift from government to governance, including both public and private actors. Furthermore the
destination management in the new century is clearly directed toward new cooperative forms.



Furthermore the first chapter highlighted how mergers are not the only cooperative
solution. Joint ventures, alliances, public-private partnerships and networks are just some of the
possible cooperation mechanisms that can be introduced to increase the competitiveness and
innovation of specific tourism destinations.



The empirical research described how the synergies between the economical and the
tourism sector, in particular through the regional development agencies, could be, according to
the author, the key to finance, implement and promote project of regional interest.



The models presented can represent a new alternative governance organizational form for
small –medium destinations that are currently facing a stagnation phase. The new public-private
organization structures could represent the solution for an effective implementation of a new
rejuvenation phase of the destination lifecycle.



The roles and functions of the DMOs need to be adapted. A formal structure of relations,
where responsibilities, financing and know-how are shared between the stakeholders seems the
rights strategy to follow for a successful development of the destination through the creation of
projects of local and regional interest.



In the Locarno Region the roles of the ERS-LVM/ARS are particularly important considering
their ability to be a coordinator on a regional level. We believe that the projects of economical and
tourism development should start on a local level (bottom-up), and this is only possible if the
operative and strategic authorities are able to cooperate, implementing an effective network.



Finally the procedure adopted in the workshops by Prof. Alberton could be particularly
useful and effective also for other destinations that are requested to re-think their organizational
structure. Through the involvement of various interest group the reflection on a new governance
model was not biased and, according to the author, provided precious insights on the overall
situation of the destination (i.e. strengths and weaknesses), that were probably never discussed
and analyzed before.
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4.2

Future research and limitations

4.2.1

Limitations

This thesis does not intent to deliver any final answer or model; its aims is to contribute in the
current debate suggesting possible starting models according to which new cooperation, networks
and public-private partnerships are especially suggested. Each of the presented models is
characterized by its own specificity. Understanding the context and all the changes that will affect
the small and medium sized destination in Ticino is unfortunately still very challenging, but is the
only way to plan a concrete and sustainable tourism development.
The conclusions of the presented research are not exempt from limitations. Starting from the
research method chosen, the single case study, several limitations can be identified. As stated by
Veal (2006), one of the limitations of case studies is that they do not guarantee that the findings
can be universally or generally applied. To extend the results of the following research the
destinations need to share similar characteristics in terms of size and lifecycle stage. This does not
mean that the following study does not contribute to the understanding of application of
destination governance theories in practice, but as mentioned before, to generalize a verification
of the conditions is needed.
The majority of the theories investigated in the chapter one rarely present a single agreed
definition or model. Frequently there is a disagreement even on the basic definition of a tourism
destination or on the explanation of the most competitive and innovative destination governance
model. Clearly the research on destination management and governance is still in its early stages
and most of the new academic studies are in a working phase. This lack precludes a comparison
between different governance models and therefore a general agreement based on the
observation obtained from the different researches. The answer to the question, what governance
model can increase the competitiveness and innovation of a tourism destination? remains
unfortunately irresolute.
“Although observers of the Swiss tourism industry have recognized the
need for a more collaborative approach, destination governance is a new
phenomenon in many Swiss locations (Beritelli et al, 2007). Furthermore,
reports of successful implementation of such alliances are rare.”
(Padurean, 2010)
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Foremost, the case of Gambarogno is clearly a running process. The objective of creating four clear
destinations in Ticino with the respective DMOs is as well a work-in-progress. The actuality of the
topic can be applied also to all the legislative changes impacting on the destination, namely the
Piano Strategico Locarnese, the overall Cantonal tourism organization and the expected revision of
the L-tur, which will be accomplished in the coming years.
The tourism organization on a cantonal level is as well unclear (for detail see figure 13) and
unfortunately there is not yet an unambiguous idea on the future directions in terms of
organization, strategy, financing and governance.
As presented in the chapter two, this unclear situation has led to the creation and implementation
of new local solutions (i.e. Dicastero Turismo – Lugano and the expected merger between the four
ETLS in the Bellinzona and Valleys region). If these models represent the right direction in term of
destination organization is unfortunately also an open question.
For all the mentioned reasons, as the actuality of the topic and the lack of available data, the
evaluation of the current situation was more challenging than expected. Furthermore, few
researchers have investigated the application of governance theories in real-world settings.
Specifically in the field of tourism, universal theoretical models on destination governance remain
limited and mainly developed on single case studies (Beritelli et al., 2007; Frach & Martini, 2009;
Nordin & Svesson, 2007; Pechlaner & Raich, 2009; UNWTO, 2010).

“Empirical research covering the main issues and dimensions of corporate
governance remains scarce and the development of a destination
governance theory need broad empirical evidence. Governance structures
are not only the result of the destination development and current
conditions, but they can also be actively managed, because they do have a
significant impact on the destination’s development path.“ (Nordin and
Svesson, 2007)

For all the previously mentioned reasons, the author decided to follow this research with a
different approach. Thanks to the action research method, it was possible to gain direct
information of the actual governance structure and participate in first person at the difficult
collective process of re- evaluation of the general organization discussed with different exercises
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in the workshops. The decision to not apply a single theory to the case study could be considered a
limit on a methodological perspective but, on the other side, the approach used allowed the
author to reflect in first person on the possible organization possibilities. This time-consuming and
complex methodology requested the author a high level of objectivity as well as a deep
understanding of the local, regional and cantonal context. This was clearly not the easiest solution,
but unquestionably the one that could provide to the destination all the needed elements to start
a positive and innovative discussion on future roles and functions. The four models should
therefore serve as starting point for the actual discussion and, even though there is not a magic
receipt; the findings of the following research are showing the importance of re-thinking the
overall structure. The public and private partnerships highlighted the importance of introducing a
governance culture with multiple perspectives. The roles of the ERS and ARS in the tourism sector
were in particular suggested, as the author considers the cooperation with these authorities the
key to increase the competitiveness of the small and medium destinations. The economical and
tourism development are not disaggregated, synergies in this sense could represent the right
solution to overcome the stagnation phase representing many mature destination in Europe.
However the implementation of regional development agencies (ARS) is an additional recent
phenomenon that needs to be evaluated in terms of performance and effectiveness.

Another limitation identified in the following research is related to the number of people
participating at the workshops and at the online survey. To avoid a narrow view the
representation of the different stakeholders was anyway guaranteed, still future research should
include a higher number of participants, representing the interest of the stakeholders also outside
the destination borders.

Another critique of the following research could be related to the format used. It is important to
mention that the following thesis is part of a broader research commissioned by the ETG to Prof.
Alberton (IRE). The objective of the commissioned research was clear and for this reason also the
following thesis was based on the same precise research question. This has somehow influenced
the methodological choice, giving to the thesis a more consultancy format. The author is perfectly
aware that the theoretical part and the empirical one could be better linked in future researches.
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4.2.2 Future Research

As already mentioned, the three presented models should serve as a reference for the possible
development of small-medium DMOs. The analysis and evaluation of the proposed governance
model is the expected step of the following research. The use and investigation of information and
communication technologies (ICT), could also positively contribute to the implementation of new
cooperative networks. “ICT provide substantial opportunities to build and enhance destination
competitive advantages by creating virtual communication and relationship environments.”
(Morvillo et al., 2006, in Lazzeretti et al., 2006)

Further improvements of the case study analysis could concern the method of collecting the data.
Handling a questionnaire to the private stakeholders and other interest groups (i.e. Gastro Ticino,
Hotellerie, Camping Association and eventually the new constituted Association of secondary
Owners) could bring new insights on the perception of the actual organizational structure. The
case clearly shows the difficulties of changing the processes when a fragmented governance
structure is involved. Therefore, further research must be devoted to the:
• “understanding the transformation process of DMOs founded and grown in developing stages of
the respective tourism destinations and discovering change management mechanisms which
support a quick and appropriate adaptation of this kind of organizations”, (Bieger, 2009)
• “discovering and explaining the role of financing semi-public institutions like DMOs in the context
of change and therefore the use of financial incentives and disincentives of DMOs as turning point
of the development stages of a destination.” (Bieger, 2009)

The integration of other theories not used in this research (e.g. organization behavior models)
would add new insights on destination governance and further investigate the reality of
governance applied to tourism destinations. Schein, Van Mannen, and Ancona are just some of the
authors that have investigated the topics of organization behavior, organizational culture and
leadership. Kotter (2007) has for example developed an eight-step strategy for an effective
organizational transformation. According to the author the application of these theories also to
the field of tourism could help the single DMOs to implement a new governance.
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The literature review chapter confirmed that the uses of quantitative methodologies in the study
of destination governance are still scarce. Game theory provides for example a new methodology
to understand mathematically the organizational behavior also in the tourism field. Destination
governance is the perfect example for such situations, as the choice of one stakeholder affects the
choices and outcomes of the others. “Game theory has been used to study tourists destinations
and offers fertile ground for further research.” (Bimonte, 2008, as cited in Laws et al., 2011)

Future research should also unquestionably look into wheatear the division of the tasks between
the different ETL and Ticino Turismo is the most successful and competitive way of organizing the
tourism sector in Ticino.
The following figure shows for
example that no authority in
Ticino is directly responsible for
the

selling

of

the

tourism

products of the territory. The
opens question is therefore: Who
is

responsible

for

the

commercialization of the tourism
products on the market? The local tourism offices? Or is it better to centralize this task to a central
authority?

Another interesting thinking is upon the strategy and policy, product & offer and marketing
category. Is the white, black and grey division really effective? Are there any problems of
overlapping? Are the responsibilities clearly divided?

From the in-depth interviews it was possible to evince that there is a general wish from the ETL to
have more power and voice also on the product development, promotion and strategy
development. As explained, the emerging governance models, in particular the one of Lugano, are
going somehow in this direction. But do merger and tourism departments really represent the right
solution of the organizational problems in Ticino identified in the SWOT analysis at page 52?

111 | P a g e

The debate on the financing of the local tourism offices and the cantonal authorities is a further
topic of interest. As highlighted in the characteristics of the Destination Management of the Third
Generation, a detaching from the overnight stays tax is heavily suggested. Hence, how can local
tourism authorities finance themselves without the classical overnight tax? And related to this
question, is the new financial division presented at page 60 really effective?

Future research chances exist for further analyzing the application of corporate models in the field
of destination governance. Additionally the impact of formal and informal structures on the
performance of tourism destinations would be an interesting research improvement, as currently
only few studies have investigated this topic.

Several governance models have been recently implemented in Switzerland, Austria and Italy, the
testing of similar destination governance model on different settings is also suggested. An
international benchmark analysis may provide new ways of thinking in similar context, adding as
well new understandings on the performance of the single models. According to the author these
are just some of the multiple research questions that could be investigated in future studies.

“The destination governance issue is still an open field for research,
especially when it comes to empirical evidence. Further analysis of
the processes is required.” (Padurean, 2010)
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Annexes
1. Local Stakeholders
Categories
Institutional actors

Local tourism actors

Societies,
associations
and groups

Description actors and societies




Municipality of Gambarogno
Patriziato
Ente Regionale di Sviluppo del
Locarnes (ERSL)
 Ente Turistico Gambarogno (ETG)
 Ticino Turismo (Bellinzona)
 HotellerieSuisse (section of Locarno)
 Gastro Ticino (section of Locarno)
CULTURAL ASSOCIATIONS:

































Aget Gambarogno
Assemblea dei genitori
Associazione Amici del Cinema del
Gambarogno
Associazione Joe Freisy
Associazione Pro Vira
Associazione ricreativa
Associazione sportiva e ricreativa
Giardinetto
Associazione ticinese terza età (ATTE)
Biblioteca-ludoteca Gambarognese
Carnevale Contone
Cinofila Trodo
Club cinofilo Verbano
Comitato Oratorio Pio X
Corale Gambarogno Singers
Corale Giovani The Midnight
Festival Internazionale di musica
organistica
Fondazione Bolle di Magadino
Gambarogno Arte
Gruppo Animazione Quartino-Cadepezzo
Gruppo Contone incontri
Pro Indemini
Pro Oratorio
Pro S. Nazzaro
RIVAVIVA
Società Carnevale Magadino-Orgnana
Società carnevale Piazzogna
Teatro Azzurro
Società pesca e acquicoltura
Gambarogno
Teatro Pulcinella
Trio Spelecapiöcc
Teatro Sunil
Unione filarmonica gambarognese

SPORT ASSOCIATIONS:




























Associazione sportiva e ricreativa
Giardinetto
BMX Club Ticino
Cavedano SUB Gerra
Cecco Torenas Boarding Family
Federazione ticinese di calcio
Football Club Contone
Gambarognese Unihockey Club
Gambarogno Riders
Gioventù Sportiva di Piazzogna
Gruppo Pallavolo
Gruppo volo a vela Ticino
Indiaca Contone
Minigolf Club Magadino
No Limits Blue Dive Center
Orientisti 92 - Piano Magadino
Pista di Karting Locarno-Magadino
Runner's Club Ticino
Salvataggio Sub Gambarogno
Sci Club Gambarogno
Scuderia Isola Martella
Scuderia la Bolla
Società Atletica Vis Nova
Tennis Club Vira
Tiratori di Campagna ContoneQuartino
Toucan Club
Unione sportiva Gambarogno
Unione sportiva Gambarogno
femminile
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2. Participants of the workshops
Name
Belossi
Berri
Domenighetti
Dormann
Ferrari
Gerosa
Lupatini
Mettler
Nussbaum
Pampuri
Pelloni
Piazza
Rossi
Sargenti
Schoch

First name
Roberto
Nicola
Fausto
Arturo
Giampietro
Simona
Monica
Gabriella
Nicola
Daniela
Carlo
Manolo
Mara
Nicoletta
Etienne

Thomann

Filippo

Description
Owner of the Cantina il Cavaliere in Contone
Co-owner of the Impresa Costruzioni Ugo Clerici SA, in San Nazzaro
Mayor of the old municipality of Indemini, manager, Indemini
Owner of the Fattoria Nuova Vorame, Magadino
Delegate of the Municipality of Gambarogno, Gerra Gamb.
Student SSAT, hotellerie sector, San Nazzaro
Collaborator Ente turistico Lago Maggiore, dipl. SSAT, San Nazzaro
Owner Hotel Sass da Grüm, San Nazzaro
Collaborator ETG, responsabile for the trails, San Nazzaro
Dir. Gambarogno Turismo, Vira Gamb.
Restauratore cartaceo, Piazzogna
Tennis teacher, Manager of the Tennis Club di Vira Gambarogno
School teacher, Contone
Manager of the Bagno Spiaggia of Gerra Gambarogno
Co-owner of Blackpoints GmbH, Publicity agency, Webdesign, Internet,
Marketing in Vira Gambarogno
Administrator of the REKA Village in Magadino

3. Online survey results
3.1 Strengths

Rank
Paesaggio ricco di contrasti, tra lago e montagna
Vicinanza Locarno, Ascona, Bellinzona
Sentieri escursionistici, escursioni e passeggiate
Tranquillità & sicurezza (Evasione dalla vita quotidiana)
Flora e fauna (Parco Botanico & Bolle di Magadino)
Spirito cooperativo
Attività sportive offerte
Patrimonio storico
Clima Insubrico
Territorio costiero
Eventi offerti
Terra d’Artisti

1
2
3
3
5
5
7
7
9
9
11
12
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3.2 Weaknesses

3.3 Opportunities

3.4 Threats
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3.4 External forces

3.8 Values

Rank

Rank
Collegamento A13-T21
Nuova politica regionale
Fenomeno del doppio Invecchiamento
della popolazione (riduzione nascite e
allungamento della speranza di vita delle
persone)
Salvaguardia dell’ambiente (certificazioni
«verdi» & accresciuta sensibilità
ambientale)
Maggiore simbiosi tra cittadino e turista
Nuova organizzazione del turismo
cantonale
Progetto Parco del Piano di Magadino
Aumento del tempo trascorso su
internet, profili sui social networks,
utilizzo delle tecnologie da parte dei
bambini, accesso da apparecchi mobili
(necessità di dotarsi di fibre ottiche su
tutto il territorio).
Piano strategico dell’agglomerato
locarnese
Diffusione delle energie rinnovabili
Cambiamenti della struttura familiare
(aumento singles e coppie senza figli)
Forza del franco svizzero
Aumento prezzi delle materie prime
(petrolio, energia elettrica,…)
Modello economico produttivo sempre
più esigente e generatore di stress.
Trasporto ad alta velocità
Evoluzione dei tassi di interesse
Aggregazioni comunali
Migrazioni (immigrazione in Svizzera in
particolare)
Accordi bilaterali (in particolare libera
circolazione delle persone)
Comportamento delle aziende (aumento
degli investimenti e dei guadagni delle
aziende socialmente responsabili – CSR)

1
2

2

2
5
6
6

6
9
9
11
12
13

Semplicità
Tranquillità
Sicurezza
Genuinità
Fedeltà
Efficienza
Conservazione
Flessibilità
Perseveranza
Tolleranza
Creatività
Diversità
Forza
Cordialità
Versatilità
Coraggio
Apertura
Determinazione
Leadership
Velocità
Tempestività
Cooperazione

1
2
3
4
5
6
7
8
8
10
11
11
11
14
14
16
16
16
16
16
16
22

13
15
16
17
18
19

20
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