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Pietro Beritelli = %

a«ppro ac Prof. Dr.,University of St,Gauen

1. Limitations of traditional Desti-
nation Management
Across  the world, countries, fb it 1
regions, and communities aim to = —
increase the value of tourism by ?L ﬁi{ ?T'fi
better managing and marketing their D D /T\ 1 5'%
territory. Destination Management Xt ?\/\\ﬁ:‘@
has risen in importance in the last % E ){
forty years or so, particularly ¥ i /r
. . . . e > 5
because administrative bodies want 2z ./}]"\
to help visitors, tourism businesses, r F ]\ I
and locals in their efforts to improve Yo7 O) <
on this diverse and diffuse phenome- g %:: :/
non called travel. The result is often - 2 IZE =
recognizable through organizations, Foh ??* y
often called DMOs (Destination V2 .
Marketing or Management Organiza-
tions) that spend increasing amounts
either for marketing C‘ommumcatl.on INE I T
and/ or for formulating strategies 2y A E v
aimed at coordinating the tourism f1 7 T ¥ T & b
businesses, presenting comprehen- D % I AN =
sive development plans. A critical a‘%‘ E’g i f %?) :C) T
analysis of.what DMOs have o T - Bl ,2-
produced until now, shows several 2 - X 0O F N T
misunderstandings, contradictions, Bloik < % A D A4
or fallacies (for a comprehensive LR 17 W ﬁ 7 {% v
review see Beritelli, 2019; Beritelli, % %: K ﬂ’ i 7
i I [R4 A R = G (- e
Bieger, & Laesser, 2014; Beritelli & E o 2l B
Laesser, 2019; Beritelli, Reinhold, 3 9 F Z v o E
Laesser, & Bieger, 2015; Pike & N Z 40 2 L&
Page, 2014): % *“Cﬁ gi % z 7 g
*DMOs are responsible for a particu-
lar area defined by their adminisra-
tive counterpart. However, visitors
do not stop at municipal, regional or 5? 8 v D
national borders when they take o D % = % %’ L
their tri Mok o#l B DO
ps. >
L 2 ik 8 M g %
«DMOs must define target groups T & 2% 0 2 &K
and reach out to them with a mean- I D @& % <K ="
ingful  marketing-mix. However, W M L =3 g Q l;f]
visitors pursue different activities, 0T o 4 c; ff
they seld Dol g 5 Bl
y seldom travel alone and present » & U& 5 U o
therefore heterogeneous groups, D 22 o b5 D
they sometimes visit friends and #ft 2 W& § 5 X %
relatives, travel for business or come i T G g' ng 2 Jit
to a place for social obligations or o s 2 g L “
QNN O (VP R A & |
because they have bound assets A N T A SR
(e.g. a second home, a boat). There- Bl R T &
#1534k | 52455 April 2020
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fore, traditional market segmentation
does not work in real travel.

.DMOs must market their area by
attracting/ getting visitors but they
cannot do so because they do not
run major tourist businesses or
attractions. If they try to sell tourist
services for the businesses in the
destination they do not reach satisfy-
ing sales volume.

«DMOs must manage tourism for the
whole area but they do not have the
resources and means to manage or
coordinate every occurrence in
tourism.

«Destinations must have a profile,
specialize because they have to be
managed like a product. However,
visitors do many different things
across the year in a given area. The
greater the variety of activities and
types of tourism the greater the
likelihood of creating value for differ-
ent businesses in different times of
the year and for the long-term.
These and many other problems of
Destination Management point to the
fact that the destination is first to be
understood from the visitors’
viewpoint and that this view opens
the window to a more specific and
differentiated understanding of what
can be done from the supplier’ s
side.

2. The flow-based approach

In a learning process that started ten
years ago and led us to question not
only the effectiveness of DMOs but
also the conceptual weaknesses of
the commonly understood Destina-
tion and Destination Management,
we have developed an alternative yet
more realistic view of how tourism
unfolds. By doing so, we have not
only revisited the basic theoretical
foundations but also offered a practi-
cal approach for actors in tourist
places.

Since a tourist destination is not a
prefabricated product but rather a
space that makes various resources
available to the visitor, we speak of
tourist coproduction or as travelers
as co-producers (Beritelli & Bieger,
2015; Kaspar, 1995; Maggi, 2014;
Smith, 1994). Even if one visits the
same place twice, she will (co)
produce different experiences. Mem-
ories and associations change with
every new experience. This is
because a destination is not a prod-
uct that objectively and factually
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provides the same functions and B T H 2 & W
benefits to all consumers. In a tourist JHE %)‘ L& o 2
destination, providers provide at A B &Tg' %

. T 2 Y o R 2
best combinable elements for a 2 0 n o5 5
coherent experience, offermg the ZOfE EJ ; o
playground for a most diverse and L »n S P
rich activation of peformances by the Cf: w5 5o
visitor. In other word, tourist desit- g 7% E‘g 5 - fb
nations are rich ecosystems of inter- k2 = B T
play bgtween local T"esources, tourist F By % 8 i
attractions,  services, etc. all - TR 4
connected by the visitor who plays L ' —_ /%3
the igniting trigger for the produc- LTI e I $© 35
tion process. Figure 1 illustrates at £ [l L 2 & 2
the left the traditional product -
marketing world with products of

@ ERv—r 71 I B ARE - R OBFRL SR EROBEEOR

ACK [DEEHFIDE] QOB oF s

JERFIDFEO rREE] SASER

‘ AT B
BRY—T T REROWKE  grzonm EROBLE
[CBITBHER visitor flows in travel
Drodifctmirketing persphetie phevisitor/on S5 multiple visitor,
S =% ftia b;j 7)lb o
supply demand supply % ‘i’ze I
Oo B
D & 0
ks
demand
#Ha

H#: (Beritelli, Crescini, Reinhold, &

ANTACHZOESEHT\
— NG T —

rrCEZRNTOTE A C R
VEFEF  SSHFIERINFIZHEIF

ovh R E

different kind and variation on the Schanderl, 2019; Beritelli & Laesser, 2017)
supply side and segments, target (CEDWCEAR
groups, on the demand side. In the
middle and on the left we show that T 7S AN F &
traveling is a fluid process performed 59 A v b 2 M
by visitors - some of them doing ot v H oD
quite the same things in a day- or " 7\ é R
half-day sequence — and where not ﬁ E: ;?)C Iz g ‘%: E:
only one (center) but multiple visitor O 2 X o
flows take place, often simultaneous- W Z 3 T 2 0K
ly in a given area. O L R A R Y
SN BUNE-
Figure 1: Supply-demand relation- 6% ﬁ Eg %-Ef l%l ;ﬁ,g
ship in product marketing vs single
and visitor flows in travel
Source:own illustration based on
(Beritelli, Crescini, Reinhold, & Z % P/ ﬂff g8 %
Schanderl, 2019; Beritelli & Laess- Bl % 1% g gﬁ i
er, 2017) IR - S %
S
3. Working with maps S % EI o § Q 2
. T v kg &
Today, there are various methods to N A S - L
reconstruct flows. The most sophisti- Mo 2 7 S B
cated ones build on GPS-based o o v 2
tracking techniques (e.g. Kadar & D iﬁ g - = W 0)
Gede, 2013; Shoval, Schvimer, & (o NN
Tami KR %5 L 20
amir, 2018). We have found that HF 1 F < — g 2
asking front-line employees and OB OB 3y g -
locals who are in touch with visitors M B # T ¢
B AL | w2454 April 2020
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or have the means to observe them
regularly, allows a collective recon-
struction of current visitor flows and
the projection of possible future
visitor flows, given the existing
resources and the travel context of
the place. To increase preciseness
and to gain more specific information
from the field, we work with a simple
template that allows intuitively draw-
ing and describing one flow per map
(see illustration in Figure2, left).
Analyzing the single flows but also
overlaying selected flows based on
specific working hypotheses (see
illustration in Figure 2, right),
provides a common learning and
deciding environment for the local
actors and their partners.

Figure 2: Empty map (left) and single
and multiple flows on a variable
geometry (right)

Source: own illustrations

Figure 3 shows impressions of meet-
ings in various destinations across
the world, where we have implement-
ed this approach. The displayed
single flows and variable geometries
in one public space, accessible to all
actors of the destination allow a
differentiated, detailed and specific,
yet comprehensive view of all what
happens in the destination. Actors
argue less about one ( ‘their’ )
destination and have a wider
perspective of options and opportu-
nities for single actions or collabora-
tion. This specific, yet at the same
time panoramic working environment
is called Destinorama.

Figure 3: Actors working with maps
in the Destinorama
Source: own illustration.

4. Implications

Working with this approach is satis-
fying for all participants in several
ways. First, they recognize that
tourism is not limited to some gener-
ic forms or target groups and that
not only some few tourist businesses
are important. In fact, there are
many niche activities, many areas
where even little tourist attractions
or businesses play an important role
for the single flows but also contrib-
ute to the richness of the whole
area’ s portfolio. Second, they
understand what specific challenges
and problems are faced by the

22



23

4 TFATAF—ar - RAIA e T —R—A - 7O —F

visitors and they have practical hints M > % % 22 0K %% Db bt 2 H B
for actions. Third, by analyzing R E Z 98 E?u B G 208 1 IS A
variable geometries, they recognize 55{ ,é’ s é L\ ﬁ? & D I T fﬁ 0) }7 Z g
greater challenges referring to urban ARG I (= E@ %? Aok Tovom %
: ) s & 72 @3 & B R LHEINEG
or lanq use planning, tr.afﬁc, major 4 Z 3 5% A A U I TGRS S /S = 3
attractions and zones. With that they 2 & o9 Bl oYy ' T g i o & B < 3 3
can easily identify who is in charge 2o Rk H D % * B =0 %5 - @% b
for tackling these projects or initia- &’ T %M TE Y 2 1K X 7 0
tives. Fourth, DMOs find that the - /f‘g g b Lod ng Z T F 20 % & b
' Ny Y 2 CHTOEPRZ L LDV NAE
play a more 1mportam role by selec- > °®@ o o v E CHE OB UG Zé'_o ﬁ S 7 H 3
tively supporting the actors for T3y y 2z R 2088 %D LK °
specific actions in the destination. In oRL I Tk B Rom ok 2o o X
the end, the most important aspect ?E F, b: %% OD’ Ijgj g %‘E g gﬁ\ E::: Z Lk‘ @ § ié T
at the supply .side is — just as in 2 = E L _;1 El i L PS5 o A
general marketing the product — the N N
stage upon which visitors perfor-
mances take place and the visitors . . o T
themselves communicate to their Z) 7;5,:) j Lt 0% 1;” @L ff % ; % ;t.i 0,) % éﬁ %
peefs; in other WOI‘dS' the des‘Fing— = }njﬁ ;,c) N % 7]" e é + % < {’Ej%: E f&" SE T
tion” s space. We think that it is i b B o H & H B 0 X BTGRP
exactly here, where DMOs should Z %7 Bl oot Wi 2 W % H Gk R -
make a difference. 2 2 fﬂ% ;ﬁH ] g 7%? R’ % %l 40 % 7%’ Z [Z‘ ia?ﬂljj
N Y [ N
IR TET It I
i 5 -
Dr. Pietro Beritelli (1967) has studied (=i j E3 ?ﬁj g M ﬁ%] COF ¥ '?@
Business Administration at the University F T x A, ﬂ:\ 0 1% 5 % T 7 B
St. Gallen (HSG) with emphasis on travel X }) W 7 it [ Q % D 2 $ X 3 xR
and transport. 1993-1997 lecturer for D 9 & Y 95 5 MK H 35 Lk @&
Tour[srp at the Higher Vocational College of z >3 IFJ X 7 2 » E O Tz ° 0 i
GraubUnden, Same(_:lan (CH). 1998-2003 D D % C o L J: *R X —;* HY i )Z: N
Professor for Tourism Management and HEMEB X BE A4 I B H 3 0D o E
Director of the Institute for Tourism and e Y5 T = - S 1@2 e ;’ﬂ:[ Z 7 B
Leisure studies, the University for Applied )
Sciences in Chur (CH). Since 2003 Associ-
ate Professor at the University of St. Gallen
and Vice-Director at the Institute for CRMBERNADRASEBYE~FH | % | 2.3 g8
Systemic Management and Public Gover- BX oY PYPWNERLY Y& [ LY 2% )% 5 %f;
nance (IMP-HSG), Research Centre for b ;% ANggEEY D | 7Y I\Iél = 7 0 3¢ i 2 5
Tourism and Transport. Since 2004 Director % /l\ D v | E5] ;EJJ 7\ = 'Z I\ ? :::} I\ g L/ FH B J M A
of the Master Program in Marketing W e 8 E T Eﬁ e % 7’; Vil w H ™~ A E t\/v fil— TE IS
Management at the University of St. Gallen. 50 % i ? 38‘ g 4 5 L o S B S %9 ;L Q :
Guest lecturer in other Universities in TE (v 7= 2 & d g 9 3t L 7&; o ZE 9 =& ]_T 1K
Switzerland, Austria, Italy and Germany. He a7 8 B L > 5 Sg| A& ’%%t L3270 g 7 9T
advises tourist enterprises and public X H 7 @ K3 =x ;TE 2 BN R R sz‘ = 5 G b 6 b
institutions in questions regarding destina- E ﬁ‘% l\ S E@ \’\( e L0 R +% 2 ma 1 % 5@ = - 7 H
tion management and marketing, tourism ‘% gt_a‘— if\ B D ZF:E 0/) ? X —BE 2 Eﬁ\ > %;f 8 3 }%2 8 % ‘.'%': ‘T‘- HER
policy, and strategic management and is ;g T = % :',7( R i D P St A ﬂ':b 3 T %7 = e \L/ % 2
actively involved in the industry through B8 b Av 7B ENSEOBERET 1 '7J_
mandgte; as board member of tourism 1w 7R TR XEZA m] :j: 5 By ij-"f', ) O HXE % :‘P PN °
organizations. WISY>YT I JREMAMRS BBV ARZERY
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