Edvin Jurin

“SMART” TOURISM DESTINATIONS: A FRAMEWORK FOR THE ELABORATION OF AN IMPLEMENTATION MODEL

SUMMARY 

In the period of intensive economic, sociological and cultural change, tourism destination management also needs to change. This requires a suitable model of implementation, with the appropriate methodology and a high-quality organisational structure. The concept of a destination as an integral identity and a portfolio of experience in a given location is a novelty. The novelty is that tourists will receive the conceptual and standardised promises as they have been communicated. This starts from a new paradigm where the tourist is part of the model called consideration economy, where the following consumer rule applies: “I want the service or brand that I need, at the very moment I need it”.
The two key premises for redesigning the management of a tourism destination are: a) the present is managed from the future; b) emotion is a key component of a destination as a brand. The purpose of this paper is to point to the need to optimise destination management, and to explain a possible way to do this, through theoretical organisation and through the use of brand architecture. A series of tools and techniques already exists, together with necessary monitoring and auditing for possible correction.

Keywords: tourism destination, brand architecture, DMC, the blue ocean method

INTRODUCTION

The modern economic landscape, which many identify as a brand landscape, is characterised by several simultaneous generic processes, selective states and specialist economics. It is the process of globalisation (“think globally, act globally”), of glocalisation (“think globally, act locally”) and of localisation (“think locally, act locally”), evolving in the sociological circumstances of “the third age”, the accelerated economy and exponential development, and the application of information technologies. In conditions where everything is changing, change in the manner of behaving and acting, and with it, of communicating, perceiving and bringing decisions, is becoming a new reality and a new imperative.
Models of consumers' needs and demands also change. A modern consumer has crossed the line of being an atomised and dispersed individual, to being a member of a client-oriented market, under the motto: “I myself will choose how I will contact the provider”, to the model of the consideration economy where the key consumer rule applies: “I want the service or brand that I need, at the very moment I need it”.
THE TOURISM MARKET – AREAS OF A NEW DIALOGUE

Tourism, one of the most propulsive, most sensitive and most elastic industries, is slowly leaving the phase of merely adding tourists and their overnight stays. In the new political, economic, sociological and cultural frameworks, markets are becoming the zones of new dialogues, exciting arenas of human beings and not of demographic segments seen as market “targets”. Experience becomes the third component of the economic offer, in parallel with goods and services. This is the answer of a provider, of a brand owner, to the demands of the modern consumer, who is to be treated in a personal and memorable way. That is why, today, experts in destination management and communication are fighting for a “share of the person”, instead of a “share in the wallet” (Duffy, 2003).
It is particularly exciting to watch these processes in the light of new mega trends where spirituality dominates: the birth of conscious capitalism, management from the middle level and spirituality in business, the growth of value-driven consumers, the wave of strategic business decisions imbued with consciousness and the socially responsible investment boom (Aburdene 2005). Such an environment produces an ecologically oriented consumer or tourist (a “green consumer”), sensitive to local cultures, conscious of the issues of social justice, more independent, with knowledge of the ecosituation, and preferring flexible and spontaneous itineraries. It is the first time that we have been able to attain an exciting interactive cohabitation of user and provider of tourism services at a specific destination.
A new tourism environment is growing on these foundations in which autistic tourism brands, i.e. mere brands, are not sufficient. Tourists as final users of the brands demand to be treated as human beings, so experts in tourism destination management are trying to meet both their emotive and functional needs. At the same time, the process of political decentralisation multiplies the number of decision-makers at a destination, sometimes disturbing the priorities, so that the particular is often preferred to the detriment of the common. This is clearly seen in the conflict of interests between, for example, construction and tourism business systems and their pertaining lobbyists, which brings a vaster and premature depletion of certain real and potential natural space in tourism. The need immediately arises for more coordinated and rational managing, monitoring and correction of life and work at every single destination, from urban planning to communal infrastructure, and to the offer of original tourism products.

DESTINATION AS A BRAND
A new environment and new rules of the game require a transition and shift from the technical concept of destination, which was primarily focused on facilities and capacity, to the concept of a destination as an integral identity and a portfolio of experience. This includes the potential of the promise, and the organisational effort to deliver a destination conceptually and in a standardised fashion to tourists, as it has been communicated. Here we have two essential differences in perception, two crucial transitions: from a destination product to a destination experience, and from destination marketing to destination management.
The complexity of political, economic, sociological and cultural conditions at a national, regional and local level requires the most precise identification of the conditions and potentials, organisational structure and a range of instruments to create the prerequisites to use the destination potential, and to meet tourist expectations on demand. 
Three key components
Obviously the need arises for a well-designed and implemented model of a smart destination. The management of such a destination should be the common effort of all the participants who work on and within the project. Its management should duly foresee possible trends and market changes, addressing the demands and needs of tourists adequately and in a timely fashion, systematically improving the business efficiency, economics, and profitability of all the participants in both the public and private sector.
The answer to all these demands is to introduce the methodology of brand architecture in managing a tourism destination. This implies that tourism destinations as brands:

· offer security and guarantee certain qualities and consistency;

· ensure a base for the positive relation between a tourism destination and its end users;

· can recognise to which consumer segment the end user – the 

tourist – belongs.

To achieve this, three key components have to be defined for a destination as brand:

· Point of differentiation

· Positioning on the market

· Destination brand personality dimension

The point of differentiation reflects a transparent and proactive focus on the end user, constantly maintaining quality at all communication and sales levels, with a positive and prompt reaction to the suggestions and reactions of tourists and providing them with support.  Positioning a destination as a brand means supporting efforts to intensively “install” a destination in the mind of potential tourists.  Designing a destination brand as a personality makes it possible for a destination to be, metaphorically speaking, in close and personal contact with the user, a tourist, in order to remain in his or her consciousness. Today, such destinations want to leave the impression of being emotive, flexible, cooperative, educational, developing with time and able to innovate.
Finally, destinations managed through this methodology are identified and differentiated among themselves. The more destinations are conceived this way, the greater and more direct is their impact on the target market or the targeted market segment.
DESTINATION MANAGEMENT – TASKS AND OBJECTIVES

Destination management implies the coordination of tourism products by one or more recognisable authorities through the systematic approach of all interested parties at the level of a tourism destination, in order to reach consensus among various options and on the choice of a partnership model to best suit the needs of a tourism destination (Bartoluci, Čavlek et al. 2007).

The new integral dimension of tasks of destination management, according to the smart destination model, includes the following tasks and objectives:

· research into change and the monitoring of change

· creation and maintenance of the reputation of a destination 

· product development and sale

· creation of the entire environment for the development of new tourism products

· event management

· creation and maintenance of partnerships (lobbying and coordination)

· planning global and partial destination development

· measuring competitiveness (benchmarking)

· measuring and monitoring the success of a tourism destination as a brand.
The objectives of destination management are:

· to bring higher profitability to the private sector and economical operations to the public sector

· to fill accommodation, i.e. receptive facilities and capacity, out of season

· to enable sustainable development and a relaxing creative environment

· to create and maintain a climate of optimal use of natural resources

· to systematically design and produce a high quality of destination experience and to exceed users' expectations 
· to provide criteria and tools for the realisation of plans and activities of destination management so that the benefits for the community are higher than the potential damage (destination damage control).
To achieve the planned tasks and objectives, the model has to provide specific and feasible answers to four basic questions:

Who?

What?

How?

When?

ORGANISATION  FRAMEWORK 
It is important to recognise a “leading authority” at the level of a tourism destination, with the organisation structured in an optimal way and supported within the concept of public-private partnership, as a proactive and efficient catalyst in promoting and in realising the concept of sustainable development in tourism. This also means that all participants from the private and public sector take an active role in forming destination management on the basis of a framework and platform which have been arrived at together. Accordingly, participants are not independent protagonists.
It is advisable for such an organisational structure, in answering the question WHO, to rest on the following five pillars:

· The government of the local community (town, county, region) with its     

            Department of Tourism;
· Competitiveness groups and marketing groups;
· A destination marketing organisation (DMO) in the form of the local, county or regional tourist board;
· A destination management company (DMC) following the model of public-private partnership;
· Local public utility companies and infrastructure companies.
Each of these pillars has both specific and common tasks: 

Local government (town, county or region), through its Department of Tourism, is in charge of normatively designing the urban space by bringing rules and regulations in its jurisdiction to stimulate the business of tourism entities in a certain area and encourage their synergy. These comprise documents of urban planning, the system of parking regulations in and out of high season, opening times of certain categories of catering facilities, etc. A specific mission of the local government is to take care and to monitor the use and regeneration of natural resources, particularly the landscape, through cautious and sensible urban planning, since preserved natural space is becoming today’s luxury good.
Competitiveness groups are business interest groups of, for example, small family hotel owners, tourist agencies, tourist guides, or representatives of charter fleets in the coastal region. They join together to decide on common activities and carry them out. These activities raise the competitiveness of these groups and of their members in the market in the long run, and the groups profit from increased synergy. They can, for example, decide on introducing an eno-gastronomy specialty at a lower price acceptable for a destination, on the extension of operations out of season, on observing the maximum agreed price of beverages, accommodation, etc.

Marketing groups draw together representatives of interest groups like museums, galleries, sports institutions from the private and public sector. They organise themselves along the lines of certain products or in a certain region, designing and developing the non-material elements of a brand and cooperating in the development of individual tourism products. The activity of these groups mainly focuses on collecting primary data (data basing), education, common advertising, direct marketing, particularly digital marketing, and on developing public relations.
The local destination marketing organisation, for example in Croatian tourism this is the tourist board of a town, county or region, creates and undertakes promotional and communication programmes and activities. It works on the development of the integral reputation and identity of a destination and on partnership in developing tourism products, together with the representatives of the public and private sector, especially with the competitiveness and marketing groups. The destination management company (DMC), which we will deal with in the following section, is the result of the synergy of all the direct and indirect efforts at a certain destination, and is the executive market operational platform which realises the projects of the system.
Public companies, particularly utility and transport companies, work in the sphere of public management and environment monitoring, together with government bodies and institutions like the police, the health authority, and port authorities on the coast. They are the fifth integral and interactive pillar, or a segment of each destination, and are of exceptional importance for the complete delivery of adequate experience and emotions.

Representatives of all five pillars constitute the Council for “branding” a destination. It meets once every four months as a coordinating and strategic umbrella body whose mission is to decide on the key strategic decisions and recommendations, and to harmonise and direct the interactive development of the destination as a brand.
DMC – a key factor of managing a destination

DMC is primarily a receptive company specialised in structuring a destination's offer in market management, particularly in the integral and profitable commercialisation of selective and specific products at a certain location, and in communication management. Here we have a flexible combination of the so-called in-coming tourist agency, specialised exclusively in a relevant destination, and of an event management company able to realise projects at all levels of complexity.

DMC can more readily adapt to market trends. It reacts more quickly to change and can more easily differentiate itself in relation to the competition, thus increasing the satisfaction of tourists.
The main tasks of a DMC are:

· To manage communication, i.e. to take care of the reputation and image of the destination;

· to design a specific tourism “package” and decide on the price;

· to handle tourist reservations, check payments and receivables, to create, maintain and manage a database of selective consumer groups or niches;

· to attract and maintain intensive contacts with tour operators specialised in particular tourism products;

· to manage events.
It is of strategic importance that such a system is based on the model of public-private partnership in which the private share is 51%, and the public 49%. The predominance of the private share gives the DCM greater operational flexibility, since it does not have to follow the procedures of public procurement. The majority private share also enables it to enjoy stronger proactivity in the market and a higher and a more responsible level of providing high quality services.

The internal organisational structure relies on the project management brand, i.e. on teams for the general coordination of projects and their cost coordination and sales, the building of the atmosphere, i.e. the standardisation of music and entertainment events, the standardisation of certain types of music background in facilities, and the distribution of destination souvenirs. It is advisable to concentrate the whole management in one operational centre which operates as a “war room” 24 hours a day.
METHODOLOGY OF DESTINATION MANAGEMENT

The correct approach to the methodology of managing a smart destination provides the answer to the question “how?”
It consists of four phases:

· In the first phase, an integral information system is created by collecting information, data and facts;

· In the second phase, a suitable strategy is designed;
· In third phase, a quality system is established and monitored;
· In the fourth phase, the success of the destination is measured and monitored.
Foundation of an integral information system

Managing a destination implies creating an integral information system on the basis of information, data, and databases collected from Open Source Intelligence – OSINT. These are sources that are publicly available (Javorović, Bilandžić 2007).
The following types of data can be part of such an information system:

· types and structure of primary (accommodation) capacity – e.g. hotel resorts, family hotels, camp sites, private rooms and apartments, village households, marinas;
· types and facilities of secondary capacity – e.g. congress halls, sports facilities, retail outlets and catering facilities, wellness & spa centres;
· accommodation capacity occupancy throughout the year;
· profitability of individual types of primary (accommodation) and secondary capacity;
· a register of material and non-material attractions (cultural heritage, e.g. temples, churches, special edifices, natural sights, customs, folk songs and dances, folk costumes);
· a register of stories, legends, myths;
· the analysis of trends and mega trends;
· periodic omnibus and ad hoc surveys and analyses: 

          *  PEST analysis (political, economic, social and technical factors); 
          *  SCEPTICAL analysis (social, cultural, economic, physical, technical, 

              international, communication and infrastructural, administrative and institutional, 

              legal and political factors);
          *  SWOT analysis (strengths, weaknesses, opportunities, threats).
The key areas are the occupancy indicators of accommodation facilities throughout the year and the profitability of individual accommodation units of primary and secondary accommodation capacities.
The blue ocean strategy wins

The starting points for choosing an efficient strategy for managing a destination are: 
a) the present is managed from the future; b) emotions are one of the essential components of a destination as a brand. Since tourism is hectic and multi-disciplinary, it is the ideal environment for the application of the blue ocean strategy (blue marketing), which is more suitable than the strategy of red ocean (red marketing) (Kim, Mauborgne 2007).

The red ocean strategy characterises a destination which sticks to the traditional approach in the race of how to beat the competition. It builds a defensive position within the existing market and in the existing destination set-up, and “bleeds” in the process. This is the structuralist standpoint according to the principle of environmental determinism. The blue ocean strategy is chosen by destinations which follow an entirely different strategic logic of innovated values based on reconstruction. Here, the market boundaries and the destination structure are not given parameters but can be reconstructed through the work and beliefs of all the protagonists in the offer. The value of innovation appears only if destinations succeed in aligning tourism products with utility, at a suitable price and at acceptable cost levels.
The blue ocean strategy recommends a calm and systematic path, but a courageous and methodologically appropriate approach for searching beyond the existing levels of competition. In this scenario, competitors bleed in the red ocean of their own blood amidst tactical manoeuvring and ruthless daily price wars, merciless communication and the grabbing of existing distribution channels. Instead of focusing on the competition, the destination management framework can render competition irrelevant, creating innovation in the values for the tourist which is beneficial for all the entities at a destination. At the same time, this new approach opens new and still unconquered space in the blue ocean, and offers a series of new original frameworks and tools to widen the space in which to operate. 

The blue ocean strategy starts with the initial network of what should be eliminated and what created, what should be reduced and what increased, always with an eye on the “payment strategy”.  In the final analysis, the blue ocean strategy creates and wins new demand, abandoning value and cost trade-offs, but linking the entire network of destination activities, working towards differentiation, at acceptable price levels.
Quality system needed

Tourism destination management has no chance of succeeding without quality management, for which relevant information is needed. Total quality management, according to Feigenbaum, is an efficient system for integrating quality development, quality maintenance and efforts for improving the quality of various groups within a system, in order to provide services at the most economical levels which, at the same time, allow for full satisfaction of tourists' needs (Moutinho 2005). An approach to manage failure is also necessary in cases where a tourist is not satisfied with the service for any reason. A quality test is used to indicate the achieved levels of quality, and serves as a tool for making efficient business decisions. The quality measurement includes control of whether the set procedures are followed, and, among other things, evaluation of the destination’s surroundings, the food and beverages offered, safety, local transport, car parking and parking for other vehicles, and available beaches. All these indicators help to evaluate the quality of a tourism destination.   

Quality measurement is one of the most important steps in the transition from the ad hoc system of monitoring a destination to a system of permanent evaluation of the way that each of the applied forms of impact measurement, based on qualitative and quantitative indicators, results in suitable corrective activities (Bartoluci, Čavlek et al. 2007).
      How to measure the success of a destination

     The model of a smart destination offers the optimal set of instruments for the integral 

     measurement of success. It consists of four types of measurements to measure:

· financial indicators;
· the benchmarking of delivering the components of a destination as a brand;
· tourist satisfaction;
· internally how a destination as a brand is implemented in practice;
Measuring the financial indicators of a destination's success is done with the tools that answer the following questions:

· How much does the destination management contribute to better occupancy rates of accommodation capacities and to the financial results in individual types of accommodation units in certain periods?
· How much does the destination management, through the use of brand architecture methodology, contribute to the creation of added value in selling the tourism products of the destination?
· How and when can this be further improved?
· What return on investment is achieved through specific investments in introducing the brand or in introducing individual projects and activities?
Measuring the benchmarking of delivering a destination as a brand in relation to the competition needs to result in information on:

· The total strength of the destination as a brand in the competitive surroundings, seen through key parameters (awareness, preferences, satisfaction);
· How efficiently the destination as a brand communicates its position on the market.
Measuring tourist satisfaction through the perceptions of a destination as a brand includes:

· Measuring individual elements of tourist satisfaction in different types of offer;

· Evaluating the relation between tourists and a destination as a brand;
· Assessing destination ratings in relation to its attributes;

· Measuring how successfully a destination has attracted tourists by 
       communicating its brand.
The internal measurement of implementing the brand in practice focuses on residents who live at the destination or who make a living from it. This measurement systematically and continuously observes: 
· Whether the positioning of the destination as a brand is entirely integrated, and how it is integrated in the way local residents behave as “providers of a brand”;
· Whether this level and quality of integration is communicated, and how it is communicated in all the relations with the external public;

· How successfully the relations between the local residents, the providers of the brand, and tourists, the external users of the brand, are permeated with the destination as a brand.

DESTINATION MANAGEMENT PLAN – THE KEY INSTRUMENT

The key element of destination management is the plan which, bolstered with the gathered data, covers the following segments:

· the desired character of the market;
· the key factors of success;
· the draft of a vision of the destination;
· the structure of different activities in the destination;
· the platform of selling propositions and project-drivers;
· the destination standard manual;
· the communication matrix;
· the total budget;
· the monitoring and audit system.
Seen from their emitive side, the markets are classified into primary, secondary and tertiary markets. Target markets, according to the Boston Consulting group (BCG,) are classified into the “stars”, “cash-cows”, “question marks” (or “problem children”) and “dogs”. The “stars” grow rapidly and, at the same time, they have a large market share. When accelerated growth ends, their large market share enables them to turn into “cash-cows” which, due to their big share on the market, generate considerable cash, but they do not necessarily require additional investment, since they have stopped growing. The “question marks” or “problem children” experience quick growth but win too small a market share to be able to finance this growth. “Dogs” neither grow nor have a significant market share (Mouthino 2005).
The key factors of success take into account: traffic accessibility and the receptive infrastructure (airports and seaports, motorways); cultural heritage and urban quality; specific eno-gastronomy offer; relaxation, entertainment and sports facilities; the structure and functionality of the destination management model. The draft vision of a destination represents the desired futuristic scenario of the total impression of a destination in a projected time horizon of 5-10 years.

The structuring of a destination by zones of activities aims to segment it by themes according to the destination potential of the material and non-material attractions. Each zone of attractions has its character which has been selected and agreed upon (e.g. historic heritage, shopping, entertainment, sports, eno-gastronomy offer), and distinctive “framework components” on which its character is based. The platform of selling propositions and projects, so-called drivers, implements a list of projects which offer operational methods and instruments of carrying out the vision in practice, depending on potential sales directions. It also raises the levels of awareness and attractiveness of selected segments or niches of a tourism market and increases the occupancy rates of the available accommodation facilities in certain periods of the year. Here we speak primarily of cultural events like festivals and concerts, sports competitions and tournaments, and eno-gastronomy events. A destination standard manual tries to methodologically neutralise the latent danger of disrupting the designed model of managing a set of standards. Besides determining the level of cleanness and the intensity of maintaining the public areas, it includes the regime of managing refuse and rubbish, of regulating parking and opening hours in and out of high season. It also sets the size of the minimal beach surface in relation to the potential tourist, gives instructions on maintaining the locations and facilities for cultural and entertainment projects, on designing external visual surfaces, and the music background in catering and other facilities.
The communication matrix has two dimensions: internal and external. The objective of the internal one is to create so-called goodwill between local residents through a series of traditional and modern media, off-line and on-line, and through workshops. The aim is to strengthen and enrich the total quality of delivering the destination as a brand, or, put in another way, to maintain the optimal level of enthusiasm. A new communication platform, or the promotion of a smart destination, uses the starting premises of “permission marketing” which transforms strangers into friends, and friends into consumers, in the environment in which communication becomes anticipatory, personalised and relevant.

In essence, in relation to so-called “shotgun marketing” and communication (a global reach towards tourism clients), a smart tourism destination prefers the so-called “rifle marketing” approach. This approach focuses on the segmented targeting of specific tourism segments or niches, particularly with a view to continuously filling accommodation capacities outside high season (Weaver, Lawton 2002).
As new brand dimensions become hi-touch and high-fidelity, end users of tourism services no longer want to be isolated but to be engaged in all phases of the branding process and of destination development. New communication systems and technologies, through carefully selected communication instruments, in particular the internet, will very soon enable a potential tourist to be included in the creation of his or her trip or holiday, in the creation and production of the desired level and intensity of experience from the e-catalogue portfolio of performances or potential events. In the destination itself, a tourist has access to a touch screen and interactive information desks which will additionally direct him or her and give support in the choice of an itinerary by providing information.
The total budget includes a consolidated balance of the costs incurred (product development, the programme of external and internal communication, so-called match-making workshops), and administrative marketing (the logistics structure for servicing the system of implementing the functional marketing, internal training). It offers a review of possible and realisable sources of funds for covering the costs. Of particular importance is the plan of tapping other potential sources of funds which can be based on co-branding and on partnership alliances. 

Monitoring is done by the leading authority of a destination. It is based on the book of standards, and the results are published quarterly in a report. Auditing is performed by an independent team of experts who do not participate in strategic decision-making and in managing the destination. The final objective of the audit is to identify shortcomings and failures through an independent inspection and evaluation in order for timely corrections to be performed at the point of all five pillars of the destination’s organisational structure. A destination management plan, with its timetable, provides the answer to the question “when?”. It offers a gradual approach through phases, step by step, with the elaborated monitoring of the effects and feedback on individual activities, and the monitoring of the quality levels of performance.
CONCLUSION

In the final analysis, destination management, in the words of a Spanish tourism expert, increasingly resembles shooting an adventure film, in which tourism workers and their end users are at the same time scriptwriters, producers, directors and distributors. New economic, sociological and cultural trends have formed a new type of tourist who is inclined towards a new culture of awareness and discrimination, ecological and spiritual sophistication, and who possesses a new type of sensibility. Emotions and futuristic destination management directed through a set scenario become the conditio sine qua non of modern tourism. The smart tourism destination model is inevitably becoming a reality, not merely futuristic thinking. The condition is that it stimulates emotion, energy and enthusiasm on both sides – in tourists and in their hosts.
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