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ABSTRACT 

Winter sports destinations base their attractiveness for tourism mainly on the existing 

environment that enables different kinds of winter sports as leisure activities. 

Accordingly, environmentally sustainable management is one of the main challenges for 

future oriented winter sports destinations. This thesis sets out to explore the 

interdependency between the achievement of an environmentally-sensitive development 

and the organizational structure of the destination management. Therefore, the antithetic 

models of corporate vs. community model form the frame for the qualitative research. 

To obtain partial answers to the question whether the concept 'everything from a single 

source' improves environmentally sustainable development in winter sports destinations, 

the Swiss destination Laax/Flims/Falera - under the management of the Weisse Arena 

Gruppe - and the Swedish destination Åre - operated by SkiStar - are analyzed within 

two case studies regarding their management structure and their environmentally-

sensitive development. The characteristics of several intermediate variables - namely 

the DMO structure as well as innovation, change and strategic management - are 

examined under consideration of knowledge requirements for the achievement of 

environmentally-sensitive development. Based on these findings, we can define what 

sets destinations with a big leading corporation apart from other destinations while 

taking into account the roles of different stakeholders. Findings suggest that winter 

sports destinations with a big leading ski corporation are more likely to achieve an 

environmentally-sensitive destination development. Additionally, an outstanding role 

can be assigned to the DMO as organizational and strategic hub for destination 

management and development in general and for environmentally-sensitive destination 

development in specific. A new theoretical construct related to this analysis of corporate 

models in winter sports destinations - 'towards a new management structure' - provides a 

framework for further research on what kind of management structure in winter sports 

destinations will lead to a superior performance in terms of environmentally-sensitive 

development.  
 

KEYWORDS: environmentally sustainable development, winter sports destinations, 

organizational structure, corporate model 
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1 PROBLEM STATEMENT 

 

The changing competitive situation among winter sports destinations in the context of 

globalization caused new challenges and increased the attention on the topic of 

destination management systems among tourism researchers. New models in destination 

management are mainly influenced by trendsetting North American and Canadian ski 

corporations that successfully dominate the non-European winter sports market. 

Increasingly, the competitiveness of the traditional destination management structures in 

Europe is put into question as the organizational structure of destination management 

plays a decisive role in order to fulfill the demands of the 'new consumer in tourism' 

[Buhalis 2006, p. 104]. Tourism organizations have a long history in Europe, 

established as tourist offices already about 125 years ago. Significant changes on both 

sides - those of the suppliers and of the customers - make a rethinking of the classical 

role of tourism and destination organizations indispensable.  

One of the major problems in this context associated with the management of tourism 

destinations is the fact that each company operates in the frame of different interests and 

requirements, primarily pursuing the achievement of individual goals. Accordingly, 

destination management organizations are facing conflicts of interest and the difficulty 

of solving problems due to their lack of decision-making power. This situation might 

lead to a stagnancy of destination development as well as to a loss of competitiveness 

and therefore has to be apprehended as a serious threat for successful long-term oriented 

destination management [Bieger 2009, pp. 93-99]. Additionally, aspects of sustainable 

development have an increasing importance for destinations in order to meet the 

growing demand of visitors for a higher degree of sustainability. This change in demand 

implies that visitors are progressively seeking for holiday destinations that allow them 

to continue their stable environmentally friendly behavior that they are used to 

demonstrate in various areas of life also in the context of travelling [Dolnicar/Leisch 

2008, p. 389]. Environmentally-sensitive consumption is a central topic in the tourism 

industry from two different points of view. On the one side, tourism and travel cause 

environmental damages. At the same time this industry is extremely dependant on the 

environment as a decisive component of the destination offer and thus sensitive to the 

effects of exploitation of these resources that are often perceived as "zero-priced public 
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goods" [Buhalis 1999, p. 184]. Environmental conditions are one of the main triggers 

for the choice of a tourism destination, especially for the beach, nature and winter sports 

tourism segments [UNWTO 2009, pp. 2-3]. As a consequence, winter tourism is facing 

major threats caused by environmental changes. However, the vulnerability of 

environmental resources per se is not the only menace. Buhalis [1999] emphasizes the 

potential starting of a vicious spiral triggered by the exploitation of the environment, 

leading to a decline in destination attractiveness and causing a loss in competitiveness 

especially regarding consumers with high expectations and expenditure capacity. Due to 

the lack in profit this vicious cycle causes a further drop in investment in sustaining 

resources and infrastructure which again leads to a damage of the ecological 

environment. [ibid. 1999, p. 183] These two aspects – organizational structure and 

environmental sustainability - are widely considered as basics of a successful 

destination management. Although every destination is unique and determined 

especially by its setting, professional destination management incorporated into an 

organizational structure that includes ecologically oriented, sustainable management 

practices can be seen as general influential variables on a positive or negative 

destination development.  

In order to gain applicable and practical knowledge about the previously explained 

aspects of destination management, this research is based on two cases of winter sports 

destination management. Considering the examples of the Weisse Arena Gruppe in the 

destination Laax/Flims/Falera (CH) and of SkiStar in the destination Åre (SE) it is 

analyzed how the concept 'everything from a single source' influences the achievement 

of these decisive goals. Therefore, the organizational designs of these destinations are 

defined in detail and the effects of the economic activities of the leading ski 

corporations on destination success in terms of environmentally-sensitive development 

– positive as well as negative – are analyzed. 

The importance of the fulfillment of the criteria of sustainable tourism - which includes 

according to the definition by the World Tourism Organization (UNWTO) the quality of 

life of the local community, the quality of visitor experience and environmental 

concerns [World Tourism Organization 1993, p. 11] - is underlined by several research 

studies, especially in the context of environmentally sensitive mountainous areas of 

winter sports destinations [Flagstad/Hope 2001]. Although this so-called triple bottom 
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line approach of sustainability is acknowledged by the author, the research study at hand 

puts the focus on the environmental dimensions of sustainable development owing to 

the specific importance of ecological aspects for winter sports destinations.  

The Swiss destination Laax/Flims/Falera, managed by the Weisse Arena Gruppe, as 

well as the Swedish destination Åre, managed by SkiStar, have developed their 

individual ways to handle the potential conflict between individual service providers 

and the destination management organization (DMO) as well as to achieve the goal of 

being recognized worldwide as attractive winter sports destinations. Both destinations 

are dominated by one business corporation that provides the major elements of the ski 

product such as lift operations, ski schools, ski rentals, gastronomy and accommodation. 

Accordingly, it is analyzed what influences this specific form of destination 

management structure has on successful implementation of environmental measures and 

goals. 

 

 

1.1 Aim and Research Question 

 

The purpose of this thesis project is to connect the two important aspects of winter 

sports destination management - organizational structure and environmentally 

sustainable destination development - in order to identify their so far insufficiently 

studied interdependencies. With regard to the interest of this topic for further winter 

sports destination development, the following research question will be examined: 

What positive or negative influence does the organizational structure of the corporate 

model in winter sports destinations have on the development of more 

environmentally-sensitive management practices? 

 

Both aspects have been examined independently before, but no clear implications could 

be deduced within the current literature. Destinations that are in the state of 

reorganization of their destination management structure as a reaction to elementary 

changes in the tourism industry or destinations that are still developing their touristic 

potential benefit from this research.  
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The key advantage of this research is an enlargement of knowledge in the field of 

implementation of knowledge management and organizational structures in destination 

management. Additionally, the knowledge gained regarding DMO structure and 

innovation, change as well as strategic management and their influence on the 

environmentally sustainable development of winter sports destinations will help to 

achieve a more environmentally-sensitive development in other winter sports 

destinations. Thus, the study at hand contributes to a more environmentally-sensitive 

consumption processes in the tourism industry. 

 

 

1.2 Structure 

 

To approach the aim of this study, the literature review in chapter 2 provides a broad 

knowledge base as well as a theoretical framework that includes those variables that are 

assumed to have a significant influence on environmentally-sensitive destination 

development and that serves as background for the comparative case study analysis. The 

literature review starts with an overview of structures in tourism destination 

management with a main focus on the differentiation between corporate and community 

model linked to network structures. In-depth analyses for both concepts are undertaken 

in order to provide relevant knowledge about existing forms of destination management 

structures as basis for further research. In a second step, the literature review gives 

knowledge about environmentally sustainable destination development - defined as the 

intended goal - from various perspectives. The roles of the three major stakeholders in 

tourism - consumers, tourism business operators and the government - are defined in 

detail. Taking into account that environmentally sustainable destination development 

needs to be measured and controlled, an overview of the relevant indicators most 

commonly applied to sustainable tourism activities today is provided within the 

literature review. Additionally, the importance of knowledge management in order to 

achieve sustainable development goals is clarified. The current as well as potential role 

of knowledge applications in tourism in general and of the Destination Management 

Information System (DMIS) in specific is analyzed. The final part of the literature 

review deals comprehensively with the role of the Destination Management 
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Organization (DMO) and presents archetypes of destination management governance. 

Chapter 2 closes with a summary of the core findings from the different parts of the 

literature review.  

Chapter 3 presents an extensive analysis of the study areas Laax/Flims/Falera (CH) and 

Åre (SE). For both destinations information is provided in terms of general 

infrastructure, organizational structure of the destination management with special focus 

on the functions of the DMOs, big projects linked to the topic of environmentally 

sustainable destination development, the dominating ski corporation and their particular 

environmental policies as well as measures planned and realized regarding 

environmentally-sensitive destination development. This chapter allows the reader to 

gain a general overview of the destinations under study and forms the basis for the 

further analysis under consideration of the results of the qualitative interviews.  

Within chapter 4 working theses as research frame are developed. Furthermore, the 

research strategy as well as the procedure for data collection are presented.  

Chapter 5 provides a thematic analysis of the interviews based on the results of 

preliminary and meta-coding. The roles of the ski corporations, the DMOs, SMEs, the 

governments and the consumers are examined from various perspectives for both 

destinations regarding their current as well as potential influence on environmentally-

sensitive destination development.  

Chapter 6 contains - based on the results of the analysis - a discussion regarding a new 

theoretical framework for destination management structures with the aim to improve 

environmentally-sensitive destination development. Due to the relevance of innovation 

management, change management and strategic management for the new conceptual 

framework, these concepts are presented in detail in the beginning of chapter 6. It is 

explained what kind of influence they have on the achievement of ecologically 

sustainable destination development in general and why they need to be included in the 

framework for further research. Chapter 6 closes with a research outlook, presenting the 

framework of a new destination management structure and its different components in 

detail. 

Within chapter 7, major findings of the study at hand are summarized and limitations as 

well as suggestions for further research are provided. 
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2 LITERATURE REVIEW 

In order to give an overview of the relevant literature as a basis for the case study 

analysis in chapter 5, the literature review is divided into five major topics that are 

relevant due to their roles either as contextual, intermediate or dependant variables as 

displayed in Figure 1. 

 

Fig. 1: Functional Chain for Environmentally-Sensitive Destination Development. [own graphic] 

The model shows that the intended goal, namely environmentally-sensitive development 

in winter sports destinations, is dependent on a variety of variables that fulfill different 

roles within the functional chain that might lead to success regarding the aspired 

objective of ecological sustainability. 

Using the model (fig. 1) as a guide, the literature review first provides an overview of 

the contextual variables (corporate vs. community archetypes of destination 

management) under consideration of network characteristics followed by the 

contemporary notion of sustainable destination development. The review then works 

through the model by reviewing the literature associated with the intended goal 

(Indicators for Environmental Sustainable Development), dependent variables 

(Knowledge needs and requirements to achieve sustainable development goals) and 

intermediate variables (DMO structure). 
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The section 'Structure of Destination Management' describes the contextual framework. 

It comprises the definition of the corporate model versus the community model and 

draws a connection to the network characteristic. Hereby, a special focus is put on the 

degree of embeddedness and the classification of networks as open or closed. 

Additionally, the aspects of knowledge sharing and trust within different types of 

network structure and their potential influence on performance are considered. 

As this research project defines environmentally-sensitive development at ski resorts as 

intended goals and as indicator for destination management effectiveness, the topics of 

ecologically sustainable development in tourism destinations and the triggers for 

environmentally sustainable production as well as consumption are presented in the 

paragraph 'Environmentally Sustainable Development'. Within that chapter a special 

focus is put on the different roles of consumers, tourism business operators and the 

government. 

The achievement of sustainability goals requires the generation and the use of 

knowledge which is presented as central theme in the paragraph 'Knowledge Needs to 

Achieve Sustainable Development Goals'. Beside a general overview about knowledge 

management in tourism and the role of IT, a closer insight into the functionality of a 

destination management information system (DMIS) is provided. The central 

importance of knowledge for this research is indicated by its determination as the main 

dependant variable for pro-environmental development at ski resorts, which is in turn 

influenced by several independent variables. 

The paragraph 'The Role of the Destination Management Organization' broaches the 

issue of present challenges that DMOs are facing and that require a change to new 

organizational as well as operational concepts for DMOs. For a broader understanding 

of different kinds of occurrences of management structures in destinations, four 

destination governance archetypes are presented: the normative, entrepreneurial and 

fragmented concept as well as the concept of the leading firm. 

Within the 'Literature Review Summary' a bridge between the previously mentioned 

topics is established in order to show how the organizational structure of the destination 

management affects environmental sustainability in tourism destinations. 
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2.1 Organizational Structures of Destination Management 

The relevance of organizational structures for destination competitiveness – already 

discussed by Ritchie/Crouch [1993] – has been at the center of interest of tourism 

research for the last two decades.  

Originally, organizational structures and their effects on entrepreneurial performance 

and success were investigated in the field of firms in the production industry. The 

consideration of the relevance of this topic for destination management is closely linked 

to the perception of destinations as the competitive units of incoming tourism. 

According to Bieger [2008] a destination can be defined as a geographical area that 

consists of all services and infrastructure necessary for the stay of a specific tourist or a 

tourism segment. With regard to this definition, the whole destination can be referred to 

as a virtual service firm that needs to be operated like a business [ibid. 2008, p. 56]. The 

whole destination provides the experience while the individual players act 

independently to provide the different services that are necessary for the visitors. The 

sum of these services leads to a positive or negative overall impression of the 

destination. Just like any other company, the destination is in a permanent competition 

with other destinations. Thus, the presentation of the destination in a coherent and 

strategic manner is of central importance in order to stay competitive. Accordingly, the 

perception of the relevance of a coordination between the single services within a 

destination has grown and increasingly led to an integration of the whole service chain 

into one destination company. [Bieger/Caspar 2004, p. 104] 
 

 

2.1.1 Corporate vs. Community Model in Destination Management 

The most significant contrast in destination management structures can be identified 

between the two extreme forms of destination organizational structures: integrated, 

centrally managed tourist destinations with one large dominant company which are 

defined as corporate models and the community-based models which are mainly 

characterized by decentralized ownership. Table 1 introduces the main characteristics of 

these two types of organizational structures in destination management. 
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Table 1:  Characterizations of the Community and Corporate Model. [based on Bieger 2006 / Powell 

1990 / Beritelli 2007] 

 

 

 

Dimension Community model Corporate model 

Number of actors High Low 

Size of actors SME One dominant firm 

Transaction costs Generally high, depending on the 

number of actors and institutions 

Generally low, limited to the 

dominating firm(s) and its business 

partners 

Actor goals Independent Dependent 

Power asymmetries Diverse, depending on the ability to 

form coalitions or interest groups and 

on the ownership structures 

Strong concentration of power on the 

dominating firm(s), possibly strong 

influence by the municipality/public 

institution 

Interdependence Diverse, depending on the integration 

degree of the services, as well as on 

the diversity of the market portfolio 

Strong between the dominating 

firm(s) and the municipality/public 

institution 

Trust/Control Strong need for mutual trust, in order 

to come to decisions and actions; 

social control at least as strong as 

institutional control 

Trust is ensured by control 

mechanisms and formal contracts 

inside the dominating firm(s) and the 

municipality/public institution 

Knowledge Diffuse and general, relevant for the 

historical context, the institutional and 

individual relationship 

Detailed and specific, relevant for 

business strategies and specific 

contracts 

Informal, personal 

connections 

Numerous, networked Limited, among few actors 

Destination leadership No clear leadership Large player 

Destination marketing Individual businesses Large player 

Coordination of 

stakeholder 

communication 

Via a DMO Highly integrated / strategic 
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Community model 

Community models are characterized by a fragmented structure, indicated within the 

Typical European Resort in figure 2. They consist of a large number of autonomic, 

specialized service providers that offer individual services to tourists in a destination; 

their main goal is to pursue their independent objectives. Regulation in this model is 

undertaken in a decentralized way, whereby the local destination management 

organization - often referred to as DMO - is responsible for the coordination of the 

individual members, the marketing and the formulation of the strategic orientation. 

However, the influence of the DMO on actual measures in the destination and its 

decision-making power are limited. Characteristic of a community-based destination is 

the fact that neither a dominant company nor the DMO controls the business units in a 

hierarchic way. The economic view on management is not of main interest while 

politically driven forces are strong [Flagestad/Hope 2001, p. 452]. In fact, the tourism 

organization is reliant on the cooperative behavior of the independent companies as well 

as on the local government. Figure 2 indicates this existing relation between the local 

government and the local tourist board, which can be traced back to the original role of 

tourism organizations as governmental or quasi-governmental and political assistants to 

local and regional governments in European destinations [Fuchs/Weiermair 2003, p. 

87]. They are both superior to the independent operators, but are simultaneously based 

on their performance. Accordingly, the leadership of the Typical European Resort 

cannot be clearly identified. 

 

The continuum between the corporate and the community model  

The direction of organizational change from a community to a corporate model and vice 

versa is stimulated by the shift towards a more intensive competition between winter 

sports destinations worldwide. Pechlaner/Fuchs [2002] identify limited cooperation in 

the fields of marketing and management as a main reason for current inefficiency in 

destination management of alpine tourism. As a consequence, they question the 

traditional role of local and regional tourism boards in terms of organizational skills, 

regarding human resources and decision-making systems. Hereby, the inspirational role 

of American destinations and their management structure is assumed by 

Fuchs/Weiermair [2003]. With regard to the fact that the four largest resort groups in 
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winter sports destinations in North America record already 32 percent of the total visits, 

the pioneering task of U.S. management becomes obvious. As a consequence, 

traditional organizational structures are questioned and the corporate model is taken 

progressively into consideration within the European market. [ibid. 2003, p. 89] 

However, the direction of organizational change is empirically unproven and a 

convergence trend to some mixed-type is probable. It is unlikely, that the empirically 

observable organizational form is an extreme form - neither the one nor the other. 

Instead, the hypothesis can be formulated, that a realistic form sits on the spectrum 

between the corporate and the community model, depending on the complexity of 

destination-specific circumstances. 

 

Corporate model 

The corporate model in destination management is characterized by a corporation with a 

strong influence on how the strategic business units of a destination are managed. 

Additionally, the maximization of profit is of main interest. Although there might be 

other small and medium-sized companies acting independently from the major firm, the 

main company determines the strategic orientation as well as the entrepreneurial 

objectives of the destination. Thereby, also the political power in the community-related 

development of the destination is distinctive. The tourism organization is still existing, 

but so strongly limited in its power that it has no significant influence. As the dominant 

company consolidates the main single service providers under one company, a strong 

corporate network evolves and the performance takes place in one business unit. 

Typical examples of these strong hierarchical structures are - as previously mentioned - 

American and Canadian ski and beach destinations owned and operated by a 

corporation, as for example Whistler or Vail as the leading winter sports destinations. 

Major business units in winter sports destinations - such as lift operations, ski rentals, 

ski schools, gastronomy services, accommodation etc. - are operated by one business 

corporation. The internalization of all necessary services reduces the transaction costs 

and the large player assures enough power as well as extensive access to resources in 

order to take over the position as the leader for other actors in the destination. 

[Flagstad/Hope 2001, pp. 451-453] 
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Additionally, Powell's [1990] assumption that hierarchically organized firms are more 

likely to undertake transactions which involve uncertainty about their outcome and that 

require substantial investment of resources - such as money, time and energy - can 

easily be transferred to the corporate model in destination management. As a 

consequence of this behavior, specific knowledge is gained and guarded within one 

company sothat its position is strengthened [ibid. 1990, p. 297]. This hypothesis is 

important for the innovation process in destinations and needs to be investigated with 

regard to the role of the key player in a corporate model in the innovation process (see 

chapter 6.1.2). As investments in product, market and process innovations is a key 

aspect to maintain a destination's competitiveness, this aspect needs to be considered 

within the decision for a destination management structure.  

Another interesting aspect of hierarchically organized firms - and thus of the corporate 

model of tourism destinations - is explained by Powell [1990] under the aspect of 

opportunism. According to him, this practice of economic actors to exploit 

circumstances in self-interest and without regard to moral principles is damped by 

authority relations. He supposes that individual parties develop a stronger identification 

when they are joined within a corporation. [ibid. 1990, p. 297] For destinations 

managed under the concept of a corporate model, this means a decreased risk in being 

debilitated by disloyal behavior. Additionally, a stronger identification of the individual 

actors with one company facilitates the establishing of a strong corporate identity. As 

mentioned before by Bieger/Caspar [2004], the demeanor of a destination in a coherent 

manner has a positive impact on the visitor experience and consequently on the 

competitiveness of a destination. However, in this context it needs to be questioned 

whether the dominating corporation itself tends to act in an opportunistic way by taking 

advantage of the existing power imbalance between itself and small, independent 

enterprises in the destination. In the course of the maximization of profit, the 

corporation might try to use its influence and power for not obeying regulations and not 

carrying out obligations, for example regarding the protection of the environment. This 

presumption would in the greatest possible extent lead to the phenomena of the moral 

hazard. The concept was originally introduced in the insurance industry [Pauly 1968] 

and expanded to other economic sectors in the following years [Zeckhauser 1970]. It 

describes the behavior of economic agents who do not consider the interests of others 
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when trying to maximize their own utility under the circumstance of not being overall 

accountable for the consequences of their actions [Liu 2011, p. 602]. 

Figure 2 displays the previously explained changes in the organizational structures of 

winter sports destinations. Although the original model of Flagestad/Hope [2001] only 

indicates one possible direction of change, an additional direction is added at the 

discretion of the author (cf. red arrow in fig. 2). This adaption of the basic model is 

required as the study at hand assumes that it could also be the case that a destination 

with a corporate model regrets its decision for that type of structure, recognizing for 

example that the community model is essential for the specific atmosphere of the 

destination and thus for attracting visitors. Accordingly, no clear trend towards the one 

or the other type of destination organization can be stated at this point.  

 

Fig. 2: Destination Organizational Structures - Community vs. Corporate Model. [based on 

Flagestad/Hope 2001, p. 452] 

 

 

The model visualizes the change regarding the extent of influence occupied by the 

different stakeholders. The ski corporation becomes the dominant parameter, displayed 

by its position in the corporate model above all the other stakeholders. Even the entity 

of all the remaining independent operators does not form a coequal power compared to 

the ski corporation. Also the local government's influence as well as the local tourist 

board's control are reduced enormously. Their previous positions as connecting superior 
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hierarchy elements is suspended. Instead, they are positioned apart from the service 

providers, indicating that they have no coordinating power. At this point it needs to be 

emphasized that figure 2 shows two totally antithetical models of governance. 

Regarding the distribution of power between the destination's stakeholders, two polar 

situations are shown: equal versus hierarchical relationships. According to d'Angella et 

al. [2010] a central weakness of this model is that aspects such as the business model of 

the DMO itself, the different possibilities as well as degrees of stakeholder involvement 

in the management and the activities of the DMO are not considered [ibid. 2010, p. 63]. 

Accordingly, this model should not be adopted without consideration of the possibilities 

lying between the two extremes. A vague conception regarding the role of the DMO is 

provided in chapter 2.5. However, within this work a focus is put on the extremes 

defined as community vs. corporate model due to the limitation of the research and the 

need to simplify the elaboration of the contribution of each of these concepts to 

sustainability. 

The influence of destination organizational structures on performance and success has 

already been investigated in the frame of different research projects. Some selected 

cases from this previous research are presented in the following section.  

As result of an analysis of Scandinavian and Swiss winter sports destinations, Flagestad 

[2001] assumes that the corporate model might lead to a higher customer satisfaction 

and a better management performance. The findings of his thesis encourage 

communities, investors, local governments and destination management organizations 

to consider the positive effects of structural changes. However, he underlines that the 

transition from the community model to the corporate model should be accomplished 

with great care. [ibid. 2001, p. 9-16] Additionally, in a related paper that examines 

strategic success in winter sports destinations, Flagstad/Hope [2001] qualify the positive 

aspects of the corporate model by stating that the less strong stakeholder involvement in 

the corporate model might lead to an inferior performance on ecological dimensions of 

sustainability compared to the community model [ibid. 2001, p. 458]. Also 

Buhalis/Costa [2006] refer to resident involvement and community-based enterprise 

development in the frame of sustainability in destination development. Within their 

community-based approach, local control, social equity and cultural diversity are 

identified as important resources to achieve sustain future tourism growth. [ibid. 2006, 

pp. 168-172] These hypothesis regarding a possible negative impact of the corporate 
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model on environmental sustainable development requires further research. Therefore, 

pro-environmental development within destinations dominated by ski corporations will 

be of major interest within the comparative case study of this paper. 

In the frame of the research project 'The impact of U.S. Management on Austrian 

Management Cultures in Tourism' [Fuchs/Weiermair 2003] traditional management 

cultures in Austrian winter sports destinations are presented in contrast to typical 

American forms of corporate governance. The authors underline the competitive 

disadvantages of the small and medium-sized tourism enterprises (SMTEs) in 

community-based destinations considering the strong structural shifts within the tourism 

industry. As main aspects of change modified customer preferences, increasing 

importance of technological innovations, internationalization as well as globalization of 

markets and new available factors of production are mentioned. [ibid. 2003, pp. 81-83] 

According to the results of a survey undertaken in 1999 in 37 Italian and Austrian 

destination organizations, awareness for the need of new organizational forms and 

increased co-operation has already been existing by the end of the 20th century. 

However, the lack of institutional flexibility, strategic vision and qualifications 

regarding conceptualizing and organizing new structures in tourism in combination with 

the fear of losing the total control of individual resources are obstructions for structural 

change. [ibid. 2003, pp. 90-94] The study underlines how necessary structural changes 

are, but how difficult at the same time the implementation of a totally different 

management culture from the "[...] huge and borderless U.S. market [...]" [ibid. 2003, p. 

74] to traditional European destinations is.  

The distinctiveness of the Weisse Arena Gruppe as an outstanding example for 

destination reengineering in Europe is underlined by several authors in the field of 

destination management research. A first case study on this topic has been 

accomplished by Bieger [1998]. Although the Weisse Arena Gruppe has been in an 

early stage of development at this point of research, Bieger already stated that the 

conceptualization of a destination as strategic business unit leads to a more customer 

focused and process oriented service chain. As a consequence, he considered a central 

business leadership of a destination as a successful destination organizational structure. 

[ibid. 1998] 
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In a later comparative study of twelve destinations in the Swiss Alps by 

Beritelli/Bieger/Laesser [2007] the Weisse Arena Gruppe is mentioned as an example 

for a successfully vertically integrated service provider. Beside the corporate business 

structure, they also point out the president of the ski area company, Retro Gurnter, as a 

main point of reference and driving force who represents innovative and successful 

ideas. In general, the destination is defined as highly motivated, future oriented and 

common solution seeking - but however as struggling with a concentration of power. 

This potential problem needs to be considered in the corporate model in general. As a 

result of their survey, they emphasize that governance structures should not be 

perceived as an outcome of destination development and current conditions. Instead, 

their significant impact on the development of a destination should lead to an active 

management. [ibid. 2007, pp. 96-107] 

The previously presented research regarding the corporate and the community model in 

destination management revealed strengths and weaknesses as well as opportunities and 

threats for both concepts. The summary of these aspects - displayed in tables 2 and 3 - 

makes clear that the designation of the overall more successful organizational structure 

is difficult to undertake and the importance of the careful attention to a multitude of 

aspects becomes obvious. Although a clear prioritization regarding the successfulness of 

these models in destination management is not possible yet, a wide range of knowledge 

is gained about their different influences on certain variables which is a helpful basis to 

understand the winter sports destinations under study. 
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Table 2: SWOT-Analysis of the Community Model in Destination Management. 

 Positive Negative 

In
te

rn
a

l 
F

a
ct

o
rs

 

Strength 

local control, social equity and cultural 

diversity characterize the destination; 

important resources to achieve sustain 

future tourism growth 

principle of equal opportunities for all 

service providers through the DMO's 

function as non-profit organization, 

coordinating the individual members, the 

marketing and the formulation of the 

strategic orientation 

plurality of different stakeholders with 

different resources 

Weaknesses 

lack of strategic visions as well as 

qualifications regarding conceptualization 

and organization of new structures 

fear to lose the total control of individual 

resources as obstruction for future 

development 

increased danger of the 'moral hazards' 

among the diversity of service providers 

inefficiency of the decision making process 

challenge to manage the division of power 

and resources 

E
x
te

rn
a
l 

F
a
ct

o
rs

 

Opportunities 

changes in customer preferences, 

seeking for the specific atmosphere of 

community based destinations 

knowledge and information exchange in 

an extensive network with a variety of 

input through different perspectives on 

the destination development 

local laws in favor of private 

entrepreneurship 

Threats 

modified customer preferences, increasing 

importance of technological innovations, 

internationalization as well as globalization 

of markets and new available factors of 

production overstrain the weak 

management structure 

lack of awareness for the need of new 

organizational forms and of an increased 

co-operation 
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Table 3: SWOT-Analysis of the Corporate Model in Destination Management. 

 

 

 Positive Negative 

In
te

rn
a
l 

F
a
ct

o
rs

 

Strength 

access to resources for (high-risk) 

investments in product, market and 

process innovations; maintenance of 

destination competitiveness  

specific knowledge is gained and 

guarded within the company 

strong identification of the members 

with the organization / establishment of a 

strong corporate identity / decreased risk 

of disloyal behavior 

coherent demeanor of a destination / 

positive impact on visitor experiences 

 more customer focused and process 

oriented service chain through the 

conceptualization as strategic business 

unit 

strong corporative network 

Weaknesses 

power imbalance between the dominating 

corporation and small, independent 

enterprises in the destination / concentration 

of power / abuse of power 

the less strong stakeholder involvement 

might lead to an inferior performance on 

ecological dimensions of sustainability 

lack of institutional flexibility 

strong reliance on the president of the ski 

area company as a main point of reference 

and driving force for innovation and 

success 

loss of the individual destination character 

 

E
x
te

rn
a
l 

F
a
ct

o
rs

 Opportunities 

special political support due to the 

distinguished importance of the 

corporation for the destination 

Threats 

change in customer preferences, seeking for 

the specific atmosphere of community 

based destinations and denying the resort 

style of the corporate model 

increased vulnerability to external changes 

of all subareas of the corporation due to 

their mutual dependency  

Summary statement literature review I: The extent of positive as well as 

negative impacts of the corporate and the community model on the parameters 

that are decisive regarding environmentally sustainable development depends 

on their position within the continuum between these two archetypes of 

destination management. 
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2.1.2 Network Structures of Destinations 

Elementary changes in business relationships - such as a growing number of 

deconstructed firms, value-adding partnerships and virtual corporation – caused an 

increase of the importance of business networks since the late 1980s. Relationship 

rethinking became essential in order to be more productive and enduring with suppliers 

and customers. This knowledge has also an increasing importance in the field of 

destination management, although the focus of network related literature is on the 

manufacturing and technology-based industries. According to Knoke/Kuklinski [1983], 

a network is " [...] a specific type of relation linking a set of persons, objectives or 

events." [ibid. 1983, p. 12] Anderson et al. [1994] defines a business network more 

specifically as collaboration network between at least two businesses that work together 

by exchanging products and services as collective actors [ibid. 1994, p. 2].  

The establishment of a network between individual actors in a community model - who 

are not able to provide independently all services necessary for a tourist stay in the 

destination - seems to be more inevitable than in a corporate model. However, also in a 

corporate model network-building is essential for long-term competitiveness and 

constant gaining of knowledge. As a fundamental aspect in the linkage between visitor 

experience and network structure in any kind of destination Denicolai et al. [2010] state 

that the competitive advantage of a destination is dependent on the overall experience 

provided by the entire inter-firm network. This means, that a few individual firm 

competencies are not reason enough for a tourist to choose a certain destination. 

Accordingly, the application of the networking approach to tourism destinations is 

necessary. [ibid. 2010, p. 261] 

The following section investigates the paradox of embeddedness based on the research 

of Uzzi [1997] as well as the concept of network structure models in terms of open and 

closed systems in combination with high and low degrees of relational embeddedness 

according to Andersson et al. [2007]. Complementary - adapting the model of Denicolai 

at al. [2010] - the impact of network structure in a corporate model with regard to the 

two intangible dimensions knowledge sharing and trust is considered. The goal of this 

section is to show, that different network approaches lead to different performances in 

destination management. Accordingly, this aspect has to be considered when 

establishing a certain destination structure. 
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The paradox of embeddedness 

To analyze the effects of social structures on economic actions, a more detailed 

distinction of social structures within a business network is necessary. Therefore Uzzi 

[1997] characterizes arm’s-length relationships with a lack of social content and as less 

focused on reciprocal business deals. In contrast to that, embedded relationships 

conform to the three criteria trust, fine-grained information transfer as well as joint 

problem-solving arrangements. They are fundamentally important for a company due to 

their possibility to create special economic opportunities. For the corporate model this 

means that the relationships between a ski corporation and its different subsidiaries 

fulfill the criteria of embedded ties, while the connections to the independent operators 

belong to the category of arm's-length relationships. [ibid. 1997, pp. 41-42] 

Trust is based on the belief that a partner will not act in self-interest at the other’s 

expense and is indicated among others by extra effort that is given voluntarily as well as 

by reciprocally adjuvant exchanges. It may lead to a heuristic way of decision making 

and thus improve the decision-making process with regard to the use of cognitive 

resources, time and attention processes. Fine-grained information transfer characterizes 

the more constant, detailed, intricate and tacit communication of high quality 

information between business partners. It enables firms to make better long-run 

forecasts and to realize a more effective interfirm coordination. Joint problem-solving 

arrangements allow firms in embedded ties to work through problems together and to 

learn from previous failure. [Uzzi 1997, pp. 43-47] These characteristics of embedded 

ties - and therefore of the dominant relationships within a corporate model - go along 

with Powell's [1990] assumptions: the pooling of several providers under one common 

roof causes an increase in communication, a more efficient use of resources and a 

constant improvement of services. 

Two main advantages of embedded ties are economies of time and allocative efficiency. 

Additionally, they are characterized by integrative rather than distributive agreements 

thanks to a search for solutions that suit all affected parties. Considering the aspects of 

risk taking and investment, an improvement of actors’ access to resources can be 

assessed thanks to the reduced complexity of risks and to the multiple ways of linkage 

between business partners which favors the graduation of resources [Uzzi 1997, pp. 48-

56]. Especially the aspect of better financial preconditions regarding investment will 
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have a significant impact on innovative behavior within that kind of network and thus in 

a destination dominated by a corporation. 

Advantages of embedded ties on business performance can also be turned into a liability 

by the unpredictable loss of a core network partner, by the rationalization of markets 

due to institutional forces and by over-embeddedness [Uzzi 1997, pp. 57-60]. Therefore, 

from a firm’s perspective, an integrated network needs to consist of embedded as well 

as arm’s length ties in the first and second order network. The corporation should also 

establish loose relationships to external providers in order to build up a safety net that 

ensures the maintenance of the business and the creation of the visitor experience in the 

case of sudden changes within the corporation. 

As a key assumption it can be summarized that beside the positive effects on business 

performance, embeddedness can also cause an increase in vulnerability to exogenous 

changes and thus derail business performance. The sociological processes that take 

place within the construction and preservation of embedded ties and their influence on 

economics cannot be denied and its consideration in the frame of destination 

management is therefore required. The degree of relational embeddedness is also 

closely connected to the characterization of a network as open or closed, which is 

described in the following section. 

 

Open vs. closed network structure 

The criteria open versus closed network and high versus low degree of relational 

embeddedness affect the ways of gaining knowledge by common information flow and 

mutual problem solving. An open system is characterized as a non-redundant and 

unique relationship between two actors. Hereby, the flow of a unique knowledge is 

promoted and the actors facilitate the 'moving of knowledge' and not so much the 'doing' 

of it in terms of solving problems through collaboration and cooperation. On the 

contrary, in a closed system all actors in the network coordinate their efforts and 

actions. Relationships provide redundant knowledge sothat knowledge from the 

business partners can be reached in at least two ways. It is more difficult to keep 

knowledge within the organization due to knowledge sharing among the actors. 

However, new knowledge mostly appears when existing knowledge is combined in new 

ways.  
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ski corporation 

lift operation 

ski rental 

ski schools 

gastronomic services 

independent operator I independent operator II 

independent operator III 

embedded tie 

'arm's lenght tie' 

The degree of embeddedness can vary from high to low. A high degree of relational 

embeddedness can be identified in a closed network structure and is characterized by 

wide and intensive cooperation and interaction. Organizations are likely to have 

common values and share an understanding of each other’s capabilities or needs; 

identifying problems and finding solutions are integrated activities. In a low degree of 

relational embeddedness there are less intensive interactions between partners; 

identifying problems and finding solutions are separate activities. It is proposed that this 

effect influences the novelty of the knowledge gained. Network structure and gained 

knowledge are postulated to have an impact on two changes: the establishment of 

relationships and the development of technology, which take place in networks. 

[Andersson et al., 2007] 

 

Fig. 3: Closed Network in a Corporate Destination Management Model. [based on Andersson et al. 

2007, p. 34 / Uzzi 1997] 

 

 

 

 

 

 

 

 

 

 

 

 

With regard to the graphic of the corporate model in Figure 2, the closed network 

structure of a corporate model and its diverse degrees of embeddedness within different 

types of relationships is indicated in figure 3, using the example of a winter sports 
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destination dominated by a ski corporation. The graphic shows that the corporate model 

is characterized by a close network with embedded ties that are concentrated on the 

integrated service providers. On the basis of the corporate model of Flagestad/Hope 

[2001] the ski corporation takes up the dominant position while the independent 

operators are inferior and less strongly connected.  

 

Knowledge sharing and trust - their influence on network performance 

Denicolai et al. [2010] describe the activity of knowledge sharing as an essential critical 

dimension for inter-organizational learning within a destination and identify this as one 

of the main factors for good performance as well as innovative development. Assuming 

that a destination with a corporate model has a more closed network structure, new 

knowledge is less likely to enter the system as the strongly embedded ties to the 

integrated service providers form a barrier that restrains new knowledge from external 

service providers from entering the network. Although knowledge is shared intensively 

within the network, the knowledge sharing with actors outside the network is 

undertaken on a limited scale which might become a weakness with regard to 

innovative behavior. [ibid. 2010, pp. 263-264] 

Furthermore, trust is mentioned as a central dimension that influences the performance 

within certain networks by Denicolai et al. [2010, pp. 263-264]. According to 

Bromiley/Harris [2006] trust can be defined as "[...] one’s non-calculative belief in 

another’s honesty in negotiations, good-faith efforts to keep commitments, and 

forbearance from opportunism." [ibid. 2006, p. 125] In a business network this means 

that the parties involved believe in the reliability of their partners and that the perceived 

risk of business activities is accordingly less high. Within the example of the closed 

network displayed in figure 3, the fact that the close business partners are part of the 

same ski corporation leads to the assumption that mutual trust is very high. As 

explained by Uzzi [1997], a heuristic way of decision making is very likely in a trustful 

relationship so that the decision process is simplified and thus quickened thanks to a 

common way of thinking [ibid. 1997, pp. 43-47]. For the corporate model this implies a 

more active decision making process which is oriented towards common solutions 

instead of opportunistic goals. The quicker a decision can be made, the quicker new 
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ideas can be implemented into the day-to-day business and the quicker changes are 

perceived by the customer. This shows that trust might be an decisive aspect with regard 

to the effectiveness of destination management.  

 

 

 

 

2.2 Environmentally Sustainable Destination Development 

 

2.2.1 Sustainable Development in Tourism 

Sustainable development has been defined by the World Commission on Environment 

and Development in the Tokyo Declaration [1987] as development "[...] which meets 

the needs of the present without compromising the ability of future generation to meet 

their own needs." [World Commission on Environment and Development 1987, p. 1]. 

Based on this definition, the World Tourism Organization defines sustainable tourism as 

follows: 

"Tourism that takes full account of its current and future economic, social and 

environmental impacts, addressing the needs of visitors, the industry, the environment 

and host communities." [United Nations Environment Programme (UNEP) / World 

Tourism Organization (UNWTO)  2005, p. 12]  

Accordingly, the three pillars of sustainable development are economic, social and 

environmental dimensions. Thus, long-term orientation of economic operations, 

generation of fairly distributed benefits for all stakeholders as well as secure and stable 

employment and income-earning opportunities are defined goals of sustainable 

development. Positive effects for the host communities by alleviating poverty and 

avoiding exploitation are at the center of interest of sustainable tourism. The socio-

Summary statement literature review II: Network structures in destinations 

have a significant influence on the intermediate variables and are accordingly 

relevant for the achievement of sustainability goals in destination management. 
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cultural authenticity of host communities needs to be protected as well as human rights 

and equal opportunities have to be provided. In the frame of inter-cultural understanding 

and tolerance a respectful behavior of visitors is required. The aspect of environmental 

sustainability demands the optimal use and management of environmental resources, 

especially those that are not renewable or of significant importance in terms of life 

support. The maintenance of essential ecological processes and the conservation of 

natural heritage as well as biodiversity are of main interest. A high level of visitor 

satisfaction and experience is also important within the concept of sustainable 

development. The goal should be to achieve an increased awareness for sustainability 

issues among tourists in order to guarantee their active participation in the process of 

sustainable development. The three dimensions of sustainability are according to the 

UNWTO in many ways interdependent and can have positive as well as negative 

influences on each other. To achieve long-term sustainability, a suitable balance 

between these three pillars needs to be found. [United Nations Environment Programme 

(UNEP) / World Tourism Organization (UNWTO) 2005, pp. 9-12]. Within this 

definition, the complexity of sustainable development becomes obvious. Due to 

limitations regarding the extent of this work, a focus is put on the environmental 

concerns which will be examined in the chosen case studies.1 

The UNWTO states that an informed participation of all relevant stakeholders and a 

strong political leadership are necessary in order to achieve consensus building [United 

Nations Environment Programme (UNEP) / World Tourism Organization (UNWTO) 

2005]. This assumption will be put into question in this thesis by investigating the 

degree to which a strong corporate leadership instead of a strong political leadership can 

provide the necessary setting for environmentally-sensitive development. 

In summary it can be stated that although a wide range of literature has emerged during 

the last two decades, underlining the growing importance of and the increasing 

awareness for the topic within the tourism industry, many of the available definitions 

and theories are rather vague and ambiguous. The frequently used reference to an 

aspired future perfection of an overall sustainable tourism seems to tend to an utopia 

                                                

1 The terms 'environmentally-sensitive', 'environmentally sustainable', 'ecologically sustainable', 'environmentally 

friendly', 'pro-environmentally' are used in the course of the study interchangeably to express the environmental 

aspect of the sustainability concept of the UNWTO as defined above. 
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and is therefore difficult to apply as basis for realistic implementations of measures to 

achieve a step-by-step improvement of sustainability. Accordingly, this study goes 

beyond the formulation of sustainability goals within tourism destinations and is 

ambitious to identify the necessary intermediate variables to actually implement 

sustainability measures for achieving the attended goal of environmentally-sensitive 

destination development. 

 

 

2.2.2 Environmentally Sustainable Development in Tourism Destinations 

The general topic of sustainable tourism needs to be applied to the destination level. 

Therefore, Lee [2000] underlines the fact that the uniqueness of each destination comes 

along with the particularity of sustainable development issues in every destination. This 

causes the circumstance that no standard definition for sustainable tourism destinations 

has been established yet. In order to develop environmentally sustainable tourism 

destinations, co-action between different tools that target special aspects of sustainable 

tourism and between different actors in the destination is required. [ibid. 2000, pp. 314-

318] 

Williams/Ponsford [2009] identify consumers, tourism business operators and 

governmental authorities as major stakeholders in tourism and therefore deduce their 

responsibility for the implementation of sustainability concepts in tourism destinations. 

Hence, the following sections are devoted to these three groups and their potential 

influence on environmentally-sensitive development in tourism destinations. [ibid. 

2009, p. 397] 

 

 

2.2.2.1 The Role of the Consumer 

One of the main challenges when adapting pro-environmental consumption theories to 

the tourism industry is the fact that travelling is perceived as a very special circumstance 

by the consumer. A research project by Miao/Wei [2013] compared consumers’ pro-

environmental behavior and their motivation in household and hotel settings. The study 

showed that people display less environmentally-sensitive behavior when they travel. In 

this very context-specific situation, their pro-environmental behavior might be inhibited 
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by situational factors, as for example non-environmental motives such as personal 

comfort and enjoyment are stronger in the context of travelling. In the explicit example 

of winter tourism services, Luthe/Schläpfer [2011] discovered that sustainability 

attributes which could have a negative impact on the skiing experience of the visitors - 

such as a lower snow guarantee or only partial ski-slope grooming - are evaluated 

negatively although a general willingness to more environmentally-sensitive 

consumption was expressed. [ibid. 2011, p. 248] 

However, the consumer and his reaction on sustainable development is decisive for 

further development. Fadeeva [2004] emphasizes that changes in demand are the main 

trigger for environmental actions on the suppliers' side which are accordingly chosen on 

the basis of visibility for the customers. Within a study of cross-sectoral networks for 

sustainable tourism the author identifies that networks in Scandinavian countries - 

hosting mainly Scandinavian and German tourists - are very conscious about their 

environmental performance. This tendency is explained with the high environmental 

awareness and expectation of their major customer groups as well as of their employees. 

[ibid. 2004, p. 180] 

This research on pro-environmental consumption emphasizes the complexity of the 

topic and the multitude of influences on this special part of consumer behavior. 

Especially the connection to the tourism industry makes clear that pro-environmental 

behavior is a type of human behavior that needs to be viewed as embedded in activities 

and situations that are connected to explicit goals. As people obviously make a 

distinction between their everyday life and their rare and valuable holidays, they are less 

willing to forgo personal comfort or certain enjoyment during travel. It becomes clear 

that the tourism industry faces an enormous challenge in closing the gap between pro-

environmental attitude/awareness and action due to the specific circumstances of 

consumption during travel. However, according to Williams/Ponsford [2009] the 

protection of environmental qualities in a tourism destination can be decisive for the 

travel decision of customers as they are identified as an undeniable aspect of the tourism 

experience and within the development to more sustainable tourism concepts, demand 

remains the decisive parameter. [ibid. 2009, p. 399] 

Considering the growing importance of environmental issues for tourism planning, 

Dolnicar/Leisch [2008a] propose selective marketing as one possibility for destination 
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managers to improve sustainable development. Herein, they see a potential extension to 

the existing supply-side sustainable tourism management tools for destinations that aim 

to minimize the ecological footprint, which is the extent of negative consequences for 

the environment caused by one or all tourists at a destination [ibid. 2008a, p. 672]. The 

calculation of the ecological footprint (EF) typically comprises the use of energy (direct 

and embodied), foodstuff, raw materials and water. It also accounts for transport-related 

impacts, the production of waste and the loss of productive land [Hunter 2009, p. 32]. 

The selective attraction of tourists characterized by an environmentally-sensitive 

behavior and thus the application of the demand-side approach suggested by 

Dolnicar/Leisch [2008a, p. 673] is based on the assumption that the travel motivation of 

tourists from the industrialized countries is progressively dominated by the search for 

unspoiled natural areas [Gössling 2002, p. 553]. In this context, even the description of 

"[...] tourism as a result of heightened environmental consciousness [...]" [ibid. 2002, p. 

553] is used, hypothesizing that visitor experiences of places embossed by natural 

beauty might result in an increased consciousness and an intensified interest in nature. 

This in turn might be a motive causing more tourism and thus improving the economic 

viability of a destination. According to this, it can be stated that not only an increasing 

share of consumers chose destinations according to their pro-environmental attitude, but 

that at the consumer side the adoption of environmentally-sensitive behavior can also be 

part of an appreciated learning process. Thus, highly valuable nature experiences during 

destination stay can affect both: customer satisfaction - which might in turn have 

positive influence on loyalty to a destination - as well as environmentally-sensitive 

behavior when tourists are returning to their sending regions. 

Phenomena such as the demographic change in source countries which causes an older 

population and accordingly a growing number of experienced travelers, the boredom of 

the maturing market for 3S-holidays (sun, sea, sand) as well as a growing awareness of 

environmental aspects within the general public are identified as reasons for the fast 

growth of eco-/nature tourism [Ayala 1996, pp. 50-52]. Additionally, the home 

environments - which are in the course of urbanization increasingly urban environments 

- have influence on the demand: tourists are more and more seeking for unaffected and 

natural environments [Gale/Hill 2009, p. 3 / Holden 2009, p. 17]. These aspects will 

reshape demand patterns with regard to environmentally-sensitive consumption in 

holiday destinations and thus play a central role in the development of sustainable 
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tourism destinations. Understanding, stimulating and deriving advantage from this shift 

in tourist demand is already and will remain in the future a central aspect for the 

expansion of sustainable destination development oriented on the consumers' desires.  

The demand-driven concept circumvents the more pressured supply-side interventions 

that aim to effect sustainable tourism through implementations at the destination itself 

via restrictions and indoctrinations. These supply-side measures pursue to modify and 

constrain the tourists' behavior once they are at the destination, taking their general 

attitude as given. Although the ecological footprint of tourism might be reduced by 

these locally implemented interventions, they might also detract the visitor experience 

and accordingly cause negative associations between sustainable tourism and individual 

holiday experiences. [Dolnicar/Leisch 2008b, p. 381] Thus, in order to implement the 

demand-oriented approach in destination marketing it is necessary to identify and 

approach nature-conserving and environmentally-sensitive tourists through market 

segmentation. The definition of a market segment characterized by an intense 

willingness to act environmentally responsibly and by a broad interest in tourism 

products provides the possibility to activate mechanisms of self-selection in the 

destination market. This means that tourists feel attracted to destinations that actively 

target a customer segment that suits its environmental obligations and supports the 

fulfillment of sustainability goals. [Dolnicar 2006, pp. 245, 251] 

Based on a research project in Australia, Dolnicar/Leisch [2008a] developed a 

categorization and definition of Small Environmental Footprint Tourists as basis for 

selective marketing techniques in sustainable destination management. The profiles of 

the different segments concerning environmental responsibility are based on socio-

demographic aspects, travel related and media usage behavior as well as psychographic 

constructs. With regard to socio-demographic aspects, middle-aged to elderly, higher 

educated people are found to behave more pro-environmentally at the destination. 

Additionally, women are identified as behaving in a more environmentally friendly 

manner than men. With respect to travel-related behavior it was identified that Small 

Environmental Footprint Tourists display a significant behavior regarding their choice 

of accommodation, preferring camping sites and stays with friends as well as private 

apartments to luxury and shielding hotels. Aspects such as creativity, natural 

experiences, maintenance of unspoilt surroundings, minimized traffic in the destination, 
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social interaction with other travelers and locals as well as health, beauty and sports are 

revealed as vacation preferences coming along with an environmentally-sensitive 

attitude. This knowledge about vacation preferences provides useful information 

concerning the question of which vacation aspects should be emphatically 

communicated to tourist with a low environmental footprint. Media behavior is an 

important aspect to be investigated due to its influence on reachability of the 

environmentally concerned segment that will respond differently to marketing activities 

and messages because of a specific media usage pattern. The collected data exposes 

tabloids and local newspapers as well as public TV channels as most efficient 

communication channels for advertising and public relations. The findings from the 

research project confirm the hypothesis, that the segment of tourists causing minimal 

ecological damage at the destination can be identified due to a range of personal 

characteristics. This enables destination managements to undertake selective marketing 

in order to support sustainable destination development. [ibid. 2008a, pp. 676- 679]  

The demand-driven approach is identified as a feasible and attractive tool that 

complements the supply-side measures and that is especially applicable for tourists who 

are characterized by a stable environmentally-sensitive behavior also in other contexts 

than traveling [Dolnicar/Leisch 2008b, p. 389]. This knowledge should be exploited by 

destination managers who are recommended to pay increased attention to supplement 

supply-side approaches and to appreciate the growing segment of environmentally-

sensitive tourists. By reference to the central assumption of Beritelli/Laesser [2012] that 

in the mid- and long-term changes in destination business models, innovation behavior 

and reinvention are triggered by market changes and market caused challenges, the 

decisive role of the consumer for environmentally-sensitive destination development as 

well as management can be outlined. 
 

 

2.2.2.2 The Role of Tourism Business Operators 

Although Dolnicar/Leisch [2008a, 2008b] emphasize the central role and so far 

underestimated as well as insufficiently used potential of the demand-side approach, 

they do not propose a complete substitution of the currently dominating supply-side 

sustainable destination management portfolio. They conclude a combination of 

measures from both points of views as suitable to achieve a reduction of the negative 
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environmental impacts of different segments in tourism destinations. [ibid. 2008b, p. 

381] Accordingly, the following section broaches the issue of the supply-side role in 

sustainable destination development, defined as the tourism business operators.  

Due to the shift towards a more sustainable consumption on the demand side, the 

establishment of environmentally friendly and more sustainable operations offers 

opportunities for product differentiation as well as image improvement for service 

providers in the tourism sector. Hereby, it needs to be referred to the previously 

mentioned research result of Dolnicar/Leisch [2008a, 2008b] identifying a growing 

segment of environmentally-sensitive tourists who choose their destination and service 

providers according to their pro-environmental attitude. Within that development, a 

decreasing number of destinations with unique environmental qualities makes 

sustainable development to a potential competitive advantage and unique selling 

proposition in destination management.  

To achieve the goal of sustainable destination development, the interdependence 

between the supply-side and the demand-side needs to be considered. Within a 

comparative analyses of environmentally-sensitive behavior at home and on vacation, a 

gap between the two contexts and accordingly an instability of pro-environmental 

behavior in terms of situational context was revealed. In general, people demonstrate 

higher levels of pro-environmental behavior at home. As one possible explanation for 

this outcome, the authors give cause for considering the fact that destinations might not 

provide the necessary infrastructure to facilitate the consistency of routines linked to 

environmentally-sensitive behaviors at home [Dolnicar/Leisch 2008b, pp. 389-390]. 

This example illustrates the responsibility of tourism business operators regarding the 

providence of a framework for visitors that allows the perpetuation of already 

internalized as well as the implementation of new pro-environmental behavior patterns 

which might be continued by tourists when they return to their point of origin. 

Accordingly, the destination management can contribute to the education and the 

improved autonomous environmentally conscious behavior of individuals not only in 

the destination setting but also on a more general level. Thus, a positive influence on 

overall environmentally-sensitive behavior and protection of natural resources can be 

achieved. 
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The importance of knowledge about the demand side is underlined by Luthe/Schläpfer 

[2011] who identify uncertainty about consumers' demand for sustainable tourism 

products as one major obstacle for changes to environmentally sustainable concepts. 

Not knowing if more ecologically sustainable products and services are desired on the 

demand side leads to less intensive investment on the supplier side due to unpredictable 

revenues. Therefore the role of the consumer and the role of tourism business operators 

should not be contemplated individually but under consideration of their mutual 

impacts. [ibid. 2011, p. 249] Uncertainty about revenues is in fact a typical challenge in 

the field of innovation in general, as innovation activities are undertaken mainly only 

under the premise that the expected returns from innovation are superior to all 

associated and expected costs related to the innovation process [Weiermair 2006, p. 62]. 

This obstacle is typically solved by learning processes through market research and test 

market studies. However, within tourism destinations - by derogation from the 

producing industry - due to the varied nature of the SMEs involved, the realization of a 

consecutive innovation process that even reaches this period of market testing is not 

simple. Within research on innovation in tourism networks, Novelli et al. [2006] 

identify that the major struggle is to encourage local businesses to focus on long-term 

economic development implications rather than on the short-term benefits that might 

not be satisfying at the beginning of an innovation process. Their case study example 

reveals that a loss of interest and motivation mainly occurred when the project goes into 

phase because of the huge amount of work in combination with the uncertainty of the 

results and the lack of short-term benefits. Accordingly, until obvious local economic 

benefits are produced, enormous efforts by the coordinator of the innovation project are 

necessary in order to keep members interested and fulfilling their role as integral, active 

part of the project. [ibid. 2006, pp. 1148-1150] 

Schianetz et al. [2007] illustrate the diversity of tasks of the tourism business operators 

and suggest the implementation of a Learning Tourism Destination (LTD) in order to 

stimulate sustainable tourism development. This concept formulates the goal to create 

tourism organizations that can adapt to changes and that are able to learn how to 

improve sustainability in a constant way. An important aspect of this approach is to 

focus on learning and adaptability instead of prediction in order to recognize 

opportunities that are connected to new elements within the system such as 

infrastructure, products as well as strategies and policies. Therefore, the definition of 
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bodies of knowledge, the learning process and the application of knowledge are of 

central importance [ibid. 2007, pp. 1493-1495]. Accordingly, this theoretical approach 

supports the hypothesized key role of knowledge gaining and accumulation, initially 

stated in figure 1 as dependent variable within the functional chain for environmentally-

sensitive destination development. 

Figure 4 shows the framework of an LTD that comprises the eight interlinked elements 

1) Shared vision and goals, 2) Information system, 3) Continuous learning and co-

operative research, 4) Co-operation (informal collaboration), 5) Co-ordination (formal 

collaboration), 6) Cultural exchange, 7) Participative planning and decision making as 

well as 8) Adaptive management.  

 

Fig. 4: LTD Framework. [Schianetz et al. 2007, p. 1488] 

 

 

Most of these elements reflect the major challenge in destination management: the 

diversity of business operators who tend to concentrate only on their own business 

performance and improvement without considering the whole destination as a unit. 

Within a detailed explanation of the elements of a LTD Schianetz et al. [2007] put a 

special focus on aspects that might hinder their transference to a tourism destination and 
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refer to the challenge of a multitude of individual stakeholders. Primary, the authors 

underline the need of a corporate identity as a major catalyst to reach a common goal in 

many tourism destinations. This corporate identity requires the development and 

implementation of a shared vision which evolves from the involvement of different 

stakeholders, for example in regular workshops. The stakeholders need to become 

aware of the fact that although they might pursue deviating personal goals, they are still 

interconnected and depended on the same resources. The goal is to create a strong 

common motivation which is the basis for commitment to a shared vision and, thus, for 

a corporate identity. The information flow between the bodies of knowledge (e.g. 

universities, environmental agencies) and those units applying this knowledge in their 

daily business requires constant feedback and thus the cooperation of the tourism 

business operators to achieve the creation of a continuous learning cycle. Therefore, the 

implementation of a supportive information system is suitable, however requiring 

acceptance and support from the service providers in a destination. Regarding the 

processes of continuous learning and co-operative research, the gap between industry 

and research needs to be closed. Thus, the importance of collaborative agreements can 

be stated in order to maximize the benefits of research and to improve the mutual 

understanding. On the level of national and international cooperations as well as 

reciprocal best-practice learning processes, the obstructions to overcome are even 

stronger, although reciprocal learning and improvement can be assumed. Co-operation 

in terms of an informal collaboration is necessary to initiate change and to solve 

common problems through information exchange and mutual understanding. However, 

this element is also limited due to differences regarding aims, preferences and goals of 

individual stakeholders. Co-ordination of stakeholders' activities through a formal 

collaboration can be realized through active network building (cf. chapter 2.1.2). The 

advantages of these kinds of partnerships can improve competitiveness and sustainable 

development of a destination as a whole. Therefore the problem of limited willingness 

to share knowledge among potential competitors has to be overcome and requires a 

change in perception of competing companies as partners instead of harsh competitors. 

This appreciation of a competitor as a collaborative partner requires a specific economic 

reward. Accordingly, the knowledge base regarding what kinds of future competitive 

advantages can be achieved is of central importance in order to change the angle of 

view. However, the potential risk of strategic alliances with competitors cannot be 
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neglected. The major risk for a company within that kind of partnership is to share 

knowledge that might qualify the competitor to become the better supplier of the 

product or service. However, if the expected outcome of the alliance is perceived as 

much higher than potential negative consequences, the acceptance of certain risks is 

justified. Even if networks are not characterized by competition per se, all partnerships 

have transaction costs. These transaction costs must be perceived to be at least less than 

the value that a cooperation partner perceives by forming the partnership. Cultural 

exchange refers to the necessary dialog between individuals, but also between business 

organizations in order to improve mutual acceptance. This task demands an extensive 

amount of tolerance from all participants within a destination. In the context of 

participative planning and decision making the concept aims to reduce power 

imbalances between stakeholder groups and to induce an active participation of 

additional stakeholders in planning and decision-making processes. Adaptive 

management is necessary to continuously test and adapt policies and strategies in order 

to gain further information for improvement. [ibid. 2007, pp. 1488-1490] 

This LTD concept underlines the importance of each individual business operator in the 

destination regarding their responsibility to contribute to the implementation of a 

structure characterized by cooperation, communication and a corporate identity. Many 

tourism destinations are not able to develop a sense of corporate identity and as a 

consequence cannot reach or even formulate common goals or visions as a basis for 

further actions to improve environmentally-sensitive destination development. Thus, the 

task of tourism business operators is to contribute actively to the continuous learning 

process. Therefore, an openness for knowledge exchange is required which is - in the 

first step - mainly a cognitive task, but which forms the framework for taking 

observable actions. Additionally, taking all of the previously explained factors into 

consideration, the question arises of what kind of decision model is suitable in order to 

support instead of debilitate the coherence of the variety of stakeholders. The institution 

or person in possession of the decision-making power in a destination context faces the 

challenge to successfully establish the framework for an LTD. However, the provision 

of framework requirements per se is not sufficient as the active involvement of the 

stakeholders is of fundamental importance what in turn requires acceptance of the 

empowered decision-making unit. 
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As the implementation of sustainability practices involves financial investments, larger 

firms have better opportunities to improve their environmentally-sensitive production 

than smaller enterprises [Williams/Ponsford 2009, pp. 399-400]. Additionally, the 

importance of an (cost-) intensive marketing to stimulate the demand for sustainable 

tourism and to achieve credibility is underlined by several authors [Fadeeva 2004, 

Middelton/Hawkins 1998]. Buhalis [1999] describes smaller businesses as often 

characterized by a lack of environmental understanding and sensitiveness and instead by 

a strong focus on their individual economic survival. He ascribes larger and multi-

national enterprises a higher degree of environmental consciousness but also gives rise 

to consider their exploitation of eco-products for marketing and PR [ibid. 1999, p. 185]. 

Taking into account these assumptions, the fact that most destinations are dominated by 

SMEs needs to be taken into account and the potential advantages of a large corporation 

as leading institution in destination management has to be reconsidered. Similar 

obstructions can also be identified in the field of innovative potential and behavior of 

SMEs which are important aspects for sustainability improvement (cf. chapter 6.1). The 

close connection between innovative behavior as strategy to expand markets, reduce 

costs, create new value or add value to existing core products in tourism destinations 

and environmental aspects is described by Clydesdale [2007]. According to his study, 

so-called 'green strategies' - comprising the management and sustainable use of 

environmental resources, the control of waste as well as environmental audits - have 

three different functions: adding value to visitor experience, reducing processing costs 

through waste reduction and developing markets through improving the reputation of 

the destination in an increasingly environmentally-sensitive society [ibid. 2007, p. 11-

14]. 

Theses explanations show that environmentally-sensitive development in destination 

management should not be perceived as obligation due to governmental restrictions or 

public pressure, but rather as an attractive tool to improve business performance with 

regard to financial as well as brand-related aspects. It can be summarized that the role of 

the business operators regarding the implementation of a more sustainable destination 

management is very diverse and complex and might therefore require governance. 

Accordingly, it needs to be investigated how the destination management structure - 

particularly with regard to a corporate or community model - can have supporting or 

even obstructive influence on business operators' behavior regarding the previously 
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explained elements. Furthermore, the role of the government as unit in charge for 

implementation and monitoring of adherence of environmental related rules needs to be 

considered and is briefly examined in the following paragraph. 

 

 

2.2.2.3 The Role of the Government 

The setting - including the natural features or resources - forms an elementary part of 

the destination attractiveness for tourists. For some concepts of tourism - as for example 

winter sports tourism - this is one of the main triggers for travel decisions. In order to 

understand the role of the government in protecting these resources, it needs to be 

considered that air, the atmosphere, water resources, oceans, ecosystems, fisheries, 

forests, wildlife, grazing fields and irrigation systems are defined as the conventional 

common pool resources (CPRs). The main characteristics of CPRs are the facts that 

exploitation by one user reduces the amount that is available for other users and that the 

exclusion of additional users is hardly enforceable. [Ostrom 1990] As a consequence, 

these resources are threatened by overuse, damage and the lack of incentive for 

investment caused by a missing sense of responsibility of each individual user. 

Accordingly, management by government represents one possible property rights 

regime for managing these resources [Healy 1994, pp. 597-598]. Already in the 1960s 

and 1970s this governmental intervention could be observed in forms of laws bringing a 

dramatic halt to development in European mountain regions due to the lack of 

sensitivity regarding ecological and social dimensions of sustainable development 

[Hanni 1984, p. 668]. The government can anticipate unsustainable tourism operations 

by either forbidding or commanding operators' actions. These terms of references can be 

enforced by laws and disregarding can be connected to penalty.  

Through a Delphi survey - initiated for the development of sustainability indicators for 

tourism - it was initially questioned which group of players was perceived to be mainly 

responsible to achieve sustainable tourism. Although the outcome indicates that no 

single group is seen as responsible to the full extent, the national government was 

named most frequently (followed by the industry and local government). An annotation 

made in many cases was that industry should be primarily responsible for taking steps to 

achieve more sustainability in tourism, but little confidence in their sense of 
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responsibility was expressed. This led to the deduction that the government has to 

overtake this responsibility by "[...]stimulating involvement, leading, supporting and 

guiding the stakeholders [...]" [Miller 2001, p. 357]. The more frequently stated 

responsibility of national government in comparison to the local government is 

presumed to display the fact that the respondents see the initial steps in the range of duty 

of the highest governmental institution while implementation is part of the 

responsibility of the local institutions [ibid. 2001, pp. 356-357].  

Despite these possibilities of governmental intervention through policy formulation in 

the field of sustainability improvement Williams/Ponsford [2009] assert that a trend 

towards liberalization of development policies and away from the 'command and 

control' strategy can be observed in the achievement of sustainable tourism goals. As a 

new way in stimulating more sustainable tourism, economic incentives are increasingly 

used with the ambition to enhance the economic attraction of the desired sustainable 

actions. [ibid. 2009, p. 400] However, this tendency is not supposed to be considered as 

a decision between governmental regulations and economic incentives, but rather as a 

governmental intervention through economic instruments. This approach is compatible 

with Scherhorn's [2011] argumentation that two core strategies of policy development 

regarding sustainable development can be identified: rationing, being translated into 

practice for example through creation of nature reserve areas, and/or reinvestment in 

global commons that are exploited excessively through production processes and 

consumption without replacement and conservation. The latter one comprises for 

example governmental regulations regarding production norms, the introduction of 

green tax for certain fields of production and auctions for emission rights which are 

already implemented in the airline industry since 2005. The goal is to reduce the 

externalization of costs and to support production methods as well as a consumption 

behavior that focus on the preservation of these global commons. [ibid. 2011, pp. 70, 

73] Eco-taxes that internalize external costs to the polluter and subsidies for business 

operations that account for environmental sustainability issues are economic incentive 

policies taken by governments that shape the environmental activities of tourism 

businesses. Additionally, the support of academic and applied research initiatives in 

order to develop strategies and tools that help to achieve more sustainable outcomes are 

part of the scope of responsibilities of the government. [Williams/Ponsford 2009, p. 

400] 
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2.2.2.4 The Role of Major Stakeholders in Sustainable Tourism - An Overview 

The sole responsibility for sustainable destination development cannot be assigned to 

one single stakeholder in tourism. It is rather a matter of shared obligation wherein the 

'major troika' - consumers, tourism business operators and government - have to co-

operate.  

 

Fig. 5:  Major Stakeholders in Tourism. [own graphic]  
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As shown in figure 5, these three stakeholder groups are highly interlinked sothat 

improvements regarding sustainability awareness and measures in one sector will have a 

positive effect on the other sectors. The graphic also makes clear that the abolition of 

one of the groups regarding the support of sustainable development entails the 

debilitation of efforts of the other stakeholders. Accordingly, a positive as well as 

negative interdependency can be assumed. Within the case study analysis it will be 

questioned, whether the dominating corporations as leading tourism operators in the 

corporate model fulfill their obligations regarding their directly affecting behavior as 

well as in terms of their role as support for consumers' and governments' pro-

environmental behavior.  

 

 

 

 

2.3 Indicators for Environmentally Sustainable Destination Management 

The previous sections of the literature review provided basic knowledge regarding 

environmentally sustainable destination development. In order to supply the major 

stakeholders in tourism - consumers, tourism business operators and policy-makers - 

with information relevant for sustainability, this section offers an overview of the 

relevant indicators most commonly applied to sustainable tourism activities today. 

The Word Tourism Organization defines sustainable tourism indicators as "[...] the set 

of measures that provide the necessary information to better understand the link 

between the impact of tourism on the cultural and natural setting in which this takes 

place and on which it is strongly dependent." [UNWTO 1996] and underlines the 

Summary statement literature review III: 

 The achievement of ecologically sustainable destination development depends 

on the corporation of the three major, highly interlinked stakeholders in 

tourism: consumers, tourism business operators and government. The role of 

the consumers' demand for sustainable tourism products requires a specific 

consideration.  
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importance of knowledge transfer to all tourism stakeholders to achieve the objective of 

a more sustainable development. Accordingly, the chosen indicators aim to function as 

transmitters between the rather abstract definition of sustainable tourism and actual 

measures. Miller [2001] emphasizes the importance of indicators of sustainable tourism 

development for stimulating consumers' interest and to attract public support. Therefore, 

these indicators should be easily understandable and usable for consumers in their 

purchasing decision. [ibid. 2001, p. 353] 

Under consideration of the definition of 'sustainable assessment' by Hacking/Guthrie 

[2008] as the "[...] use of impact assessment as a means of directing planning and 

decision-making towards sustainable development [...]" [ibid. 2008, p. 73], the 

formulation of environmental indicators of sustainable tourism can be embedded into 

the topic of sustainable assessment as discussed by Bond et al. [2012]. The authors 

emphasize that the concept of sustainability cannot be defined categorically, but needs 

to be determined according to the context or case specific criteria which makes the 

establishing of objectives for defining sustainability to a major challenges [ibid. 2012, p. 

55]. Gibson [2006] describes the development and implementation of sustainable 

assessment as an ongoing process closely linked to continual learning and gradual 

introduction according to emerging opportunities. Within that process, barriers to 

adoption should be expected and a major transition in thinking is required which is a 

time-consuming and ongoing process. This whole process needs to consider the 

interdependency of the sustainability assessment design features in order to avoid ill-

considered piecemeal moves. [ibid. 2006, pp. 277-278] 

Blancas et al. [2011] developed a system of sustainability indicators with elements that 

are supposed to provide information relevant for tourism planning and decision-making 

processes in terms of sustainable development. While their study considers the three 

dimensions of sustainable tourism - social, economic and environmental aspects - the 

research project at hand is focused only on the environmental aspects of sustainability. 

Accordingly, only those indicators related to the topic are adapted. The following table 

4 displays a selection of environmental indicators of sustainable tourism at the 

discretion of the author. Within the choice of the relevant indicators the characteristics 

of winter sports destinations as major subject of this paper are considered. 
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Table 4: Sustainability Assessment of Destination Development - Environmental Indicators of 

Sustainable Tourism. [based on Blancas et al. 2011, pp. 33-34] 

 

Sustainability 

issue 

Practical 

component 

Indicator Practical guideline 

Protection of 

the natural 

ecosystem 

Protection of 

valuable natural 

assets 

Percentage of the 

destination 

considered as 

protected natural 

area 

The declaration of areas as protected natural areas 

indicates efforts made to safeguard the natural wealth 

of the area and guarantee their public use without 

endangering the natural resources. 

Integrity of the 

ecosystem 

Percentage of the 

protected natural 

area designated 

for visitor use 

Adapting protected natural areas for visitors use 

increases the pressure on natural resources and 

changes the natural state of the area. Thus, these 

areas should be minimized.  

Energy 

management 

Energy Energy 

consumption 

Reducing the amount of energy used in tourism is a 

positive indicator for sustainability due to important 

environmental benefits (e.g. reduction in pollution). 

Renewable 

energy 

Percentage of 

energy 

consumption form 

renewable 

resources 

The intensive usage of renewable energy is 

considered as positive for sustainable development 

due to the positive effects (e.g. reduction of 

pollution). 

Water 

conservation  

Water use Total volume 

consumed per day 

by tourists 

Reduction of water use by tourists through increasing 

the awareness and sensitivity in the visiting 

population can improve sustainability. 

Wastewater 

treatment 

 

Treatment Volume  An increase of the volume of treated wastewater 

reduces the negative environmental impacts. 
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Wastewater 

treatment 

Treatment 

installations 

Existence of 

wastewater 

treatment 

facilities 

The existence of wastewater treatment facilities 

reduces negative environmental impacts from 

sewage. 

Solid waste 

management 

Waste 

production 

Volume of waste 

produced at the 

destination 

The reduction of waste production reduces the risk of 

negative effects on environment and the destination 

image. Knowledge about sources and final 

destinations of waste are necessary for the 

implementation of management strategies. Recycling 

and separate collection of waste display  the potential 

contribution of tourism establishments to 

sustainability. 

 

 

 

 

 

 

Waste recycled Volume of waste 

recycled 

compared to total 

volume of waste 

Separate 

collection of 

waste (glass, 

paper and 

cardboard) 

Number of glass, 

paper and 

cardboard 

recycling bins per 

inhabitant 

Treatment 

installations 

Existence of 

solid-waste 

treatment 

installations 

Atmospheric 

pollution 

Pollutant 

emissions 

Pollutant emission 

levels 

Reduction of air pollution leads to reduced negative 

effects on the environment (with special 

consideration of the greenhouse effect). 

Management of 

impacts of 

facilities and 

infrastructure 

Impact of 

construction 

Construction 

density per unit 

area 

For minimizing visual negative effects, the blending 

of constructions with the environment should be 

pursued and an adequate proportion between 

landscape conservation and human build 

infrastructure should be achieved. 
Impact of the 

road network 

Road network 

density 
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Landscape 

conservation 

Total area of 

natural landscape 

 

Use intensity Intensity of 

tourist use 

Total tourists per 

unit are 

The intensity of tourism indicates the level of 

pressure on the natural environment. The amount of 

land reserved for agricultural use indicates conserved 

farm land. 

 

 

 

 

Use intensity of 

natural zones 

Number of 

visitors per 

protected natural 

area 

Use of 

agricultural land 

Surface area 

dedicated to 

agricultural tasks 

Environmental 

management 

Environmental 

managers 

Existence of 

environmental 

administrative 

unit 

The integration of an administrative unit responsible 

for managing and controlling environmental and 

sustainable strategies and issues has positive effects 

on sustainable destination development. 

 

The listed indicators allow the evaluation of the degree of environmental protection as 

well as of the status quo of the main sustainability issues - energy, water, wastewater 

and solid waste management - as part of destination management. Furthermore, the 

aspects of atmospheric pollution, the impact of infrastructure and facilities construction 

and the intensity of tourism are covered. Finally, the existing environmental 

management is taken into consideration. The practical guideline explains the impact of 

the parameter values on sustainable development and comprises instructions of how to 

use the information available. The knowledge gained in this chapter will serve as the 

basis for the evaluation of pro-environmental development in the chosen case studies. 
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2.4 Knowledge Needs to Achieve Sustainable Development 

The requirement to identify tourists with the smallest ecological footprint and a 

distinctive interest in sustainable tourism offers [Dolnicar 2008; Dolnicar/Leisch 2008a; 

b] as basis for sustainability improvement in destination management has been 

explained before (cf. chapter 2.2.2.1). This necessary market segmentation as well as 

the monitoring of the defined sustainability indicators for providing responsible 

stakeholders in tourism with information regarding environmental aspects are connected 

to a huge amount of knowledge that needs to be generated and collected, evaluated as 

well as tested and displayed. Accordingly, knowledge needs have to be defined in order 

to achieve an optimal use as well as management of existing knowledge and to gain 

relevant knowledge that can contribute to sustainable development. Grant/Baden-Fuller 

[2004] explain that considering knowledge as the most important resource of firms and 

assuming the integration of a wide range of knowledge into production as a primary 

task, an extensive knowledge regarding the organizational processes is necessary [ibid. 

2004, p. 79]. Within this chapter, the role of knowledge and the destination 

managements' needs concerning knowledge gaining and implementation are defined in 

detail. Concepts for gaining and using this knowledge for improving environmental 

sustainability are presented. 

As basic framework for a further in-depth drafting of a report on the role of knowledge 

in destination management regarding environmental sustainability, a conceptualization 

of the term knowledge is necessary. Within the literature, a wide range of definitions 

can be found and a common ground is not easy to identify which underlines the 

Summary statement literature review IV:  

The implementation of  environmental indicators of sustainable tourism is 

necessary to provide all tourism stakeholders with information relevant for a 

better understanding of the impact of tourism on  environmental aspects. They 

display the status quo of the destination and the environmental sub-systems, 

help to reveal need for action and provide guidance for acting.  
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complexity of the topic. However, on the discretion of the author, the distinction 

between the terms data, information and knowledge according to Davenport/Prusak 

[1998] is considered as helpful for further understanding. Data is defined as set of 

objective facts and structured records about activities and events. Modern organizations 

store their data electronically sothat most companies possess an immense amount of 

data. Although data does not provide any interpretation or recommendation of action, it 

serves as basis for the creation of information. Contextualization, categorization, 

correction, calculation and condensation add meaning to data and transform it into 

information. Finally, knowledge derives from information and is consequently also 

dependant on data. The transformation from information to knowledge through 

comparison, consequences, connections and conversations happens between or within 

human beings. It is defined as "[...] fluid mix of framed experience, values, contextual 

information, and expert insight that provides a framework for evaluating and 

incorporating new experiences and information." [ibid. 1998, p. 5]  
 

 

2.4.1 The Role of Knowledge in Destination Management 

In comparison to plenty of publications and a relatively long history of research on the 

topic of knowledge within the general business literature, specialized research on the 

role of knowledge management for the tourism industry is so far rather underdeveloped. 

However, the awareness for the applicability of path breaking findings from the general 

industry regarding the importance of knowledge to the tourism industry is growing. 

Already more than two decades ago Nonaka [1991] stated that "In an economy where 

the only certainty is uncertainty, the one sure source of lasting competitive advantage is 

knowledge." [ibid. 1991, p. 96] The economic environment he describes as trigger for 

the growing importance of knowledge - characterized by enormous shifts in markets, 

constant improvements in technology, an increased competition as well as a shortened 

product lifetime - is easily transferable to the tourism industry that is facing comparable 

challenges. 

Taking into account the definition of a tourism destination as a strategic business unit 

[Bieger 1998] the dominating research literature concerning the role of knowledge in 

industrial firms can be transferred to the destination level. The approach of Grant [1996] 

appears suitable due to his introducing definition of the firm as a "[...] complex 
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organization encompassing multiple individuals [...]" [ibid. 1996, p. 109]. Accordingly, 

he puts a focus on the internal structure and the coordination of the constituent units and 

departments. This basic assumption is in line with the dominating characteristic of 

tourism destinations by the multitude of stakeholders whose actions need to be 

coordinated in order to deliver the conjointly created visitor experience. In the frame of 

this 'knowledge-based view' Grant [1996] identifies five dominating characteristics of 

knowledge that need to be fulfilled in order to use knowledge for the creation of value 

within a firm: 1) transferability, 2) capacity for aggregation, 3) appropriability, 4) 

specialization in knowledge acquisition and 5) the awareness of knowledge 

requirements of production. Regarding the transferability of knowledge he underlines 

the difference between explicit and tacit knowledge and the challenge of sharing and 

gaining the latter [ibid. 1996, pp. 110-112]. The issue of the differentiation into explicit 

and tacit knowledge - originally realized by Polanyi [1966] - is also broached by 

Musulin et al. [2011], claiming that tacit knowledge is an elementary aspect concerning 

the development of competitive advantages and the improvement of performance in 

tourism. It is defined as the kind of knowledge that is hidden and that consists of 

intellectual capital as well as physical skills that the possessing individual cannot 

completely articulate or codify in many cases. Accordingly, the authors incite tourism 

businesses to develop efficient strategies for the elicitation and the sharing of this 

special kind of knowledge in the frame of knowledge management. [ibid. 2011, pp. 981-

982] Therefore, tacit knowledge needs to be reconsidered regarding the implementation 

of knowledge applications in destination management. It needs to be questioned if 

applications are sensitive for this valuable kind of knowledge. The capacity for 

aggregation refers to the ability to add new knowledge to existing knowledge within the 

firm. Concerning appropriability of knowledge, the author refers back to the challenges 

of tacit knowledge that cannot be transferred directly, but only through its application to 

productive activity. As precondition for successful knowledge production - including 

creation of new knowledge as well as the acquisition and storage of existing knowledge 

- the specialization of individual members of the firm in particular areas of knowledge 

is defined. [Grant 1996, pp. 111-112] Beside the characteristics of knowledge, the 

implication of an organizational structure as well as the location of decision-making 

authorities are emphasized in order to achieve the coordination and cooperation that are 

necessary to integrate this knowledge. Therefore, delayering and empowerment are 
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defined as suitable changes in order to improve the management of knowledge as 

fundamental source for companies. [ibid. 1996, pp. 120-121] 

Although Grant [1996] gives an comprehensible overview of the characteristics of 

knowledge as well as of the necessary organizational structure of businesses in order to 

realize a successful implementation of knowledge, his view is too limited to the amount 

of knowledge that is available within the firm through its members. In general, the firm 

is defined within the approach as a framework that allows the integration of specialists' 

knowledge into production processes. [ibid. 1996, p. 120] At this point, it can be 

referred to the LTD framework (see chapter 2.2.2.2) developed by Schianetz et al. 

[2007, pp. 1493-1495] which underlines the need of a constant learning process based 

on exchange with other stakeholders, visitors as well as decision-makers and planners in 

order to generate new knowledge necessary for achieving sustainable destination 

development. Grant/Baden-Fuller [2004] support this approach within a later study that 

investigates the advantages in terms of knowledge gaining in strategic alliances. They 

state that strategic alliances are able to perform better in terms of integrating and 

utilizing knowledge in comparison to single firms. The strategic alliances have a better 

capability to realize integration processes of highly differentiated knowledge and are in 

a superior position to single firms when it comes to conditions of uncertainty and early 

mover advantages. [ibid. 2004, pp. 77-79] This phenomenon underlines the need of 

cooperation as well as the relevance of knowledge exchange between individual 

stakeholder in destinations in order to learn from each other and to improve the overall 

performance based on knowledge that is accessible for all stakeholders.  

Finally, it needs to be taken into consideration that an intense competitiveness between 

individual service providers in the destination - especially between those who offer 

substitutable products and services (e.g. accommodation facilities, ski schools and 

rentals) and are canvassing the same customers - makes tourism destinations a very 

specific and fragile surrounding for the implementation of knowledge management 

systems. Generation, transfer, storage and combination of knowledge in a tourism 

destination cannot be the results of efforts within a single organization, but has to be 

supported by a variety of members of a learning destination as well as by elements of a 

knowledge management system. In this context, Schianetz et al. [2007] suggest the 

collaboration between tourism, civic, voluntary and education sectors in combination 
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with the implementation of lifelong learning as an organizing principle as well as the 

providence of an IT-infrastructure to collect new information and apply gained 

knowledge [ibid. 2007, p. 1487].  

The deepening of the understanding of the characteristics of knowledge as well as of the 

supporting organizational framework for its optimal usage are preconditions for the 

establishment of an knowledge management system that is advantageous for the 

development of a more ecologically sustainable destination management. In this 

context, knowledge per se and the question where it comes from cannot be examined 

separately from each other as knowledge is not an abstract phenomenon, but always 

embedded in a generation and application process. Accordingly - with reference to 

Schianetz et al. [2007] - the categorization into a knowledge creation layer and a 

knowledge application layer is applied by Fuchs et al. [2013] as basis for the 

implementation of a knowledge application in destination management (cf. chapter 

2.4.3). On the customer side, knowledge can be generated through tourists feedback, 

analysis of information traces and mobility behavior. Complementary, supplier-based 

knowledge comprises product and customer profiles, information about human and 

natural resources, co-operations as well as processes. [ibid. 2013]  

Accordingly, in the course of the qualitative interviews it is required to find out not only 

how knowledge is used within the process of sustainable development, but also where 

and how knowledge is created. 

 

 

 

Summary statement literature review V:  

Knowledge is of central importance in destination management regarding 

competitive advantages and sustainable development. Generation, transfer, 

storage and combination of knowledge in tourism destinations requires 

cooperation as well as an intense exchange between the single service 

providers, customers and the government.  
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2.4.2 Knowledge Applications in Tourism 

The requirement for a more professional management of knowledge within the context 

of destination management has become clear in the previous section. In order to 

transmit these rather abstract definitions of knowledge needs and management 

requirements into more applicable theories, the introduction of knowledge applications 

in destination management is necessary. 

 

The role of IT 

A fundamental precondition and tool for successful knowledge management is the 

implementation of information technology (IT). The decreased costs of computers and 

networks have led to an affordable infrastructure for storage and exchange of 

information [Davenport/Prusak 1998]. Against the background of a growing 

competitiveness between alpine tourism destinations, Pechlaner/Fuchs [2002] define the 

access to and the use of market intelligence as a primary requisition for a long-term 

success of a destination. Accordingly, they deduce the need to invest intensively in 

information technologies such as destination information systems [ibid. 2002, p. 47]. 

Buhalis/O'Connor [2006] declare the support of information management through 

relational, object-oriented database as inevitable to interlink all information kept by 

organizations in order to generate synergies. Information communication technologies 

(ICTs) are necessary to satisfy communication as well as knowledge needs. The central 

goal should be to use the stored information for optimizing decision-making processes. 

Consequently, this leads to a reduction of labor costs as well as to an increase in 

efficiency and accordingly to a more wisely and profitable utilization of resources in 

organizations. Within this development, Internet, intranets and extranets have an 

important role as they boost the communication on different levels: between employees 

and units within one company, between different organizations as well as with external 

partners and customers. Regarding tourism organizations, the authors recommend the 

collection of customer-related data at each stage of service in order to improve the 

understanding of consumer behavior and to be able to offer customized services. [ibid. 

2006, pp. 199-203] At this point it can be referred back to the theory of Dolnicar/Leisch 

[2008a/2008b] who emphasize the importance of knowing who the ecologically friendly 
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tourists are. This demand for detailed customer information can be satisfied via 

information technology under the precondition that it is sensitive for criteria that are 

relevant for market segmentation regarding environmental consciousness. 

Although the central importance of information technology for enabling the sharing of 

knowledge and the storage of immense amounts of data is common ground within the 

literature, it needs to be considered that information technology is only the pipeline and 

the warehouse for knowledge and that the system cannot create new knowledge. 

Furthermore, a suitable information system per se does not guarantee the sharing of 

existing knowledge among members of a corporation. It becomes obvious, that the 

creation of a knowledge-sharing culture is of equal importance as the implementation of 

a technology-based system. [Davenport/Prusak 1998]  

 

Examples for the implementation of knowledge applications in tourism 

Although tourism researchers are more and more aware of the importance of knowledge 

as decisive aspect to build up competitive advantages, only few tourism companies are 

applying these findings to their daily business and managing their knowledge in an 

accordant professional way [Braun/Hollick 2006; Caron/Adams 2004; Gamble et al. 

2001].  

The current level of professionalized knowledge management via knowledge 

applications cannot be generalized for the entire tourism industry but diverges between 

the different parts of the touristic chain of economic value added [Shaw/Williams, 2009, 

pp. 330-332]. The hospitality industry is already relatively sensitive for the importance 

of knowledge to improve performance [Musulin et al. 2011]. The Ritz-Carlton Hotel 

Company, for example, can be identified as pioneer implementing a knowledge 

management system in 2006 that was the key to create a learning organization. The aim 

is to collect a base of performance data, share this among all hotels of the chain and 

constantly add new data in order to increase knowledge. Teaching and learning from its 

employees, listening to customers and active measuring and monitoring are the main 

tools to improve business performance. [Robison 2008] While the Ritz-Carlton 

knowledge management system refers rather to the enhancement of the customer 

satisfaction, also in the tourism industry first linkages between knowledge management 
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systems and environmental management can be identified. Herremans et. al. [2005] 

investigated the usefulness of environmental management systems (EMS) among tour-

operators in Western Canada and revealed how public and private sectors can facilitate 

the transfer of best practice knowledge. Thereby, the embodiment of continuous 

learning within the EMS is underlined. Among other aspects, the learning element of 

the EMS was further analyzed with results that indicate the gap between awareness of 

the usefulness of mutual learning as well as knowledge exchange and actual 

implementation of these measures. While monitoring by other tourism industry 

members is rated within a survey among tourism operators above average regarding its 

usefulness as tool to improve environmental performance, only a minority of operators 

uses this method in order to learn from others. [ibid. 2005, pp. 323-325] The applied 

model by Herremans et al. [2005] refers to the basic 'plan-do-check-act' cycle of the 

EMS - defined by the United States Environmental Protection Agency (US EPA) on the 

basis of the framework developed by the International Organization of Standardization 

(ISO) for the ISO 14001 standard [ISO 1996] - which is supposed to stimulate ongoing 

environmental improvement by constant learning.  

Figure 6 displays the four main stages of the repeating cycle that are supposed to 

encourage a company to improve its environmental performance continuously. Within 

the first step the company establishes a plan based on a general commitment to an 

environmental policy. Important aspects regarding the environment are identified and 

objectives and targets for the environmental improvement are set. While an objective 

defines an overall environmental goal (e.g. promoting renewable energies), targets are 

more detailed and quantified requirements that are derived from the objective (e.g. 

CO2-free energies in electricity generation at 100% by the end of the financial year 

2012/2013). Within the phase of 'doing' these plans are implemented and employees are 

trained accordingly for meeting the defined targets. Therefore an action plan is 

developed including clearly defined responsibilities and steps to meet the targets (e.g. 

undertaking a feasibility study for a future wind park project). The next step is 

monitoring connected to the evaluation whether the goals are achieved. In the case of 

failure of performance, corrective action is taken. The overall functionality of the EMS 

is checked by the top management, new targets are set and based on the revised plan the 

cycle repeats [US EPA, 2003, pp. 2-4].  



 53 

Fig. 6: The Continuous Improvement Cycle of the EMS-Model. [own graphic based on US EPA, 

2013] 

 

 

Within the in-depth descriptions of the case study destinations as well as of their 

environmentally related measures and efforts, further examples for the formulation of 

targets are provided (cf. chapters 3.1.2.2 & 3.2.2.2). Furthermore, the Greenstyle 

Catalogue of Measures for Financial Year 2012/13 of the Weisse Arena Gruppe 

(Appendix 1) gives an example of how a destination can built up a guideline for 

environmental improvement. The catalogue, which is renewed annually, sums up the 

tangible actions and objectives divided into six sub-categories: 1) Energy, 2) Recycling, 

3) Food, 4) Non-food, 5) Corporate and 6) Brand. Based on the results from the last 

financial year, the target achievements are evaluated according to three categories: 

planning/fail, in progress and completed/ongoing. Evaluating the overall fulfillment 

ratio, the Weisse Arena Gruppe was successful in more than 50 percent and failed in 

only 10 percent of the 37 defined objectives which can be acknowledged as an effective 

environmental management. [Mountain Vision AG 2013c] Nevertheless, it needs to be 

considered, that these objectives and targets are defined by the company itself. Thus, the 

question arises whether their formulation is already undertaken with respect to a high 

success ratio and therefore excluding too ambitious goals with a low probability of 

achievement.  
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The EMS provides a framework for managing environmental responsibilities and puts a 

major focus on regulatory compliance. However, no matter which form of knowledge 

application is implemented in a destination to address the environmental bottom line, a 

constant learning process is inevitable. Neither knowledge per se nor the environmental 

improvement or sustainability that could be achieved by means of it are constants. The 

previous examples show a general awareness raising in the tourism industry for the 

usefulness of structured approaches in general and knowledge management applications 

in particular. However, the company level alone cannot fulfill the need to integrate 

knowledge on the different levels of the tourism product. To solve this, 

Gretzel/Fesenmaier [2004] describe how knowledge-based systems built on Internet 

technology increase inter-organizational relationships. An important assumption is that 

the access to a knowledge management system per se is not the key to effective 

knowledge creation. Organizational learning requires trust and sharing for which a 

virtual system is only the platform but not a guarantor [ibid. 2004, pp. 253-254]. The 

importance of the implementation process that needs to initiate the acceptance of change 

on the part of the employees and other firm members has to be considered. Accordingly, 

the important role of change management for the implementation of approaches and 

systems for environmental improvement needs to be considered as well (cf. chapter 

6.2). 

 

 

 

 

Summary statement literature review VI:  

Professional knowledge management requires the implementation of a 

knowledge application based on information technologies as tool to collect 

and evaluate data, to support inter-organizational knowledge exchange as well 

as a constant feedback loop in order to stimulate an ongoing environmental 

improvement by constant learning. 
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2.4.3 The Destination Management Information System (DMIS) 

Fuchs et al. [2013] developed a supplier-oriented web-based application with the goal to 

monitor sustainability in tourism destinations more effectively. The focus is put on 

organizational learning based on knowledge creation and application that requires the 

integration of public and private stakeholders.  

According to Pyo [2005] each destination has individual knowledge needs dependant on 

the characteristics of the destination and the goals that are pursued. Knowledge maps - 

defined as blueprints that can help to find relevant knowledge - are therefore advisable 

to determine these needs during the stage of knowledge management. Hereby, 

destination knowledge maps are fundamental for the establishment of knowledge 

management systems as they provide guidance for knowledge extraction, classification 

and organization processes. They help to build up hierarchies of data and to establish 

linkages between different kinds of data sothat identification and usage of relevant data 

is facilitated [ibid. 2005, pp. 583-684; 593]. Accordingly, Fuchs et al. [2013] have 

determined the indicators for a DMIS in cooperation with stakeholders from the 

destination where it was supposed to be implemented, namely the Swedish winter sports 

destination Åre, as displayed in table 5.  

Table 5: Indicators for a Knowledge Management System in Åre (SE). (based on Fuchs at al., 2013) 

Indicator Data to be collected Examples 

Economic 

performance 

indicators 

bookings, overnights, prices, 

occupancy, sales 

 

Customer behavior 

indicators 

use of the Internet website navigation and search, page views, 

search terms, online portals 

booking and consumption 

behavior 

booking channels, conversion rates, length of 

stay, cancellation, guest tracking 

customer profiles socio-demographic characteristics, skiing 

travel behavior, customer life time value, 

accommodation and transport preferences, 

purpose of visit 
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Customer 

perception & 

experience 

indicators 

destination brand awareness brand visibility, knowledge about the 

destination, information sources 

destination value areas skiing and non-skiing winter activities, 

summer activities, services, atmosphere, 

social interaction 

value for money and 

customer satisfaction 

functional and emotional value, satisfaction 

loyalty  cognitive, affective and cognitive loyalty 

 

The indicators from table 5 are assigned to sequential destination processes (e.g. 

navigation, booking, feedback). Due to the identification of common dimensions across 

different business processes, cross-process analyses are possible. Via an user interface, 

the user can choose an attribute (e.g. satisfaction level) and an aggregation function (e.g. 

average). In a second step, one or several attributes that are used to group the data (e.g. 

gender, age) are defined and finally, filters for the data are chosen (e.g. feedback 

dimension, product dimension). Regarding data sources it can be distinguished between 

explicit feedback which is intentionally provided by the guests (e.g. through ratings 

from web 2.0) and implicit information traces that are unknowingly left by visitors (e.g. 

via web-navigation or transaction data). This utilization of different sources for feeding 

the data warehouse constantly with data has a positive effect on the data mining and 

knowledge generation so that useful patterns and relationships in the collected data can 

be identified and used within the knowledge application layer. [Fuchs et al. 2013] 
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Fig. 7: The Knowledge Destination Framework Architecture. [Fuchs et al. 2013, adapted from 

Höpken et al. 2011, p. 420] 

 

 

The diversity of indicators as well as the possibility to combine data from different 

business processes leads to a much more intense and usable examination of the traces 

that visitors leave at different stages of their visit (before, during and after) as well as 

via different media (on the Internet, tracking of visitor movement within the destination 

via GPS/WLAN) and related to different service provider (accommodation, ski rental, 

gastronomy) in the destination. This underlines the huge advantage of a common data 

collecting instrument for all stakeholders instead of in-house applications for individual 

organizations.  

In order to draw a connection between DMIS and the improvement of sustainable 

destination development, the key assumption of Dolnicar/Leisch [2008a;b] has to be 

highlighted again. They revealed that tourists with the smallest environmental footprint 

can be identified by specific attributes. Given that data considering these attributes can 

be collected within the data warehouse of the DMIS, it is possible to identify the 

environmentally sensitive customers and to attract these tourists actively in order to 

improve sustainability in the destination form the demand-side perspective. 
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2.5 The Role of the Destination Management Organization 

The achievement of sustainability goals is a complex task per se and additionally 

influenced by and interlinked to a variety of aspects such as the diversity of stakeholders 

in a tourism destination as well as the need of data and knowledge attended by the 

requirement for a suitable knowledge management system. This complexity makes 

obvious that a central destination management organization (DMO) is required to 

coordinate actions of individuals in order to achieve economic, social and 

environmental well-being for the entire destination.  

Beritelli et al. [2007] define the tasks of destination governances as "[...] setting and 

developing rules and mechanisms for a policy, as well as business strategies, by 

involving all the institutions and individuals." [ibid. 2007, p. 96] Thus, enhancement of 

cooperation and coordination between stakeholders are main functions of a DMO which 

makes it a relevant topic for the subject of sustainability improvement. The World 

Tourism Organization emphasizes the need for a DMO to create a coherent strategy in 

destination management. Their central task is to bring together resources as well as 

expertise and coordinate - not control - activities with objectivity. The use of the term 

'partners' to describe the relation between the DMO and stakeholders makes clear that 

its role is not about creating a gap, power imbalance or even hierarchical control, but 

about developing a relationship where different parties communicate and learn from 

each other on an equal level. [UNWTO 2007, p. 2] 

Beritelli/Laesser [2012] examined in particular the role of DMOs in alpine tourist 

destinations and underline their potential to serve as organizational entities for 

Summary statement literature review VII: The destination management 

information system (DMIS) in specific as well as DMIS-like tools for enhancing 

adaptability and responsiveness relative to IT assets are useful tools for 

acquisition and exchange of knowledge. They can be used to identify 

ecologically-sensitive tourists and thus to improve sustainable development.   
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stimulating innovation, provided that they are re-oriented, re-financed and re-governed 

according to the current challenges and changes of their environment. Major challenges 

that DMOs are facing are the tremendous progress in information and communication 

technology and their increasing adaptation in the tourism industry, growing competition 

due to new entrants, entry of new intermediaries for marketing, distribution and sales as 

well as decreased public funds. As a consequence, the authors suggest a new approach 

of understanding the DMO, abandoning the distribution of organizational support in a 

non-selective way. Instead, strategic business areas (SBA), defined as a systems of 

collaborating enterprises creating value for visitors, that are identified to have a current 

as well as future relevance need to be identified and supported financially. [ibid. 2012] 

According to Hale [2006] these strategic business units are characterized by the 

considerable autonomy of its managers and their accountability for their financial 

performance. The fact that the single organizations/units are able to react more flexible 

to external threats and opportunities is mentioned as major advantage of the 

decentralized management. However, within their business activities, business units are 

focused on the achievement of their own short-term objectives instead of the long-term 

interests of the organization they belong to as a whole. This could lead to a 

fragmentation of the organization into a multiplicity of autonomic mini-organizations 

that might be effective considered as individual organization, but inefficient in terms of 

corporate performance. Although Hall [2006] does not identify a clear trend regarding 

future development of management and organization in tourism in general, he states that 

a development towards the combination of "[...] elements of bureaucracy to ensure 

consistency and control, a business unit structure to capture local rationalities, networks 

to foster cooperation and knowledge-sharing and empowerment to encourage creativity 

and commitment [...]" [ibid. 2006, p. 96] is most likely for future DMO development. 

Within this process, the DMOs needs to adapt their own competencies to the needs of 

the SBAs. These 'DMOs of the 3rd generation' [Beritelli/Laesser, 2012, p. 4] are 

supposed to be better adapted to the challenges of changed markets and the increasingly 

competitive environment. They are characterized by three major aspects: 1) change 

from one territorial area to multiple strategic areas, 2) change from the DMO as an 

institution to the DMO as a synergetic combination of tasks, commissioned by the 

private and public sector and 3) change from common ownership to effective 

transactions. This third aspect means that the DMO is neither in charge for all single 
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stakeholders and enterprises in a given political-administrative area, nor limited to the 

classical tasks such as provision of public services, aesthetic marketing and information. 

In fact, a development towards a focused product development and business oriented 

support of selected organizations is characteristic for the new types of DMOs. 

[Beritelli/Laesser, 2012 / Bieger et al. 2011] 

In order to make the diversity of possible occurrences of destination management 

organizations understandable and to underline that there does not exist a pre-assembled, 

all-purposely applicable concept, the following section presents four archetypes of 

destination management governance.  

 

 

Archetypes of destination management governance 

On the basis of a study of governance and performance of 13 European tourism 

destinations, d'Angella et al. [2010] have developed four destination governance 

archetypes that are a useful elaboration of the more general distinction between 

corporate and community model. For the categorization of governance types displayed 

in figure 8, the authors have chosen four variables: 1) the actors involved in the DMO 

(number and type of actors), 2) contributions (institutional financial resources, main 

financial body, managerial/entrepreneurial contributions, skills and competencies of the 

DMO's employees), 3) compensations (coherence between activities carried out by the 

DMO and needs of the local companies) and 4) corporate governance mechanisms and 

structures (vertically: number and kind of actors that have been selected to manage the 

DMO; horizontally: whether or not coherence exists between the destination 

management processes realized by the DMO and the different kinds of contributes paid 

by local stakeholders). Although each destination is unique and accordingly varies in 

the feature characteristics of each of the selected criteria, an general classification 

regarding the aspects 'coordination mechanisms' and 'governance functions' and the 

identification of four archetypes is useful to understand general directions of action of 

destination management organizations.   

The normative concept is based on a centrality of local authority that ensures the 

representation of different stakeholder interests. Strict standards and rules of 

participation are set and funding can come from public and private sources. The overall 
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structure is determined by legal status or in other strict ways so that a short-term 

adaption and modification as reaction to environmental changes is difficult. The 

entrepreneurial model is characterized by a voluntary membership of different partners 

- private as well as public - who are part of the local tourism offer. As structures are 

defined by its founders, they can easily be modified through decisions taken in the 

general assembly. Financial sources vary due to various criteria of collection. The 

leading firm concept refers to the fact, that the destination governance is based on only 

one single entity that has the key role concerning the attraction of tourists as well as the 

access to financial resources. The weak coordination mechanism displays the fact, that 

the leading company tends to act with focus on its own economic well-being without 

supporting participation of local actors. The fragmented type of destination governance 

refers to the central issue of a variety of individual stakeholders in tourism destinations 

lacking a common goal oriented strategy. Accordingly, the mechanisms for coordination 

are only oriented towards a short-term level and aspects such as the management of 

financial resources or knowledge management are generally disregarded. [ibid. 2010, 

pp.68-70] 

 

Fig. 8: Destination Governance Archetypes [d'Angella et al., 2010, p. 68] 
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The presented types of destination governance are only archetypes and a clear 

positioning of destinations within one field of the matrix is not always possible. 

However, these types and their characteristics help to understand that different 

parameters influencing sustainability (e.g. knowledge sharing, long-term strategic 

management, corporation among stakeholders) are accounted and fulfilled on variable 

scales dependant on which position the DMO holds. Accordingly, within the qualitative 

research, special attention is paid to the functions and positions of the DMOs in the 

destinations under study. 

 

 
 

 

2.6 Literature Review Summary 

The literature review has clarified that destination management and the implementation 

of a certain organizational structure are complex processes and major determinants of 

destination performance. Elementary decisions that are made in early phases of 

destination management reorganization or development - especially regarding the 

contextual condition - form the framework for all activities and have high influence on 

effectiveness as well as on the achievement of sustainability objectives. A diversity of 

parameters serve as constraints and catalysts for efficient destination management. They 

affect - under the influence of knowledge management - the outcome variable defined 

as the destination's performance in terms of environmentally-sensitive destination 

development. 

This literature review represents a solid foundation in terms of the influence of 

organizational structures on the performance regarding environmentally sustainable 

destination development. It serves as basis for a further exploration of this 

Summary statement literature review VIII:   

Destination management organizations have a central importance for the 

achievement of sustainability goals as their coordination mechanism and their 

governance function influence significantly different parameters that are 

relevant for ecological sustainability in destination development. 
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interdependency in the field. Table 6 provides an overview of the previously formulated 

summary statements of the literature review sections. 

 

Table 6: Summary of the Literature Review. 

Type of 

variable 

 Summary statement 

Contextual 

variable 

Corporate vs. 

community 

archetypes 

Network structures in destinations have a significant influence 

on  the intermediate variables and are accordingly relevant 

for the achievement of sustainability goals in destination 

management. 

The extent of positive as well as negative impacts of the 

corporate and the community model on the parameters that 

are decisive regarding ecological sustainable development 

depends on their position within the continuum  between these 

two archetypes of destination management. 

 

Intended goal Environment-

ally-sensitive 

development at 

ski resorts 

The achievement of ecologically sustainable destination 

development depends on the corporation of the three major, 

highly interlinked stakeholders in tourism: consumers, tourism 

business operators and government. Thereby the role of the 

consumers' demand for sustainable tourism products requires 

a specific consideration. 

The implementation of  environmental indicators of 

sustainable tourism are necessary to provide all tourism 

stakeholders with information relevant for a better 

understanding of the impact of tourism on  environmental 

aspects. They display the status quo of the destination and the 

environmental sub-systems, help to reveal need for action and 

provide guidance for acting. 
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Intermediate 

variables 

DMO structure Destination management organizations have a central 

importance for the achievement of sustainability goals as their 

coordination mechanism and their governance function 

influence significantly different parameters that are relevant 

for ecological sustainability in destination development. 

 

Dependent 

variable 

Knowledge 

needs and 

requirements to 

achieve 

sustainable 

development 

goals 

Knowledge is of central importance in destination 

management regarding competitive advantage and 

sustainable development. Generation, transfer, storage and 

combination of knowledge in tourism destinations requires 

cooperation as well as an intense exchange between the single 

service providers, customers and the  government.  

Professional knowledge management requires the 

implementation of a knowledge application based on 

information technologies as tool to collect and evaluate data, 

to support inter-organizational knowledge exchange as well 

as a constant feedback loop in order to stimulate an ongoing 

environmental improvement by constant learning. 

The destination management information system (DMIS) in 

specific as well as DMIS-like tools for enhancing adaptability 

and responsiveness relative to IT assets are useful tools for 

acquisition and exchange of knowledge. They can be used to 

identify ecologically sensitive tourists and thus to improve 

sustainable destination development.   

 

This extensive literature review with its diversity of topics that are relevant for the 

ecologically sustainable destination development underlines the broad academic 

discussion in the tourism literature that forms the framework for the research goal of the 

study at hand. It leads to the overall question under what set of complex circumstances 

at a destination a corporate or a community model tends to perform better regarding 

environmentally-sensitive destination development and is therefore favored. Knowledge 
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gained from the previous chapters will help to analyze on the basis of the chosen case 

studies whether patterns exist that justify a more corporate or community oriented 

model. Taking into account the fact that both case studies represent examples of the 

corporate type, this question will only be answered tentatively. Nevertheless, the results 

from this study can serve as starting point for the development of a research framework 

for a large-scale study on this topic. 

The literature review provides a comprehensive overview of the characteristics of the 

community and the corporate model in destination management. It becomes obvious 

that a community model has per nature - depending on the setting - a higher degree of 

complexity due to diversity of service providers. Nevertheless, it needs to be taken into 

consideration that other kinds of complexities might emerge from a corporate model. 

On the one side, complexity seems to be reduced through the reduction of individual 

players. On the other side, new informal and informational structures emerge and 

network complexity occurs in a new form. Thus, we can neither deduce in general that a 

corporate model has a lower degree of complexity nor that a community model does not 

face challenges that are to some degree comparable to those of the corporate structures 

as the DMO tries to fulfill the function of the 'central star' in a destination. Nevertheless, 

the main difference of a DMO that is owned by destinations suppliers consists in its 

strong intention to represent interests in a principal-agent relationship2 instead of 

dominating the market. The practical research will base on the knowledge gained within 

the literature review and work between the initial model (figure 1) and the summary 

statements (table 6). The interview guideline (cf. appendix 9.2) is formulated under 

consideration of major findings summarized in these two parts. 

                                                

2 The principle-agent relationship exists when one person or entity (agent) works in favor for another party 

(principle) in return for some incentives. The arrangement carries the risk of the principle-agent problem that arises 

when the agent begins to pursue his own interests. Accordingly, a contract is usually used to specify the terms of a 

principal-agent relationship [Pindyck/Ruinfeld 2005, pp. 217-222]. 
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3 STUDY AREA 

In order to undertake the proposed research two winter sports destinations will be 

examined. The cases under study are the Swiss destination Laax/Flims/Falera and the 

Swedish destination Åre. Their organizational and management structures with special 

focus on their respective dominating ski corporations are briefly presented in the 

following chapter. Due to the special focus of the study at hand on ecological aspects in 

sustainable destination development, individual descriptive characterizations of the two 

destinations regarding their environmental behavior as well as measures planned and 

realized in order to improve ecological sustainability will complement the overview of 

the study areas. The goal of this first step is to provide an insight into the organizational 

structures as well as into the status of environmentally-sensitive development in both 

study areas. 
 

 

3.1 Laax / Flims / Falera (CH) 

The three towns Laax Flims and Falera make up a winter resort in the Grisons in 

Switzerland that lies between 1.100 and 3.018 meters above sea level, including a 

glacier that allows a lengthened ski season. All three locations provide a direct link to 

the ski area that comprises 235 km pistes with 5 snow-secure valley runs, 29 facilities, 4 

snow parks and Europe's largest half pipe as well as the first indoor freestyle hale. The 

destination stands out due to its accessibility from three airports and two main train 

stations (cf. figure 9). [Mountain Vision AG, 2010a] The destination operates under a 

dual-brand strategy, positioning and marketing the winter program of the whole 

destination under the brand LAAX and the summer program under the brand Flims. The 

goal of this strategy is to take advantage of the strengths of the destination in summer 

and winter tourism attracting different visitors for the region. According to survey 

results, the overlap of summer and winter guest accounts for only 3% which supports 

the idea of building two strong brands with distinct profiles. [Mountain Vision AG, 

2011e] 

In November 2013, LAAX was awarded as 'Best Ski Resort in Switzerland' at the 

World Ski Awards, an award that is part of the World Travel Awards. Votes were made 

by professionals working in the winter sports tourism (senior executives, travel buyers, 
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tour operators, agents and media professionals) and one million public voters. Laax 

could stand out from competitors due to the unique concept for families and freestylers, 

modern facilities, splendidly constructed snow parks and a multifaceted infrastructure 

on the mountain. [Die Südostschweiz, 2013] 

 
Fig. 9: Accessibility of Laax/Flims/Falera [adapted from Mountain Vision AG 2010b] 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

3.1.1 The New DMO Structure 

At the beginning of the business year 2011/2012 new structures of the Flims Laax 

Falera Management AG (FLFM AG) as DMO have come into force. The core idea of 

this destination management model is the 'best-of-approach' which means that every 

individual and institution contributes in a clearly defined way to the overall destination 

development. Performance agreements between the FLFM AG, Weisse Arena Gruppe 

(WAG), Waldhaus Flims Mountain Resort AG (WHF) and the three individual 

communities Laax, Flims and Falera have been signed to define responsibilities and 

duties within the new management concept. The communities are mainly responsible 

for the tourism strategy for their location, financing of tourism projects and provision of 

general infrastructure. The FLFM AG is in charge of the general management of the 

tourism destination and the strategy as winter and summer destination. All financial 

Zurich / Memmingen / Friedrichshafen Airport: 1,5 hours via Airport Shuttle 

Train stations Chur and Illanz:  30 minutes by bus 

 

 

http://dict.leo.org/ende/index_de.html#/search=splendidly&searchLoc=0&resultOrder=basic&multiwordShowSingle=on
http://dict.leo.org/ende/index_de.html#/search=constructed&searchLoc=0&resultOrder=basic&multiwordShowSingle=on
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resources devoted to tourism from different sources come together in this organization 

and are from there distributed according to the performance agreements to the different 

partners. An important organ in this new destination structure is the board of 

administration that is part of the FLFM AG. It is composed of eight members 

representing the points of view of the three communities as well as of the most 

important partners in the destination. Beside the negotiation about the distribution of 

financial resources, the meetings of the board serve as platform for the WAG and the 

WHF to report their results to the members. Thus, the board supervises the new model, 

coaches the WAG and the WHF in their work, discusses the further development of 

core strategic questions and projects and provides the destination with necessary 

information. Additionally, balanced score cards as control mechanism are developed by 

the board in cooperation with the performance partners. The WAG is responsible for the 

product development and marketing for the summer as well as for the winter destination 

under the two brands and runs the information offices. The further development and 

marketing of the MICE market is in the scope of responsibilities of the WHF. The 

destination contract between the different partners is valid until April 2015 and will be 

reviewed before it is extended. The canton Graubünden contributed with CHF 1 million 

(approx. USD 1,125 million) to the development of the tourism destination until 2013. 

This money was also devoted to different projects and performance partners by the 

FLFM AG that in return has to provide evidence of how funds are appropriated to the 

canton. [Fischer/Rubin 2012]  

This management structure and the nature of cooperation between the different 

stakeholders is so far unique in winter sports tourism [WAG 2012, p. 24]. The Weisse 

Arena Gruppe as dominating ski corporation takes a core position in this construct that 

will be explained more detailed in the following section.  
 

 

3.1.2 Weisse Arena Gruppe 

The business model of the Weisse Arena Gruppe, which defines itself as an integrated 

service company operating in the tourism and leisure sector, is unique within the Alpine 

region. Since the amalgamation of the Crap Sogn Gion and Flims cable cars in 1996 

several milestones have contributed to the development from a cable car company to an 

integrated provider of Alpine winter experiences. With its five fully owned subsidiaries, 
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displayed in figure 10, the group is able to offer guests everything they need for their 

holiday – everything from a single source. The Weisse Arena AG includes a cable car 

and lift company (Weisse Arena Bergbahn AG), hotels and gastronomy businesses 

(Weisse Arena Gastro AG), sports equipment sale and rental businesses (Weisse Arena 

Leisure AG), ski and snowboarding schools (Mountain Adventure AG) and a 

management company (Mountain Vision AG). [Mountain Vision AG, 2011a] Since the 

business year 2011/2012, the Mountain Vision AG is acting as agent for the FLFM AG 

in terms of marketing of the destination LAAX in winter and the destination Flims in 

summer. [WAG, 2012, p. 45]  

 

Fig. 10: The Business Model of the Weisse Arena Gruppe. [Mountain Vision AG, 2011a] 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

50 kilometers of glass fiber cable laid on the mountain and allowing real-time data from 

nearly all service providers in the skiing destination, the creation of the 'Rocks Resort' 

with the 'buy to use and let concept' [Mountain Vision AG, 2011b], the realization of the 

'Riders Palace' - a hotel garni attracting young sport enthusiasts - as well as the 
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organization of high-profile snowboarding events indicates that a wide number of 

innovative concepts has been characterizing the work of the WAG in the destination 

Laax/Flims/Falera for the last years. The company contributed significantly to the 

transformation of the conservative, old fashioned region to a powerful, young 

destination with perception all over the world. According to Flagestad, this destination 

is comparable to a good working company and clearly ahead of its competitors [Staubli 

2002]. The central role of the WAG in this complex system as one of the major 

economic powers becomes obvious taking into account a statement of the CEO, Reto 

Gurtner, regarding the financial investments undertaken by the WAG. The WAG as 

private company has invested around CHF 40 million (approx. USD 45 million) as 

payment in advance during the last five years for the development and marketing of the 

destination - a scope of investment that is unique for Switzerland. This advancement 

was necessary due to the unclear financing of tourism. Accordingly, further clarification 

of responsibilities in tourism investment is necessary. [WAG 2012, p. 24] 
 

 

3.1.2.1 GREENSTYLE - The Environmental Label of the Weisse Arena Gruppe 

The Weisse Arena Gruppe has integrated an own environmental concept named 

GREENSTYLE in its business concept since 2011. This concept is supposed to 

incorporate the topic of environmental sustainability into the strategic planning of the 

company. The great potential of pro-environmental behavior to increase the operating 

efficiency of the company is only one instigating aspect for the growing awareness 

within the company. Furthermore, the rising sensibility of a growing number of guests 

for a sustainable lifestyle and accordingly their consideration of these aspects for their 

decision making process regarding holiday destinations is an important motivator for an 

improved environmental sustainability. Also for employees, environmental aspects and 

the company's sensibility for that topic are increasingly important. The GREENSTYLE 

label is supposed to illustrate the sustainability endeavors of the company to external 

and internal stakeholders. In the context of this attempt, the concept serves as general 

orientation for the realization of different environment-related projects. [Weisse Arena 

AG 2012, p. 32] It defines the following objectives as the main issues regarding the 

sustainment of an intact environment, comprising clean air, a stable climate as well as 

an intact ecosystem: 
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 Reducing CO2 emissions by saving energy 

 Promoting renewable energies and efficient technologies. 

 Reducing waste and functional recycling 

 Utilizing sustainable building materials to protect natural resources 

 Measures to protect wildlife, water and plant life 

 Supporting ecologically sustainable solutions in the tourism industry 

 Cooperating with communities and institutions to develop sustainable solutions 

 Supporting ecologically manufactured products from fair trade sources 

 Influencing on industry, suppliers and partners to promote sustainability 

The company emphasizes its reliance on these environmental aspects in order to ensure 

the high quality of visitor experience on the slopes and its awareness of the company's 

responsibility towards the mountain region. [Mountain Vision AG 2011c] 

 

 

3.1.2.2 Measures Planned and Realized by the Weisse Arena Gruppe to Improve 

 Ecological Sustainability  

Within this section, selected measures of the Weisse Arena Gruppe that were 

undertaken in the order to achieve these formulated objectives since the implementation 

of the GREENSTYLE concept are shortly presented: 

 

Greenstyle – Slope machines (2012/13):  

The Weisse Arena Gruppe invests in new efficient technologies for its fleet of slope 

machines in order to reduce overall emissions while offering perfect slope quality for 

visitors. The daily grooming of the slopes requires 20,000 regular slope machine hours 

per year plus 4,000 park/pipe hours which causes 600,000 liters annual consumption of 

diesel. These dimensions show the potential of this very specific aspect of winter sports 

destinations which is required to ensure visitor experience but also causes negative 

external effects for the environment. Accordingly, the following measures have been 

implemented by the Weisse Arena Gruppe [Mountain Vision AG 2013a]: 
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1) Optimized driving speed is indicated by an engine data system which can cause 

fuel savings up to 10%. 

2) Eco engine oil is used which can reduce diesel consumption by more than 0,8%. 

3) AdBlue or Diesel Particulate Filters are used in 90% of the fleet for decrease of 

emissions. 

4) Euro 5 standard (which is not entered into force yet) is already used for the new 

machines of the fleet and hybrid drives are planned for the future. 

 

New Tres Palas, Lavadinas and Alp Dado chairlifts 

Throughout the construction of the new chairlifts Tres Palas, Lavadinas (2012/13) and 

Alp Dado, environmental aspects were taken into consideration. Accordingly, the 

following measures were realized in close cooperation with an environmental consultant 

[Mountain Vision AG 2013b / Mountain Vision AG 2012a]: 

 

1) solar power systems: 

The three chairlift facilities dispose their own solar power systems. The systems of Tres 

Palas and Lavadinas enables the reduction of emissions of totally approximately 25 

tonnes of CO2 per year. Additionally, the Lavadinas chairlifts are equipped with solar 

panels that generate the power needed to heat the seats for an increased comfort of the 

guest. At Alp Dado chairlift, solar panels are installed at the base station and provide the 

energy necessary for the heated seats . 

2) Local lumber sourced from sustainably managed forest was used for 

construction. 

3) Economical direct drive makes the lifts quieter and reduces energy consumption 

as well as disposal of gearbox oil 

Recycling (2011|12) 

In order to save energy, protect natural resources and reduce waste disposal costs the 

Weisse Arena Gruppe has expanded its disposal infrastructure in their resorts. As the 
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manufacturing of raw materials requires up to 95% more energy than recycling the 

improved recycling stations are supposed to facilitate the proper recycling of PET and 

aluminum. [Mountain Vision AG 2012b] 

Water conservation (2011|12) 

The Weisse Arena Gruppe has understood the link between water conversation and 

energy saving as well as reduction of CO2 emissions. Accordingly, water consumption 

has been reduced significantly by introducing innovative and simple water saving 

measures such as water-saving shower heads and fittings. [Mountain Vision AG 2012c] 

LED lighting (2011|12) 

The Weisse Arena Gruppe demonstrates its understanding of a relatively quick 

amortization of higher investment costs in LED lighting through the long-life cycle and 

the low energy consumption. The step-by-step switching over to LED lighting saves 

energy and protects the environment not only through the lower energy consumption, 

but also through the fact, that their production does not require mercury or toxic fluorine 

gas. During this stepwise replacement of old lighting, all the infrastructure facilities of 

the Weisse Arena Gruppe have been inspected for inefficient lighting within the scope 

of a LED building scan in 2011. All lighting that announce an amortization of the 

investment costs through electricity savings within 1-3 years is replaced. Within the 

study, a energy saving potential of around 150,000 kWh/year in the whole Weisse 

Arena Gruppe has been evaluated. [Mountain Vision AG 2012d] 

Further energy saving measures 

1) Heat recovery 

The large amount of waste heat produced by chairlifts is converted to heat energy and 

domestic hot water through the implementation of heat recovery systems which are used 

at the following facilities: cable car buildings Laax - Crap Sogn Gion, restaurants Tegia 

Larnags and Elephant, rocksresort and slope machine garage Crap Sogn Gion 

[Mountain Vision AG 2013b]. 
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2) Electricity from hydropower stations in the Grisons 

The hydropower stations in the Grisons cover the total power needs required for 

snowmaking, mountain railways and catering businesses in the Weisse Arena Gruppe. 

The group purchased the corresponding electricity certificates for 11,500 MWh. 

[Mountain Vision AG 2013b] 

Future project: Vorab wind park (2011|12) 

The Weisse Arena Gruppe plans to extend the generation of electricity from renewable 

energy by wind power. In corporation with its partners sol-E Suisse AG and Flims 

Electric AG, an extensive feasibility study has been conducted for a wind park at the 

Vorab site. [Mountain Vision AG 2012e] In June 2013, the results of the study showed 

that the requirements for using wind energy at the location are totally fulfilled. Start of 

construction and placing into operations of the facilities is planned for 2017/2018. The 

execution costs are currently not defined. [BKW AG 2013] 

Wildlife quiet zones 

The skiing areas of the Weisse Arena Gruppe provide retreat areas for forest dwellers in 

order to guarantee the solitude the animals need for hibernation. Maps of wildlife quiet 

zones as well as their indication on the slope maps and the use of signs on the slope are 

tools that are supposed to guard these areas from the irruption by skiers. [Mountain 

Vision AG 2012f] 

Construction with environmental monitoring 

The Weisse Arena Gruppe integrates environmental requirements in their construction 

projects by cooperating with environmental consultants during the construction period. 

They monitor the work, take responsibility for environmental protection issues, ensures 

that environmental laws are obeyed and that replacement habitats are provided. 

[Mountain Vision AG 2012g] 

The presented measures and future plans expressed by the Weisse Arena Gruppe within 

their GREENSTYLE concept indicates the wide variety with which the organization 

approaches the issue of environmentally-sensitive development of their destination. 
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Additionally, they do not only formulate measures and goals, but do also have a concept 

to monitor the results. Within their Greenstyle Catalogue of Measures for Financial 

Year 2012/13 (see Appendix 1) they formulate the objectives and measures regarding 

environmentally relevant topics and present their target achievement. Therefore, they 

use a color coded ranking system with a red color indicating 'planning/fail', yellow 

designating 'in progress' and green for 'completed/ongoing'. [Mountain Vision AG 

2013c] 

 

3.2 Åre (SE) 

Åre in Sweden is the largest and most advanced winter sport resort in Northern Europe. 

It is situated 650 km northwest of Stockholm and is a three distinct resort consisting of 

Åre By, Åre Björnen and Duved/Tegefjäll. The three destinations offer different levels 

of difficulty: Åre By offers many slopes, varied terrain as well as a modern lift system 

and is known as host to the Alpine Skiing World Championship in 2007. Åre Björnen is 

a suitable resort for families with young children due to the wide range of activities for 

kids and the gentle slopes. Duved/Tegefjäll is a calm place which is famous for its 

scenery, especially for the rocky ravines and forests of Mount Mullfjället. Beside 

downhill skiing, the destination is known for a wide range of other outdoor activities, 

such as dog sleighing, snowmobile safaris and ice fall climbing. Although the core 

business is the winter sport tourism, in summer Åre/Duved is also an attractive 

destination for alpine summer sports such as hiking, mountain biking, climbing, 

canoeing and river rafting. [SkiStar, 2012b] Åre is member of 'Leading Mountain 

Resorts of the World'. The global partnership brings together five of the world's most 

highly rated alpine destinations (Queenstown in New Zealand, Saas-Fee, Åre and Val 

Gardena in Europe and Banff/Lake Louise in North America) which proves Åre's 

international competitiveness. [Leading Mountain Resorts, 2013]  

The destination is accessible from two airport: Åre Östersund Airport is located to the 

east and serves domestic flights from Stockholm and other Swedish airports. The 

transfer time to Åre is one hour. Trondheim Airport Værnes (NO) serves several daily 

international flights and domestic flights from Norway and is accessible within two 

hours from Åre. Additionally, several bus and train companies offer direct connections 

to Åre from Sweden's larger cities and Trondheim in Norway. 



 76 

Fig. 11: Accessibility of Åre [SkiStar 2012a] 

 

 

 

 

 

 

 

 

 

 

 

 

Different stakeholders are involved in the tourism development of the destination Åre. 

As tourism is an important source of income for the inhabitants of the region, Åre 

Kommun as governmental power is involved in decisions linked to tourism. A close 

cooperation is established between Åre Kommun and Åre Destination AB, the local 

destination company. Åre Destination AB is a limited company that contains about 70 

shareholders and 260 members. The privately owned company is financed on a yearly 

basis through membership fees. The central aim of the company is to increase the 

volume of guests coming to Åre all year round. A high guest satisfaction, increased 

turnovers of their members as well as a sustainable development of Åre are the central 

goals. Åre Convention Bureau and Spår och Leder i Åredalen (Tracks & Trails) in the 

Åre valley are managed by Åre Destination. [Are360; IP IV, p. 2] One of the main 

current projects of Åre Destination is the 'Sustainable Destination Development Project' 

which is funded by Tillväxtverket (Swedish Agency for Economic and Regional 
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Growth), Regionalförbundet Jämtlands län and Åre Kommun. The project is financed 

with 20 million SEK (approx. USD 3 million). The focus is on the vision to develop the 

destination's potential to become a sustainable, attractive and internationally noticed 

destination all year around. Five core areas have been defined: international market 

knowledge, product development, competence development, sustainability and new 

financial models. The whole process is underpinned by sustainability and innovation. 

[Åre Destination 2013] 

The extent to which these different stakeholders work together - especially in terms of a 

sustainable destination development - becomes obvious within the project 'Åre Vision 

2020' that is presented in the following paragraph. 
 

 

3.2.1 Åre Vision 2020 

Åre Vision 2020 is a model that concerns the future development of the destination Åre. 

Therefore, an informal group comprising various stakeholders in the business sector and 

leading politicians have been working together to make decisions on an overall 

destination level. The stakeholders in the projects are SkiStar, Holiday Club, 

Åreföretagarna, Åre Local Authority and Peak Innovation. The central aim is to make 

Åre to 'The most attractive European alpine all year destination' by focusing on three 

major areas: unique experiences all year round, concern for the environment and a 

borderless welcoming Åre. The environmental strategy is embedded into the 

cooperation of Destination Åre with the two EU regional development funded projects 

Fjällkraft and Clim-ATIC. 

The project was initialized against the background of several threats concerning the 

tourism industry, that may also affect the destination Åre in the future. Changes in travel 

patterns of tourist due to increased fuel prices, climatic changes that might influence the 

duration of the snow-season and accordingly demand are major topics for the future 

destination development. An adaptation of the offer as well as a growing concern 

regarding environmental topics are consequences of these changes. Thus, acting in a 

more environmentally-sensitive manner while promoting a new all-year destination 

concept is the core vision of the project 'Vision 2020'. [Åre Kommun 2012a] 
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Fig. 12: Åre Vision 2020. [Åre Kommun 2010] 

 

 

 

 

 

 

 

One essential requirement of 'Vision 2020' is the integration and active participation of 

all relevant stakeholders. Accordingly, during a workshop at Åredagen in December 

2008 all participants were invited to take part and to contribute in the future 

development of the environmental strategy. Finally, 27 pages documents with 

suggestions and ideas regarding environmental goals and measures for Åre from more 

than 110 people formed the foundation for the future environmental strategy. [Åre 

Kommun 2010] 

For this environmental strategy, the Swedish national environmental objectives 

concerning the reduction of the impacts on the climate, fresh air, living lakes and 

waterways as well as grand mountain scenery form the basis. A clear separation of 

environmental issues from other society topics is impossible sothat social and financial 

aspects have to be taken into consideration to guarantee the development of the 

destination from a holistic perspective. A reciprocal influence between the three main 

areas of Vision 2020 is assumed (cf. figure 12) and has to be considered within all 

decisions made. [Åre Kommun 2012a] The following six development areas are part of 

the environmental strategy [Åre Kommun 2012a, p. 4]: 

External influence: The realized measures consider external requirements such as 

international regulations, legislation and local agreements. 

Innovation: Åre will encourage presently undeveloped or unknown innovations and 

ideas to take a leading position in climate neutral destinations. 
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Resource recycling - all year round: The goal is to use resources more efficiently 

through higher occupancy rates year round and development of climate smart products 

and services. 

Mobility: The local transport solutions are supposed to be further developed to improve 

accessibility of the destination. 

Hostmanship & participation: The creation of a climate neutral, unique destination is 

a central goal wherefore measures should be easy for guests, inhabitants and companies 

to follow. 

Basic level and the obvious: Existing environmental systems and routines which have 

already led to success should be used, maintained and further developed. 

In 2012 a progress report of the goals of 'Vision 2020' was issued, including the 

following results for the environmental concerns [Åre Kommun 2012b, p. 6]:  

 

Table 7: Vision 2020 - Follow-up 2012. 

2020 2012 

Use of 50% eco-certified electricity of which 30% 

wind generated 

20% use eco-certified electricity of which 3% is 

wind-generated 

100% of the companies shall aim to reduce the 

consumption of energy 

75% of the companies strive to reduce their 

consumption of energy 

100% of the new company cars shall be eco-cars, 

of which 50% shall be electric / hybrid cars by 

2014 

14% of new company cars are eco-cars, of which 

1% are electric/hybrid cars 

55% of the winter guests shall travel by train 35% of the winter guests travel by train 

50% of the employees shall be able to commute 

using public transport, 25% shall make use of 

this possibility 

12% of the employees are able to commute using 

public transport 
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3.2.2 SkiStar 

SkiStar is a major player in the destination Åre due to its economic power as leading ski 

corporation. Therefore, its structure and role is presented in the following section with a 

special focus on the question of how the company takes care of environmental topics 

within the destination. 

The Swedish company SkiStar, listed on the Stockholm Stock Exchange, owns and 

operates alpine destinations in Sälen, Åre and Vemdalen in Sweden, as well as 

Hemsedal and Trysil in Norway. The group describes its core business as the alpine 

skiing with focus on the overall skiing experience. The development from a single ski 

resort in Lindvallen to a fully integrated operator of several European alpine 

destinations started in 1975 and was realized within several acquisitions. As shown in 

figure 14, the group’s operations are separated into two business areas: Destinations and 

Property Development. The first area is split into the destinations Sweden and Norway 

and includes skiing, accommodation, ski schools and equipment rentals. The second 

business area covers construction and development at SkiStar destinations in order to 

improve accommodation offers and to generate profit through sales. Supplementary 

activities such as sale of shares offered through SkiStar Vacation Club, sale of 

merchandise through the company’s own brand UA, and insurance solutions provided 

by SkiStar’s insurance company Fjällförsäkringar AB complete the offer and guarantee 

that guests have access to all necessary services for their holiday form a single source 

named SkiStar. [SkiStar, 2012a] 

SkiStar does not only operate the ski area of Åre, but also the accommodation booking, 

seven ski rentals, a sporting goods outlet and a ski school. Additionally, the group 

provides approximately 6.000 beds annually (of which 800 are property) and owns 35 

percent and leases 65 percent of the land on which operations in the ski area are 

conducted. Several restaurants, a night club and a conference centre are leased to 

external operators. The destination is characterized by a constant innovation process as 

well as by regular investments in infrastructure on and beyond the slopes in order to 

improve visitor experiences and to attract new target groups. Examples are a unique 

lighting concept that provides special winter sport experiences during the many dark 

hours in winter, snow parks with different levels of difficulty, a new energy efficient 
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sow-making system that increases the snow guarantee, the offer of lessons for snow 

kiting on the Åre lake and the construction of new lifts.  

 

Fig. 13: Operative Organization of SkiStar. [based on SkiStar, 2012a] 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

3.2.2.1 Environmental Consciousness and Goals of SkiStar 

SkiStar links environmental concerns closely to their overall vision which is the creation 

of "[...] memorable winter experiences as the leading operator of European alpine 

destinations." [SkiStar 2012c, p. 15] The company aims to consider the environment in 

all of their operations that are connected to that overall goal. Accordingly, 

environmental aspects are supposed to be incorporated into other strategic management 

units of the company with the purpose that operations have minimal negative impact on 

the environment and that visitors appreciate SkiStar's destinations as a environmentally 
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formulated in the company's Environmental Policy as well as in the supplementing 

Energy Policy as follows [ibid. 2012c, pp. 22-23]: 

 

 Maintaining the natural beauty of the mountain environment. 

 Designing and selecting products and services with minimal negative impact on 

the environment during purchase, production, utilization and disposal. 

 Making every effort to continually minimize negative environmental impacts by 

reducing the use of natural resources (materials, fuels and energy) and the 

amount of waste products (materials, emissions to land, air and water). 

 Improving continuously the environmental knowledge and awareness of 

employees. 

 Making energy consumption efficient and maintaining energy utilization to the 

lowest level possible in relation to the operations. 

 Identifying and analyzing energy use in order to achieve energy efficiency. 

 Considering energy efficiency of new investments. 

 Sensitizing employees for energy use and common seeking for solutions to 

reduce energy consumption while maintaining product quality. 

 Using renewable energy as intensively as possible. 

 

 

3.2.2.2 Measures Planned and Realized by SkiStar to Improve Ecological   

   Sustainability 

SkiStar has not only formulated strategic goals but has also implemented environmental 

and energy efficiency measures, which are shortly presented in the following section. 

Since the business year 07/08 SkiStar has established a monitoring of the carbon 

dioxide (CO2) emissions that is caused by its operations. In order to minimize the 

environmental impacts caused by business related travelling, SkiStar replaces physical 

meetings by telephone, web or video conferences as often as possible. In the field of 

energy efficiency, many measures have already been realized whereby renewable 

energy sources are playing an important role. SkiStar buys all of the necessary 

electricity from renewable sources and continuously augments the proportion of 
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renewable sources in heating. [SkiStar 2012c, p. 23] The development of the snow-

making facilities has a high priority for the company in order to offer good skiing 

conditions independent from the natural snowfall and to remain competitive to other 

alpine skiing destinations that invest increasingly in these facilities for improving their 

attractiveness for travelers with regard to minimized risk of unsatisfying snow 

conditions [ibid. 2012c, pp. 10, 15]. In spite of the importance of snow conditions for 

economic success of a winter sports destination, SkiStar still considers environmental 

impacts. Accordingly, they perform a modernization and upgrading of the snow making 

system taking into account the energy efficiency. In the frame of these efforts, the 

company is planning to recycle produced heat from compressors of snow-making 

facilities and to divert it back into the district heating network in order to improve the 

efficiency of the energy used. Against the background of the formulated focus on 

renewable energy and climate-neutral production of power, SkiStar is a part owner of 

Dala Vindkraft Ekonomisk Förening as well as of Dala Vind AB and operates together 

with other investors two heating plants in Sälen. Building projects realized by SkiStar in 

their destinations are focused on the use of locally sourced recycled construction 

materials as well as on the involvement of local construction companies. Damages 

caused by the use of land for construction of facilities is aimed to be minimize through 

the protection of trees closely located to the construction area and through the 

preservation and replanting of existing vegetation. The site development of the 

destinations attempts to minimize car travel at the destinations. Therefore the majority 

of new accommodation fulfills the criteria of the category 'Ski In - Ski Out' and is 

therefore in striking distance of the ski-lift facilities. Within the framework of their 

defined responsibilities, SkiStar draws a close connection between the areas of 

environmental and social responsibility as well as the support of a healthy and active 

lifestyle of guest, employees and residents. Regarding the environmental aspects, two 

projects are actually supported on a national and international level: in line with 'Panta 

Mera', a Swedish can and bottle recycling drive, cans and PET bottles are collected in 

special containers at the destinations and the return on the cans is donated to the social 

project "Alla på snö" (Snow for everybody). SkiStar is also participating in the global 

climate manifestation 'Earth Hour' with the goal to raise awareness among visitors and 

employees for the conservation of energy. [SkiStar 2012c, p. 23] 
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3.3 Final Explanatory Statement of the Case Study Selection 

Against the background of the previous explanations, the destinations Laax/Flims/Falera 

and Åre can be defined as sort of "[...] high-tech labors for complex winter destination 

management [...]" [Bärtsch, 2009] and the interest of other winter sports destinations to 

learn from these destination management structures becomes obvious.  

The detailed presentation of the destinations and their dominating ski corporations 

already showed that the Weisse Arena Gruppe as well as SkiStar play important roles 

regarding environmentally-sensitive destination development. Both companies put a 

strong focus on protection of the ecological resources and make environmentally 

sustainable business operations to a core element of their visions and strategies. Large-

scale measures in terms of sustainable development that are specific for winter sports 

destinations - such as the modernization of snow making systems, piste machines and 

lifts - are overtaken by these economically strong companies. Additionally, the 

corporation of both leading ski companies with the local renewable energy producers 

indicates the large extent to which they are able to contribute to the sustainable 

destination development. They are not only using renewable energy for their facilities, 

but are actively supporting the climate-neutral production of power through partnerships 

with and part ownerships of local energy suppliers. This extensive involvement into 

large-scale projects would be impossible for small and medium-sized companies due to 

the lack of financial resources as well as expert knowledge. Thus, this first insight into 

the organizational structures and the status of environmentally sustainable development 

already hints at a major advantage of the corporate structure in comparison to the 

community model in winter sports destinations. 

Accordingly, the goal of this work is to examine these destination concepts more 

detailed with special focus on the organizational structure and environmentally 

sustainable development. Knowledge gained from these exemplary case studies is 

supposed to be of significant importance for the reconstruction of winter destinations to 

more effective as well as ecologically sustainable and ultimately more successful 

destinations. Weaknesses and negative effects of the destination management structures 

are considered as well in order to prevent the same problems from other destinations. 
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4 METHODS AND DATA COLLECTION PROCEDURE 

 

4.1 Working Theses 

Based on the model shown in figure 1 and the knowledge gained from the literature 

review an interconnection between the individual variables influencing 

environmentally-sensitive destination development can be deduced. Within the three 

central working theses that are formulated in the following chapter, hypotheses 

regarding these interconnections are formulated. In alignment with the research question 

as stated in chapter 1.1 and with reference to the formulated summary statements of the 

literature review chapters, the model proposes that variations within the intermediate 

variables (DMO structure, innovation management, change management and strategic 

management) may influence the ways that destinations address their strategy to achieve 

ecological sustainability. Thereby, knowledge management has a key function as it is 

involved in every aspect of the destination management.  

The interconnection of the main aspects – positioning of the destination within the 

continuum between cooperate and community model, organizational aspects within 

different management tasks and knowledge needs and requirements to achieve 

environmentally-sensitive destination development - and the chain of effects that they 

cause can be condensed to the following working theses that will be the subject of 

investigation of the qualitative interviews and their interpretation in chapter 5. 

 

WT1: The characteristics of the established networks of destinations influence the 

environmentally-sensitive development in winter sports destinations. 

Working thesis one aims to bridge the gap between the contextual variables and the 

intended goal and refers back to the central research question. This working theses is 

formulated in an open way as no clear assumption regarding the positive or negative 

impact of specific types of networks can be drafted at this point of the study. At the 

same time WT1 can be defined as underlying assumption for WT3 as the network 

characteristics have a significant influence on the peculiarities of the intermediate 

variables. 
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WT2: The likelihood of achieving ecologically-oriented sustainable development goals 

increases when tourism destinations are able to obtain and apply related and 

relevant knowledge (e.g. knowledge about tourists with the smallest 

environmental footprint, monitoring of defined sustainability indicators). 

The gist of WT2 is that the generation of relevant knowledge from different sources as 

well as its professional evaluation and utilization in different management tasks result in 

a higher level of environmentally-sensitive development in destinations. An intensive 

investment of resources - such as time and money - into the implementation of a 

knowledge application based information technology as tool to collect and evaluate data 

and to support inter-organizational knowledge exchange makes success in terms of 

environmentally sustainable development more likely. Furthermore, WT2 has to be 

perceived as underlying assumption for WT3 as knowledge management influences the 

degree to which sustainability aspects (e.g. stimulating innovations that cause emission 

reduction, supporting the use of renewable energy sources etc.) are considered as 

reflected by the intermediate variables. 

 

WT3: The higher the integration of sustainability topics in all core areas of destination 

management (as listed within the intermediate variables)is, the more likely the 

intended goal of environmentally-sensitive development can be achieved. 

WT 3 is based on the assumption, that an increase in the awareness for sustainability 

topics within different fields of destination management has a positive effect on the 

overall level of environmentally-sensitive development. 

The goal of this thesis is to develop a theoretical framework for winter sports 

destinations for maximizing their success in environmentally sustainable destination 

development. The formulated working theses and their investigation within the case 

studies will help to formulate recommendations to ensure future competitiveness of 

destinations and viability by means of the suitable management structure. 
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Fig. 14: Working Theses. [own graphic] 
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significant importance and should therefore be examined within the real-life natural 

situation. The case study approach is not only a data collection tactic or a research 

design, but a research strategy that covers the logics of research design, data collection 

and analysis. 

The chosen destinations Laax/Flims/Falera (CH) and Åre (SE) display unique cases 

from the commonly established management structures in European winter sports 

destinations and are - according to their pioneer roles - of special interest for the 

implementation of corporate models in European destination management. This 

multiple-case design follows a "replication logic" [Tellis 1997, p. 7]. Accordingly, 

each case is treated as a separate, 'whole' study in which facts are gathered from various 

sources and conclusions are drawn individually on these facts. The goal of using two 

independent case studies instead of a single case design is to identify common patterns, 

processes or results that might mutually reinforce outcomes of each single case study. 

[Smith 2010, p. 192] Although it is a small number of cases examined within this 

research project, the examination of two independent cases still strengthens the results 

as pattern-matching is replicated. Accordingly, confidence in the reliability of the 

finally proposed theory development is reinforced. [Tellis 1997] Additionally, the 

conducted research can be classified as a multi-country qualitative study [Keegan 

2009, pp. 245 ff.] investigating effects on environmentally-sensitive destination 

development in winter sports destinations located in Sweden and Switzerland. As both 

destinations are embedded in an European context, the variations in cultural norms and 

the differences in markets as well as infrastructural development are not considered as 

significant. Thus, the cultural settings of the study areas in different countries does not 

need to be taken into consideration in detail.    

Finally, by reflecting the work of Tellis [1977] the chosen approach can be classified as 

a descriptive case study. The particularity of this type of study is the formation of 

hypotheses characterized by cause-effect relationships. Accordingly, the descriptive 

theory developed by the investigator needs to cover the depth and scope of the cases 

under study, which is within this work fulfilled by the extensive literature review 

forming the theoretical frame for the case study approach. Also Yin [2003] identifies the 

"[...] prior development of theoretical propositions to guide data collection and analysis 

[...]" [ibid. 2003, p. 14] as a major advantage of the case study approach. 
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4.3 Data Collection 

In order to obtain an overview about the organizational structures in both destinations 

that is as complete as possible, a multi-method approach is used. By including 

multiple sources, a broader picture and richer insight into the topic is possible. 

Especially knowledge regarding the contextual framework is gained from sources other 

than the interviews which is of essential importance for the destination case studies as 

operations of the management organizations needs to be examined as embedded in the 

destination as a whole [Smith 2010, pp. 194-195]. Current publications, documents and 

annual reports as well as available archival records form the basis of information. These 

sources mainly deliver general information on the organizational structure, 

environmental issues and measures planned and realized within each destination (cf. 

chapter 3). Gained knowledge from these sources is aspired to be enlarged by semi-

structured interviews with experts on different levels and in different positions within 

both destinations. Hereby, knowledge of comparable size and depth is collected for both 

destinations. The interviewees are guided through a structured list of questions that still 

allows them to talk more about their specific areas of expert knowledge. Personal 

interviews are chosen to be part of this study as they are expected to provide the author 

with an insight into the phenomenon under research and with richer data that could not 

be gained from the answers of structured questionnaires. Hereby, the author is aware of 

the fact, that the results cannot be generalized beyond the subjects interviewed. [Smith 

2010, p. 109] However, due to the lack of exploration and research on the key issue of 

this thesis, this exploratory approach is considered as appropriate. Results serve as basis 

to develop more formal theories and questionnaires to gain structured data that might be 

used in a proportional sampling design in the frame of follow-up studies on this topic.  

For the aimed data gathering, a non-probability sampling design is used, which means 

that the sample units are neither chosen randomly nor under usage of the logic of 

probability, but through other tactics. This approach is especially used due to the 

challenge of accessing individuals in general or of selecting individuals on a truly 

random or representative basis. [Smith 2010, p. 91] As the literature reveals within 

several parts, the definition of relevant stakeholders and experts in destination 

management is a challenging task. Accordingly, the selection of the study participants 

for the qualitative interviews is undertaken using the 'snowball sampling' strategy 

[Coleman 1958; Goodman 1961] which is a form of purposeful sampling [Coyne 1997]. 
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Therefore, in a first step, an initial group of four study participants (two per study area) 

are identified by the author due to their leading managing position within the 

destinations and their presumed knowledge about relevant topics discussed in the 

literature review. After completion of the interview with these initial participants, they 

are asked for one or several other referrals who could give relevant information 

regarding the answered list of questions. Table 8 provides an overview of the conducted 

interviews. 

 

Table 8: List of Interviewees. 

Name* Gender Study Area Perspective Interview 

Code 

Peter Male Åre SkiStar IP I 

Ben Male Åre Åre Kommun IP II 

Max Male Åre Åre Kommun IP III 

Lucas Male Åre Åre Destination AB / 

Independant Consultant 

IP IV 

Frieda Female Åre Åre Destination AB   IP V 

Robin Male Åre SME IP VI 

Jack Male Åre SME IP VII 

Anton Male Laax/Flims/Falera Municipality Flims IP Ia 

Maja Female Laax/Flims/Falera Municipality Laax  

FLF Management AG 

IP IIa 

Carlos Male Laax/Flims/Falera Municipality Falera IP IIIa 

Jonas Male Laax/Flims/Falera Hotelier Association 

Laax/Flims/Falera 

IP IVa 

Roman Male Laax/Flims/Falera Weisse Arena Gruppe IP Va 

Charly Male Laax/Flims/Falera FLF Management AG IP VIa 

*Names have been changed for the sake of anonymity 
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As result of the interview phase, seven interviews for the destination Åre and six 

interviews for the destination Laax are conducted. Twelve of the thirteen interviews 

were conducted by the author of this study via Skype; in one case the questions were 

answered at the request of the interviewee in written form and transmitted via E-Mail. 

The electronic records of the interviews were transcribed as basis for the following 

coding which was done in a two-steps procedure. In a first step, preliminary coding is 

undertaken with the goal to list themes that could be inferred from the respondent's 

words (cf. appendix 9.4.1). In this stage of coding important quotations are chosen by 

the author's discretion in order to reduce the large amount of information. Due to the 

openly asked questions that encouraged the interviewees to display their personal 

perceptions, experiences and knowledge, a large amount of information has been 

collected within the interviews. However, not all information was useful for the analysis 

of the core questions of this study. Thus, preliminary coding serves as a filter for 

relevant information. The second step of coding - the meta-coding - comprises the 

correlation of each preliminary code to a more general theme. As a result, a relatively 

small number of final themes could be identified (cf. appendix 9.4.2) that are used 

within the analysis to support the formulated hypotheses. 
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5 ANALYSIS 

Within the following chapter, a thematic analysis of the interviews is undertaken. 

Therefore, both destinations are analyzed under consideration of the same aspects. The 

list of meta-codes (cf. appendix 9.4.3) serves as a guideline to cover similar topics and 

to proof findings for both destinations. It is attempted to discuss the meta-codes with 

regard to the different perspectives that have been investigated through a variety of 

interview partners from different spheres of activity. Accordingly, four major 

perspectives are distinguished: the leading ski corporation in the destination, the local 

municipality, the DMO and SMEs. 

The following elaboration goes into detail on different themes of the organizational 

structure in winter sports destinations. More precisely, it aims to define what sets 

destinations with a big leading corporation apart from other forms of destinations seen 

from various stakeholder perspectives. It will cover the roles of different stakeholders in 

particular with view to their role in environmentally-sensitive destination development, 

constraints to the aspired development and the distribution of responsibilities for 

sustainability. The findings from the analysis serve as basis for the construction of a 

further research framework that focuses on ecologically sustainable development in 

winter sports destinations in chapter 6. 
 

 

5.1 Winter Sports Destinations: A Stage Play with Different Actors 

Tourism destinations are characterized by a variety of stakeholders who pursue different 

goals, who are connected in different ways and who resume specific roles in the 

organizational structure. A member of Åre Destination AB explained the necessity for 

clearly defined roles and responsibilities among the different stakeholder as follows: 

 

Therefore, it's important for Åre as well as for other destinations to think about 

what kind of different roles to act in the destination development process and to actually 

sit down and talk about what the responsibilities are between these different parties in 

order to deliver a good product to the consumer or to the guest. [IP IV, p. 4] 

 

The conducted interviews provide an insight into the stakeholders' roles in the two 

winter sports destinations under study. As both destinations are characterized by a 

dominant corporation, the following analysis displays aspects of the operational reality 
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of specific forms of corporate governance. The in-depth interviews with different 

stakeholders on their individual perception of their work and their working environment 

allow an examination of the role of the leading ski corporation, the DMO, SMEs, the 

government and the consumers from various perspectives. The following considerations 

help to understand how these internal and external actors in destinations have an 

influence on destination development in general and how they can influence the 

environmentally-sensitive destination development in particular. 
 

 

5.1.1 The Ski Corporation: A Balancing Act between Profit and Good Will 

The main characteristic of the corporate model in destination management is the 

existence of a dominating company that allows the concentration of power to a certain 

degree [Beritelli/Bieger/Laesser 2007, Flagestad/Hope 2001]. Both destinations under 

study possess such a dominating ski corporation. However, neither the Swiss destination 

Laax/Flims/Falera nor the Swedish destination Åre is fully owned or managed by its 

respective management company. Both destinations include a multitude of individually 

run companies and are additionally influenced by the local municipality as well as a 

destination management organization. Thus, the hypotheses of chapter 2.1.2, stating that 

it is unlikely that the empirically observable organizational form is an extreme form, as 

well as the annotation of Flagestad/Hope [2001], pointing out that a totally incorporated 

winter sport destination is considered to be only a theoretical case [ibid. 2001, p. 453], 

are supported by these practical examples of corporate governance. Instead a 

positioning on the spectrum between the corporate and the community model is realized 

in both destinations. 

The extent to which this hybrid form of organizational structure helps to overcome 

possible weaknesses and challenges of the community and the corporate model while 

exploiting the advantages of both governance structures became obvious within the 

interviews with different stakeholders in the destinations. The role of the big leading 

companies and their way to make use of their economic power is evaluated from 

different points of view. With the following statement from a representative of SkiStar, 

the company dissociates itself from opportunistic behavior by taking advantage of an 

existing power imbalance between itself and the smaller actors in the destination: 
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[...] So we are not representing our own companies here, we are representing 

the bigger picture. Of course, we are dominating - I think it's impossible to go around 

that, but we try to think not predominantly by ourselves, but what's best for Åre.         

[IP I, p. 2] 

 

Thus, the danger of the phenomena of the moral hazard, mentioned before as a potential 

disadvantage of the corporate governance, is excluded. A representative of the Weisse 

Arena Gruppe supports this point of view by explaining that they - as a powerful private 

company - have to disburden the local authorities regarding the topic of ecologically 

sustainable development. He states that the Weisse Arena Gruppe has to assume 

responsibility for creating a common vision for the whole destination as basis for 

sustainable performance and development [IP Va, p. 5]. However, these statements of 

the dominating corporations themselves would be valueless as it could be assumed that 

they only pretend to act in a holistic way. But other interviewees from different 

perspectives echoed these self-assessments and underlined the companies' commitment 

for the development of the destinations in general and their extensive corporation with 

the smaller companies: 

 

No, I would say, it's positive. I mean, a destination like Åre needs a power like 

SkiStar to actually function. Because we, all the rest of us small businesses like my own, 

we benefit from this big actor, that they don't want to cover everything, they don't want 

to own everything, they want other businesses to establish themselves nearby. [IP VII, p. 

2] 

 

[...] I would say, that what is a success-factor in this way, is that the big 

companies take a responsibility to support the smaller companies [...] [IP IV, p.2-3] 

 

But as I understand them and when we meet with them, they are always looking 

a bit outside their own businesses to create a good partnership [...] [IP III, p. 1] 

 

These exemplary statements from the different stakeholder perspectives support 

SkiStar's self-evaluation and lead to the implication that in the case of the destination 

Åre, the leading company SkiStar aims to work for general good and assumes 

responsibility for the destination development in a scope that goes beyond their 

entrepreneurial interests. The same can be summarized for the destination Laax, based 

on statements that underline the cooperative partnership between the Weisse Arena 

Gruppe and the other stakeholders in the destination as well as the company's alignment 

in order to serve general interests [e.g. IP IVa, p. 2; IP IIIa, p. 3] (cf. meta-code 1). 
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Thus, weaknesses associated with the existence of a dominating corporation - such as an 

abuse of power or a loss of the individual destination character - are hazards not 

covered. Instead, the important roles of SkiStar and the Weisse Arena Gruppe - 

acknowledged as those companies in the destinations that are able to push innovations 

and the realization of projects - are emphasized by different actors. This outcome 

supports the assumption of Beritelli/Bieger/Laesser [2007] that decisions in centrally 

managed destinations are made and corresponding measures are implemented in a 

shorter period of time while allowing a more innovative approach. The following 

interviewee from a SME in Åre explains why the dominating company has a positive 

influence on the destination development: 

 

And that's why I like SkiStar for instance, that they are powerful economically, 

which makes their decision - people listen to their decisions and people respect their 

decision if they think it's good, and they normally do businesswise. And then it's a short 

period from actually decision to realization. [IP VII, p.2] 

 

The representatives of SkiStar and the Weisse Arena Gruppe state that the ability to 

have one common vision among all stakeholders in order to work for a collective aim is 

a major strength associated with the existing governance and management approach in 

both destinations [IP I, p. 2; IP Va, p. 5] (cf. meta-code 2). This perception is also 

confirmed by others, arguing that the structure is especially supportive for ecologically 

sustainable destination development due to a 'knock-on effect' that only a big company - 

such as SkiStar and the Weisse Arena Gruppe - is able to initiate (cf. meta-code 19). 

One important aspect in there is that the small individual companies "[..] need the large 

players to have the volume of people coming [..]" [IP III, p. 3]. The infrastructural 

requirements in winter sports destinations are extremely high: mountain railways, 

machines for piste preparation and artificial snow production are only a small part of the 

needed equipment. Accordingly, a dominant ski corporation with access to financial 

resources that allows to provide and maintain this infrastructure on a modern or even on 

an internationally leading standard can set the framework for other companies in the 

destination in which they can grow and develop (cf. meta-code 3). Especially when it 

comes to ecologically sustainable destination development, limited financial resources 

of smaller companies are recognized as constrain to sustainability improvement. It is not 

only the representative of SkiStar stating that "With only small companies, it is very 

very hard to get investments and things to happen." [IP I, p.3]. Also other stakeholders 
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explain that ecologically sustainable development is based on a very fragile fundament 

and depends strongly on economic development. It is not only necessary to consider that 

big companies have a better financial standing in general when it comes to large 

investments, but also that they are not as vulnerable to fluctuations in demand in 

comparison to smaller businesses. According to the finding that economic aspects can 

be identified as a major constrain to sustainability improvement (cf. meta-code 7) the 

assumption that a dominating ski corporation might have a positive effect on 

environmentally-sensitive destination development is supported.  

The evaluation of the interviews in the destinations Åre and Laax illustrates an 

interdependency between the big companies and the small and medium sized companies 

[cf. meta-code 13] that is noticed and appreciated by different stakeholders. Statements - 

such as the following from a member of Åre Kommun - underline the existing structure, 

where mutual assistance is indispensible: 

 

I think of course, SkiStar is a very big actor according to the skiing in Åre. [...] 

But they are dependent on these other small companies, acting together with the big 

ones. [IP II, p. 1] 

 

Both destinations provide an example of a modern corporate model in winter sports 

tourism. No significant negative perception regarding the role of the dominating 

company was stated within the conducted interviews. Instead, mutual respect for the 

contribution to the destination's success was noticeable. 

Connecting the results from the interviews with the previously presented environmental 

measures planned and realized in both destinations (cf. chapters 3.1 & 3.2) it becomes 

obvious, that the leading ski corporations play central roles in terms of pro-

environmental destination development. Especially regarding large scale projects in the 

areas of energy production and technological improvements of the necessary 

infrastructure for winter sports activities, SkiStar and the Weisse Arena Gruppe are 

acting as engines of innovation and are presenting attractive corporation partners - for 

example for the local energy companies - due to their economic power accompanied 

with opportunities for investments. 
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5.1.2 The DMO: Think Tank and Meeting Platform 

The necessity for future DMOs to reconsider the role they play in the complex system 

of tourism destinations under consideration of changes that have shaped the demand and 

supply side of the tourism industry during the last decade has been discussed by 

different tourism researchers [Beritelli/Laesser 2012, Fuchs/Weiermair 2003, 

Flagestad/Hope 2001]. The literature review has revealed that DMOs have a central 

importance especially for the achievement of sustainability goals as they function as a 

coordination mechanism between different stakeholders. As a function of the DMO's 

role in the destination, parameters that influence sustainability - such as knowledge 

management and exchange, long-term strategic management and corporation among the 

stakeholders - can be influenced in a supportive or destructive way (cf. chapter 2.5). 

Based on these findings, the following section clarifies the fields of responsibility of the 

DMOs in the destinations under study.  

The analysis of the interviews regarding the self-perception of Åre Destination AB and 

its perception by others has revealed that the DMO fulfills a role that goes beyond the 

traditional role of a tourist organization. Instead, a more communicative, integrated and 

holistic concept has been implemented. With reference to Beritelli/Laesser [2012] who 

suggest a new approach of understanding and defining the role of the DMO by 

providing organizational support to those businesses in the destination that create value 

for visitors and that are characterized by current and future relevance, an accordant 

approach can be identified as being adopted by Åre Destination AB. The organization 

provides support for its members which are in terms of the number of businesses mainly 

small and medium-sized enterprises. The way they are realizing this assistance is 

perceived as a selective procedure that takes account of sustainability performance of 

their members. Having implemented sustainability targets in their own company's 

vision, they communicate these targets to their members, trying to support especially 

those innovations and projects that consider sustainability aspects. The owner of a SME 

in Åre - also a member of Åre Destination AB - described this influence of the DMO in 

terms of sustainable development as follows: 

 

I think, what I feel is, if you have a good idea you get supported by the 

destination company. [...] And I think that when you start to create innovations, when 

you are creating new things, there are more environmental factors in that. I think this 

comes from Åre Destination, that they think that this should be sustainable. [IP VI, p. 6] 
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This statement makes clear, that the DMO supports ideas and innovations of their 

members that take sustainability aspects into account. Through this selective behavior, 

the way of thinking of the businesses gets pushed into a more environmentally-sensitive 

direction. Åre Destination AB is based on voluntary membership and through the clear 

communication of sustainability goals as part of their profile, this DMO has 

implemented a certain kind of selective membership. Companies that decide to join the 

organization can expect a focus on sustainability projects and an according use of the 

membership fees. With this conceptual framework, Åre Destination AB fulfills an 

important aspect of the new type of DMO according to Beritelli/Laesser [2012] as well 

as Bieger et al. [2011]. Deviating from the classical scope of action of DMOs, the 

modern destination management organization is not in charge for all single service 

providers and enterprises in a determined political-administrative area. Instead, Åre 

Destination AB realizes a focused product development and a selected support for those 

businesses that identify themselves with the DMO's communicated goals and vision. 

Accordingly, the DMO in Åre is an example of these 'DMOs of the 3rd generation' 

[Beritelli/Laesser, 2012, p. 4] that are obviously more powerful and influential in terms 

of an environmentally-sensitive destination development. 

An additionally important aspect in both destinations is their positioning as all year 

around destinations. The destination Laax/Flims/Falera advertises summer and winter 

season separately by arguing that winter and summer tourism attract different target 

groups for the region so that two strong brands and distinctive profiles are necessary 

[Mountain Vision AG, 2011e] (cf. chapter 3.1). Åre defines the vision to become a 

sustainable, attractive and internationally acknowledged destination all year around 

within the goals of the 'Sustainable Destination Development Project' [Åre Destination 

2013]. The decision regarding the positioning in both seasons does not only contribute 

to the economic sustainability of the destinations, but also to the ecologically 

sustainable development. Taking into account that winter sports tourism per se is less 

sustainable than summer tourism (cf. meta-code 32) - due to the necessary infrastructure 

such as lifts, artificial snow-making facilities or slope preparations - the combination of 

winter and summer tourism is a possibility to compensate unavoidable environmental 

damages during winter through the attractiveness of the destination in summer for the 

generally more environmentally-sensitive tourists. Thus, the development of an all-year 
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concept can be acknowledged as part of the sustainability measures that is pushed in 

both destinations by their DMOs. 

When it comes to the classification of the destinations Åre and Laax into one of the 

destination management archetypes according to d'Angella et al. [2010] (cf. chapter 2.5) 

the difficulty of a clear positioning due to the uniqueness of each destination becomes 

obvious. Åre Destination AB as well as the Flims Laax Falera Management AG (FLFM 

AG) feature the main characteristics of the 'entrepreneurial model'. Nevertheless, as 

SkiStar owns around 45 percent of the destination company and as the Weisse Arena 

Gruppe takes over a core position in the FLFM AG, fragments of the 'leading firm 

concept' can be identified as well. The dominating companies own the major 

infrastructure that is necessary to maintain the winter sports offer as the destinations' 

core businesses. Thus, these single entities play key roles in attracting tourists as well as 

in providing financial resources for further development. However, what differs both 

destinations from the stereotype of the leading firm concept is the fact, that neither 

SkiStar nor the Weisse Arena Gruppe is solely focused on its own economic success, 

but instead supports the participation of local service suppliers in the destination 

development (cf. chapter 6.1.1). Accordingly, it can be stated that both destinations are 

positioned on the continuum between these two concepts by taking advantage of the 

positive impact that an economically strong company can have without neglecting the 

essential role of the individual companies.  

Åre Destination AB and the FLFM AG present themselves as platforms for knowledge 

and experience exchange. These organs of the organizational structure are perceived as 

important institutions to represent the interests of the small companies and to mediate 

between different stakeholder groups under the premise of acting in general public 

interest [cf. meta-code 14]. Within this role, the DMOs support the cooperation between 

the public and the private sector, which is generally perceived as a preconditioned 

aspect for ecologically sustainable destination development [cf. meta-code 17]. 

Accordingly, from how the DMOs themselves define their positions as wells as from 

how other stakeholders perceive their roles, it can be stated that Åre Destination AB and 

the FLFM AG influence different parameters that are effecting ecologically sustainable 

development in the destinations in a positive way. The following interviewee from a 
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SME in Åre commented on the role that the DMO plays regarding sustainable 

development as follows:  

 

I mean, the most important thing there is that Åre Destination, that they really 

have that sustainable thinking. From what I hear and what I see, the rules and the 

papers that they write, they have a sustainable thinking in what they should do and I 

hope that they live up that. [SME, IP VI, p. 3] 

 

The evaluation of the interviews supports the hypothesis that the DMO has a central 

importance for ecologically sustainable development (cf. summary statement literature 

review VIII). The institution is perceived as platform that allows coordination between 

different stakeholders while providing support and orientation for the smaller 

stakeholders. Thus, the observable structures in the destinations under study correspond 

to the conception formulated by the UNWTO by bringing together resources and 

expertise as well as by coordinating activities with the objective to achieve the best 

possible results for the stakeholders involved as well as for the whole destination. 

[UNWTO 2007, p. 2] 

Additionally, the DMOs influence different parameters that are identified as relevant for 

environmentally-sensitive destination development. A major responsibility in this 

context is identified in the field of knowledge creation and management. On the one 

hand the DMOs are platforms for knowledge exchange due to their connected members 

and on the other hand they can provide knowledge for those companies who struggle to 

generate, interpret and use knowledge themselves. This specific responsibility regarding 

knowledge generation and management for the whole destination - and especially as 

assistance to smaller companies - is explained by a member of Åre Kommun in the 

following statement:  

 

It's a lot of small businesses and the traditional way is: you do your own 

business and you do not work with sciences or new knowledge or develop new 

knowledge. So for the destination company - it's a necessity to take care of new 

knowledge to do a development in the right way [...] [IP III, p. 3] 

 

The perception of a representative of Åre Destination AB proofs that the destination 

management organization tries to fulfill this responsibility by initiating and supporting 

projects that push knowledge exchange regarding sustainability on the level of small 

businesses and inhabitants of the destination. The goal is to identify how higher-level 
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environmental topics effect the "[...] smaller world that you are living in [...]" [IP V, p. 

4] with the strategy to develop hands-on plans that encourage each individual to do 

small steps that are possible in their individual scope of action. While these small steps 

are still aspiring a higher goal, the bottom-up strategy ensures that "[...] every individual 

is provided with strength to pursue their own ideas" [IP V, p. 3] instead of feeling 

incapable of action due to the extremely wide range of the subject-related types of 

problems and questions. [IP V, p. 3-4] The FLFM AG realizes the best practice 

approach by assigning different tasks to the experts in the particular field of operation. 

This concept allows to pass on knowledge from experts to all stakeholders. 

Accordingly, both DMOs - as modern destination management organizations - 

correspond to the idea of the UNWTO [2007] that a DMO should bring together 

resources and expertise as a platform for communication and mutual learning instead of 

dictating measures from a top-down perspective [ibid. 2007, p. 2]. The networks of 

partners enable a constant flow of knowledge, generated from various perspectives (cf. 

meta-code 8) which is essential for sustainable development of a destination in a long-

term perspective (cf. meta-code 5). The DMOs have internalized the perception that the 

definition of sustainability goals and measures is a constant development process (cf. 

meta-code 6) which requires appropriate tools. As one example, the network WIDE in 

the destination Åre can be mentioned as an open-source innovation tool that serves as a 

platform for all kind of people to communicate and develop their ideas regarding 

sustainable improvement in the destination [IP V, p. 5]. Another tool that has been 

implemented by Åre Destination AB is a web-based education tool for seasonal workers 

coming to Åre each year during the peak-season. So far, the program is focusing on 

improvements in guest reception and services, but an extension of the content on 

sustainability topics is supposable [IP IV, p. 5]. The FLFM AG also acknowledges the 

necessity for constant development and improvement. Accordingly, balance score cards 

have been implemented as tools to evaluate the fulfillment of tasks by the different 

providers and to measure the development in the destination [IP IIa, p. 7]. 

Another important aspect regarding the role of the DMO is their economic position 

within the destinations. A representative of SkiStar stated that a DMO has an advantage 

over big companies due to its independence towards stock owner's performance 

pressure. This attempt to meet economic expectations of stock owners can lead to 

market failure, which means that market-like behavior of individual gain-seeking does 
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not lead to efficient results but an exploitation of public goods instead [Bator 1958]. The 

goal of a DMO is not to maximize the return on investment, but instead to build a stable 

and sustainable framework for the companies and inhabitants in the destination [IP I, p. 

8]. Accordingly, measures for environmentally-sensitive development - that are 

normally connected to higher costs in terms of development and construction - might be 

more likely to be initiated by the DMO. Taking into account the theory of public goods 

[Samuelson 1954] - already discussed against the background of the governmental role 

in sustainable destination development in chapter 2.2.2.3 - the DMO seems to assume a 

significant obligation in protecting these common-pool resources as they are not 

primarily pushed by economic attempts. A member of Åre Destination AB formulates 

this pioneering task of the DMO as follows:  

 

As we earlier mentioned about being good examples in how to work with 

sustainability, we can have a role in that. [IP V, p. 7] 

 

This statement supports the basic idea, that the DMO can fulfill an important role 

especially in sustainable development by setting a good example and by providing 

support for the small companies in gaining knowledge about sustainability issues. 

Furthermore, the DMO itself defines lobbying on a regional and national level as its 

own responsibility in order to set the framework for ecological sustainable destination 

development. For example, the maintenance of the accessibility of Åre by public 

transport is aspired by Åre Destination as it is an important aspect to support sustainable 

development for the whole region [IP V, p. 7]. An interesting aspect regarding this topic 

is the fact, that several interviewees mentioned the improvement of public transport as 

one of the major challenges for ecologically sustainable destination development in the 

future (cf. meta-code 18). However, only the DMO assigned this topic to its own 

responsibilities, which again underlines the importance of an organization within the 

destination that works for general good instead of for individual profit. But although the 

responsibility in supporting the bottom-up process towards sustainable development 

through processes, information and knowledge is acknowledged within the DMO [IP 

IV, p. 8], the limited funding and narrowed access to financial resources are identified 

as major challenges in both DMOs. That is why an expanded network including the 

local government, non-profit and grassroots-organizations as well as the big actors in 

the destination is perceived as necessity. Especially, financial support through public 
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funding is of major importance to realize projects on the part of the DMO, which again 

underlines the fundamental need of cooperation between the public and the private 

sector. [IP V, p. 2; IP IV, p. 8]  

The different perspectives on the role of the DMOs in Åre and Laax have shown that the 

organizations have developed an effective way to foster network building, knowledge 

sharing and empowerment to encourage creativity and commitment among all 

stakeholders [Hall 2006, p. 96]. With a strong focus on sharpening the awareness of the 

destinations' inhabitants regarding the importance of ecologically sustainable 

development, the DMOs contribute an important part to the bottom-up strategy which is 

perceived as a suitable approach to support long-term oriented sustainable development 

(cf. meta-code 20). This concept requires an extraordinary commitment of the local 

inhabitants and small individual businesses that are aware of the fact that the natural 

resources are a fundamental basis for their businesses as tourism is one of the major 

sources of income. According to the following explanation of a representative of Åre 

Destination AB, this commitment has developed in Åre during the last couple of years 

and was supported by the DMO as a think tank and meeting platform: 

 

[...] I think that since we have a lot of grassroots organizations or networks and 

ideas coming from people that have a strong relationship to Åre, they do amazing 

things, I mean really, truly amazing things [...] this fills me with hope for the future 

because they act on this, they are not waiting for the government or for us or for 

anyone, they are just doing! [IP V, p. 7-8] 

 

As examples for these grassroots organizations networks such as CSR Åredagen were 

mentioned by the employee of Åre Destination AB. This non-profit organization, 

communicating via social media as well as in the frame of physical meetings, supported 

the DMO in organizing the Åre Sustainability Summit in November 2013. The DMO 

tries to support this organization that is fully devoted to CSR and sustainability topics in 

the destination through financial funding. These kinds of organizations are the 

foundation for a bottom-up process as they communicate the possibility of acting also to 

the inhabitants and small companies. Another implemented network is the open 

platform WIDE which can be used by every stakeholder in the destination - no matter in 

which position - to communicate ideas and to make suggestions in terms of 

sustainability improvement. Additionally, the initiatives of small individually run 
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companies are mentioned as those who try to grow their own vegetables or to raise their 

own pigs in order to run their businesses in a self-sufficient and sustainable way. [IP V]  

Although all these attempts express the existing willingness to move towards a more 

environmentally-sensitive destination development, it cannot be disregarded that all 

these small projects are not able to change the situation dramatically as long as large 

investment in the big areas of sustainability - such as energy production, water economy 

and forestry - are missing. Thus, it has to be put into question if the DMO is really in a 

position to contribute to these investments or if it fulfills rather its role in sensitizing 

customers and entrepreneurs through measures in terms of sustainability that are media 

effective. Even though the will to realize necessary big projects exists among the 

members of Åre Destination AB and FLFM AG, their main challenge is to have access 

to financial funding on a large scale. [IP IV, p. 8; IP IIa, p. 8] Again, this leads to the 

outstanding role of the dominating ski corporation and its economic power in terms of 

investments and to the hypotheses, that large actors can improve sustainability 

performance in the destination significantly due to their access to financial resources. 
 

 

5.1.3 SMEs: Zest for Action versus Economic Constraints 

The European tourism sector is dominated by small and medium-sized enterprises. 

Their potential strengths and challenges have been investigated especially under 

consideration of the dramatic changes in tourism markets since the 1980s with a rapid 

expansion of the industry and a development towards a buyer's market. [Buhalis/Peters 

2006, p. 122] Although both destinations under study are characterized by a powerful 

leading ski corporation, the importance of the SMEs should not be underestimated 

neither for the destinations' offers and attractiveness nor for the environmentally-

sensitive destination development. The interviews clearly showed which role they play 

in the pro-environmental development from different stakeholders' perspectives. Their 

ambivalent role between zest for action and economic constraints is explained in detail 

in the following.  

A major challenge for SMEs is to combine sustainable business management with their 

major aim to generate profit to sustain their company. Over recent years, financial 

sustainability has been at the center of management's attention due to the perceived 
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economic threats triggered by global recession. Especially small companies are 

vulnerable to economic changes sothat pro-environmental development might not be a 

priority for them in the first place. This difficulty for the SMEs is also acknowledged by 

SkiStar, commenting that "[...] with only small companies, it is very very hard to get 

investments and things to happen." [IP I, p. 3] However, the big player also emphasizes 

that economic constraints might be used by small companies as an excuse for inaction. 

This phenomenon was explained by an interviewee from SkiStar as follows: 

 

[...] it is easy for people to - instead of work hard to reach the goals and the 

vision - just relax, sit back on their chair and wait for someone else to do things. And 

they always point on the big ones like SkiStar - but we cannot do everything, sometimes 

we need help, even if it's not economic, maybe it's support for example through 

manpower. [IP I, p. 3] 

 

This lack of responsibility that SMEs might show in terms of ecologically sustainable 

destination development (cf. meta-code 4) could neither be totally dispelled nor be 

proven by the analysis of the interviews. On the one hand, the statements of 

representatives of SMEs supported the general hypothesis regarding economic 

constraints that they have to face in terms of ecological sustainable development. But on 

the other hand, their potential in changing structures in an environmentally-sensitive 

way due to their high flexibility should not be underestimated. Especially in the 

destination Åre, a representative of Åre Destination AB confirmed that the small 

companies demonstrate an extreme creativity to develop and realize ecologically 

sustainable concepts that are in their scope of action. As an example, the story of the 

owner of a small hostel was mentioned who started to provide the hostel with self-

grown food. The entrepreneur started to cooperate with ICA Åre - the local grocery 

store which pertains to a national chain - that gives free food to her that is non-saleable 

any more in order to provide healthy provender for the pigs she keeps and at the same 

time to break through the negative cycle of the 'throwaway society'. These small 

measures are not part of big sustainability projects, but taken together they can however 

trigger a movement towards a more sustainable development. [IP V, p. 8] This example 

also proofs the hypotheses that small businesses need a concrete hands-on guideline for 

ecologically sustainable development (cf. meta-code 24) instead of abstract strategic 

plans. Providing the SMEs with knowledge about how they can contribute to the 

environmentally-sensitive development of their destination on a day-to-day basis is 
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perceived by Åre Destination AB as an important mission in order to push the bottom-

up process that cannot be realized without the support of the SMEs. [IP V, p. 4-5] 

An important aspect regarding the role of the SMEs in environmentally-sensitive 

development is their interdependence with the consumer's role that was also suggested 

by Dolnicar/Leisch [2008a/2008b]. The strong influence of the tourist's demand for 

more ecologically friendly products has been proven within the analysis. A 

representative of a SME in Åre answered a question regarding the role of ecologically 

friendly products in their business portfolio as follows and expresses the discrepancy 

between general motivation and specific action: 

 

[...] if we consider that we can start making money from it, we will do this. We 

try to do as good as we can in our daily work. And if we see that we can make money 

from it, that we got request from customers for it or that we are losing customers [...] 

then we could bring it up and use it for our corporate advertising, but today, we don't 

have it. [IP VI, p. 6] 

 

This statement makes clear, that potential economic benefits are not only a major 

additional incentive for SMEs, but rather a necessity due to limited resources and the 

required amortization of investments. The potential opportunity to use ecologically 

friendly products as USP for positioning on the market is generally acknowledged by 

the SMEs, but the existing demand does not provide enough pressure for the companies 

so far. However, a representative of a SME in Laax explained that the expectation of 

guests coming to Switzerland in terms of ecological sustainability is generally high 

sothat it becomes more and more part of the basic requirements that are indispensable 

for the single service providers as well as for the successful positioning of the 

destination in general [IP VIa, p. 6].  

The motivation required to cause changes towards a more pro-environmental attitude of 

the SMEs seems to be an extrinsic motivation. Self-Determination Theory (SDT) 

defines different reasons or goals as types of motivation that cause a certain action. The 

most basic distinction is made between intrinsic and extrinsic motivation. While 

intrinsic motivation can be identified when an action is done for personal satisfaction 

and interest instead of for some separable consequence, extrinsic motivation is 

interlinked to activities that are done in order to achieve a certain outcome and external 

reward respectively to avoid external punishment. [Deci/Ryan 1985] The weighing of 
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the instrumental value of pro-environmental measures seems to be an important aspect 

regarding the behavior and attitude of the SMEs in the destination and needs to be 

considered more intensively when it comes to the development of a plan for an 

ecologically sustainable destination development. 

Although the customer's demand is mentioned as main motivating factor, the 

responsibility to identify these demand patterns is assigned to other stakeholders as the 

following statement of an owner of a SME in Åre indicates: 

 

[...] I think they [the DMO - ed. note] have a big role to play because they need 

to put up the things: if they see that the requests start coming, we need to be updated, 

too, and they need to inform us like "this is the wind that blows now". [IP VI, p. 6] 

 

On the one hand this quote supports the assumption that the SMEs might demonstrate a 

lack of responsibility (cf. meta-code 4), but on the other hand it also indicates the 

importance of providing access for them to knowledge about trends and developments 

as they might not have the financial or human resources to take part in research 

themselves. Therefore, an IT-application and a shared data base are useful to not only 

evaluate and improve guest satisfaction, but also to support ecologically sustainable 

destination development (cf. meta-code 9). An important challenge in promoting 

environmentally-sensitive development among SMEs is based on the fact, that 

especially small local businesses are more focusing on a short-term perspective while 

ecologically sustainable development requires long-term thinking and forward-looking 

economic actions (cf. meta-code 22). However, this finding, already identified within a 

research project of Novelli et al. [2006] on innovative capacities of SMEs, should not 

just be perceived as a constraint by coordinators or initiators of sustainability projects, 

but rather as a reason to develop more hands-on plans for SMEs that comprise small 

steps and thus cause progressive success and changes. Again, the adaptation of 

sustainability plans to a comprehensible and practicable level for SMEs as an important 

tool to create a bottom-up sustainable development is indicated (cf. meta-codes 20 & 

24). An accordant approach on a destination level will push the SME's zest for action 

and reduce their economic concerns. 
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5.1.4 The Government: Backbone of Environmentally-Sensitive Development 

The government and the public framework are perceived as important and powerful 

regulators for sustainable development as they can adjust legislation to the requirements 

of ecological sustainability and to the protection of the common pool resources (CPRs). 

Within several interviews it became obvious that unlimited economic growth is 

perceived as a dangerous threat for the destination and that governmental limitations are 

wanted in order to ensure ecologically sustainable development (cf. meta-code 12). 

However, the way the government fulfills this decisive role is scrutinized in a critical 

way as the following quote of an interviewee from Åre Destination AB indicates: 

 

I think it has to be someone responsible for the overview and the overview of the 

planning and also when Åre is attracting a lot of money from outside, we have to have a 

strong local governance and strong politicians that can say "no, this is the limit, Åre 

cannot take more" - and we don't have that, we don't have a policy or a plan for that. 

[IP V, p. 3] 

 

Contrary to the survey results of Miller [2001] respondents in the destination Åre 

emphasized the importance of individual initiatives and the necessity to perceive 

ecologically sustainable destination development as a shared and indispensible 

responsibility between all stakeholders in the destination. Miller [2001] exposed a lack 

of confidence in the industry's degree of responsibility regarding sustainable 

development on the part of the consumer. There upon the importance of the government 

to overtake responsibility was identified. The governments in Åre and Laax are also 

perceived as important sources for financial funding of sustainability projects [IP VII, p. 

6; IP IIa, p. 6] and as essential institutions to set up rules and environmental policies as 

a framework for the development in the destinations [IP V, p. 3; IP IV, p. 7; IP I, p. 6; 

IP II, p. 4; IP VIa, p. 3; IP IVa, p. 6]. However, this top-down perspective is only 

perceived as one part of the whole system that will not function without the appropriate 

bottom-up support. A member of Åre Destination AB illustrates how the framework for 

sustainable destination development comprises bottom-up as well as top-down 

procedures in the following statement: 

 

So, I think there's little bit of both here: basically we are setting targets on 

sustainability from top-down, starting with sustainability goals on the EU-level, then we 

have sustainability-goals on the national level and then we have sustainability goals on 

the regional levels and those are all connected in terms of their overview, but they get 
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more detailed, and they get more specialized, focused or adopted to Åre as a 

destination. And then we come down to the local level and we make our own goals and 

we need to connect them to these top-down public structures and then it has to be 

implemented into each and everyone's business and homes in order to be actually 

successful. [IP IV, p. 6]  

 

An important and highly interesting aspect to mention regarding the role of the 

government is that they are not only perceived as regulating institution, but as a 

strategically relevant cooperation partner for projects within the destinations. For 

example, Åre Kommun is taking part in the project "Vision 2020" and contributed 

significantly to the formulation of the strategy for this long-term sustainability project. 

A representative of the municipality stated that this kind of cooperation - where the 

municipality steps outside its normal business area and gets actively involved in bigger 

projects that are realized in the destination - is a unusual, but good. [IP II, p. 5] Within 

the destination Laax, this type of cooperation is exemplarily realized in terms of 

planning the implementation of an e-bike system in the three communities [IP IIa, p. 7]. 

This cooperation between the public and the private sector is perceived as important 

aspect for sustainable development (cf. meta-code 17). The following statement of an 

owner of a SME in Åre makes clear, that the government is expected to support 

sustainability through knowledge supply: 

 

When it comes to local authorities or government, how they stimulate 

sustainability here, it's that they often fund projects and we get more and more 

knowledge and information from the local authorities about how to behave and how to 

take care of our footprints like garbage and so on. [SME, IP VII, p. 6] 

 

Regarding future development it can be assumed that the role of the government will be 

extended as those aspects that are today considered as honorable measures for 

environmentally-sensitive development will become part of the legislation. The 

government will more and more serve as a guide that helps businesses, visitors and 

inhabitants to act in an environmentally friendly way. However, the effectiveness of 

prescriptions that reduce the scope of action for the stakeholders in a tourism destination 

is a radical method where the long-term efficacy needs to be put into question [cf. 

Williams/Ponsford 2009]. The following statement of a representative of Åre 

Destination AB should be considered when determining and reducing the role of the 

government as legislative power: 
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My personal view is that it has to be the individual. [...] you have to feel that you 

want to do this - because if it's forced, it's going to be faked, I think. And especially 

regarding sustainability issues, you have to have the knowledge and you have to want to 

change. [IP V, p. 4] 

 

Accordingly, individual commitment needs to be defined as elementary precondition 

and the role of the government should focus on triggering and supporting the 

development of this commitment. 

 

 

5.1.5 The Consumer: Real Pro-Environmental Attempts versus Shallow Interest 

Every individual has his or her own understanding of environmentally-sensitive 

consumption and sustainable development which complicates the challenge in bringing 

together tourists' demand and tourism service providers' offer in terms of an 

ecologically sustainable destination development. The decisive role of the consumers 

for pro-environmental destination development has been investigated by several 

researchers in tourism [Dolnicar/Leisch 2008a, 2008b; Fadeeva 2004; Gale/Hill 2009; 

Holden 2009]. The hypothesis formulated in chapter 2.2.2.1, stating that the role of the 

consumers' demand for sustainable tourism products requires a specific consideration, is 

clarified by the analysis of the conducted interviews. Interviewees in both destinations 

mentioned the consumer demand as a major driving power for ecologically sustainable 

destination development (cf. meta-code 11) as the following statement of a SME in Åre 

exemplifies: 

 

Actually, I think everything starts with the customers - what they really want, 

that's my opinion. If they want, if they request us to have a more sustainable destination, 

then the destination will answer to that. If there's no request, I don't think that the 

destination will put too much energy in create that sustainable destination. [IP VI, p. 6] 

 

This quote is representative for the perception of all different kinds of stakeholders and 

their awareness of the decisive power that the consumer has on how the destination will 

develop in the future and especially on how important ecologically sustainable 

destination development will be. Thus, the analysis of the interviews supports the basic 

idea of the demand-driven approach suggested by Dolnicar/Leisch [2008b]. In addition 

to the awareness of the importance of guest's demand as a major influencing factor for 
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destination's decisions regarding environmentally-sensitive development, a general 

change in consumers' demand patterns towards more environmentally friendly products 

is notified as well (cf. meta-code 16), indicated by the following quote of a 

representative of Åre Kommun: 

 

I think it's important for the tourists who are coming, that there is an 

environmentally friendly face and situation in general. [IP II, p. 4] 

 

This quotation from Åre Kommun supports the theory of Williams/Ponsford [2009], 

emphasizing the potential influence of ecological sustainability for travel decisions. It 

can be assumed that this perceived change in consumer demand towards a pro-

environmental consumption functions as an antipole to economic aspects as main 

constraints to sustainability improvement (cf. meta-code 7). In this context, a 

representative of Åre Destination AB formulated the necessity for those companies who 

are running their businesses in a sustainable way to be on the forefront sothat other 

companies can benefit from their experience. For this learning and bandwagon effect it 

is helpful that these companies communicate that "[...] it could mean that you can earn 

money, because you can attract certain tourists and also you can lower your costs." [IP 

V, p. 6] (cf. meta-code 30) and that pro-environmental business concepts can help to 

take over a leading role in the highly competitive winter sport market due to the 

establishment of an USP [IP VIa, p. 6]. 

However, it needs to be questioned if customers can really access and control 

sustainable destination development that goes beyond their typical focus on the tourism 

experiences. Transferring the responsibility to the customers is too naive as their 

constricted, biased and insufficient perception of ecologically sustainable destination 

development might currently only account a very limited field of sustainability. 

Customers typically take many product attributes for granted and only have a negative 

perception if these characteristics are missing. Also in terms of ecological sustainability 

this limited product perception has to be considered. If guests only become aware of 

environmental aspects when they can personally notice changes in a negative way (for 

example in terms of bad air conditions or polluted freshwater lakes) then their influence 

on sustainable development needs to be strongly put into question. Considering the fact 

that it might already be too late at the point when customers become aware of 
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grievances in terms of environmental conditions, the focus needs to be put on the 

proactive behavior of the business operators (cf. meta-code 27) instead of on the 

consumers' demand.  

Especially interviewees in the Swiss destination Laax mentioned that guests travelling 

to Switzerland have higher expectations in terms of sustainability and protection of the 

environment per se as the destination is internationally well-known for its strong focus 

on natural resources. Additionally, the high price level in the destination in comparison 

to other European winter sports destinations is mentioned as a trigger of advanced basic 

expectations in terms of sustainability, arguing that guests who pay more want to enjoy 

their holidays with a clear conscience instead of being worried about environmental 

damages they might cause [IP VIa, p. 6, ]. These statements are presentable for the 

generally shallow interest of consumers in sustainability topics that focuses on those 

measures that can be advertised and that are easy to communicate. Accordingly, an 

awareness for those topics and measures that contribute to a big amount to sustainability 

- such as forestry, water economy and energy production - are mainly outside of their 

fields of perception and an accordant demonstration of a concrete demand cannot be 

expected. Although a general growing awareness of tourists for environmental topics is 

identified by different stakeholders, the tourists' pressure on the companies is not strong 

enough, taking into account the following statement of a representative of a SME: 

          

 [...] I hope that customers will ask for this and will choose their destination on 

how sustainable they are. So, I hope, in the future, there will be a bigger aim to work 

with for us, than it is today. [IP VI, p. 7] 

This statement seems to be controversial, but at the same time expresses the complexity 

of ecologically sustainable business operations. The companies seem to have an 

understanding of the necessity of sustainability improvement themselves in general, but 

remain partially inactive. To overcome this lack of action - that might have economic 

reasons (cf. meta-code 7) or might be based on a matter of habit - they demand a 

stronger pressure by the consumer that does not leave them a choice. Accordingly, the 

influence of the tourist in causing changes regarding environmentally-sensitive 

destination development and management seems to be existing especially regarding 

small and medium-sized enterprises. However - as mentioned before - it needs to be 

distinguished between those sustainability aspects perceived by the customers and those 
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that are technically possible and essential for sustainable development in terms of large 

scale investments. Nevertheless, those rather small and inconsiderable sustainability 

measures that are within the perception of the tourists can form and support an 

economic basis that enables future investments in sustainable development in the long-

term perspective.  

An additional limitation to the more ecologically sustainable pattern of demand was 

identified by Luthe/Schläpfer [2011] as the lack of willingness of many tourists to 

accept losses in terms of quality and comfort regarding their travel experience. This 

particular challenge of the tourism industry when it comes to pro-environmental product 

development can not totally be disclaimed although a general tendency towards a 

growing awareness of and sensitivity for environmental topics can be noticed within the 

interviews. However, especially when it comes to transportation, a member of Åre 

Kommun states that a fast and comfortable way of travelling is demanded by the tourists 

[IP III, p. 5]. Another example was mentioned by the person in charge for the 

Greenstyle Project in Laax, stating that although it might be unsustainable to run all lifts 

on days when visitor numbers are low, the company does not want to reduce the offer 

for sustainability measures due to a lack of acceptance on the side of the guests [IP Va, 

p. 7]. Thus, the still existing gap between pro-environmental attitude/awareness and 

action needs to be considered in terms of the role of the consumer. At the one hand, an 

ecologically sustainable destination development needs to find solutions to avoid losses 

of comfort and on the other hand the operational readiness of their guests needs to be 

strengthened. Therefore, an examination of the motivation of guests in terms of an 

intrinsic or extrinsic motivation is necessary [Deci/Ryan 1985]. Knowledge about what 

motivates consumers to act in a sustainable or non-sustainable way can lead to more 

focused measures that achieve to influence this motivation in a pro-environmental way. 

It can be noted, that the analysis of the interviews supports the general idea of the 

demand-driven approach suggested by Dolnicar/Leisch [2008b]. However, this 

awareness regarding the customers' decisive role is not pursued consequently to the 

suggested implementation of a selective marketing technique in sustainable destination 

management by identifying potential tourists with the smallest environmental footprint 

[Dolnicar and Leisch 2008a]. All different stakeholder groups negated the question 

whether there are attempts to identify these ecologically sensitive customers to support 
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the pro-environmental destination development through the demand side (cf. meta-code 

10). While some statements imply, that the development to actively identifying tourists 

with the smallest environmental footprint is an attractive or even necessary step for the 

future [IP IV, p. 7; IP VII, p. 6], other stakeholders did not see the destination Åre as the 

right destination to appeal these kind of tourists. They explained that those tourists, who 

are searching for a real wilderness experience are not the guests who come to Åre, but 

who go to other places in Sweden or Norway that are located much more apart from the 

civilization [IP I, p. 6]. At this point it needs to be questioned if destinations can 

distance themselves in the first place from the responsibility to provide pro-

environmental development for their guests by claiming that their development has 

reached an advanced state that does not attract those ecologically sensitive tourists any 

more. Therefore, the extent of demand-side pressure needs to be investigated more in 

detail and the option of measures for renaturization need to be considered.  

The gap between the acknowledgement regarding the decisive role of the consumer for 

destination development attended by a generally noticed tendency towards new pro-

environmental consumption patterns in tourism and the absent attempt to identify these 

tourists for active segment-specific marketing can be notified as an inconsistent 

behavior. This obvious gab between awareness and action needs to be one of the main 

fields of intervention for the future. Neglecting the philosophic question of who is 

responsible for sustainable development in tourism and instead focusing on the wide 

spectrum of investments that are necessary - ranging between basic investments and 

large scale projects - as well as on technological possibilities, new environmental 

standards, legislation and research, it becomes obvious that the consumer cannot be 

defined as the starting point of sustainability in the first place. Instead, the consumer 

relies on the suppliers who need to understand that their resources - especially the 

natural environment - are part of the perception of the consumers and thus influence 

their satisfaction with the tourism product. It can be assumed that most consumers will 

only become aware of the tragedy in terms of a destroyed natural environment when for 

example media reports about it and the destination's brand suffers a huge reputation 

damage. Due to this limited perception horizon of consumers it can already be too late 

when they demand action. Accordingly, destinations need rules and self-created 

constraints instead of relying on the 'intelligent consumer' who might not be existent 

yet. 
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6 DISCUSSION: TOWARDS A NEW MANAGEMENT STRUCTURE 

Within the previous chapters the complexity of winter sports destinations in general and 

the different roles that stakeholders fulfill within the two destinations under study in 

particular became obvious. Considering the destinations Åre (S) and Laax (CH) as 

innovative and pioneering winter sports destinations, these finding are used in the 

following chapter as impulses to create a theoretical framework for further research. 

This framework aims to form the basis to develop a new management approach as well 

as a research outlook in terms of environmentally-sensitive destination development in 

the future.  

The examination of the two destinations under study with specific focus on their efforts 

made to push environmentally-sensitive destination development (cf. chapter 3) as well 

as the analysis of the interviews (cf. chapter 5) makes clear that innovation - both, in 

terms of technology and management structure - is essential to achieve a long-term 

destination development that is ecologically sustainable. While the importance of 

innovation in tourism destinations is already widely acknowledged, the professional 

implementation of new concepts through change management as well as the central role 

of a strategic planning have not received considerable attention in tourism destination 

management yet. Although their influence on business success has so far rather been 

associated with the management of firms in the producing industry, their role as 

potential intermediate variables that can push or constrain environmentally-sensitive 

destination development has been indicated within the qualitative research. Thus, these 

concepts have to be examined in detail in order to understand their influence on the 

achievement of ecologically sustainable destination development and to include these 

aspects in the framework 'towards a new management structure' for further research.  

The following section introduces the key themes from literature related to innovation 

management, change management as well as strategic management in tourism 

destinations and discusses their respective implications for environmentally-sensitive 

destination development. 
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6.1 Innovation in Destination Management 

Buhalis [2001] summarizes the extensive change in consumer behavior in tourism 

consumption with the statement that "[...] the only constant in tourism is continuous 

change." [Buhalis 2001, p. 71] Globalization causes an increasing competitiveness 

among destinations and constantly new requirements on the side of the customers. In 

order to develop tourism products that satisfy these needs and wants of travelers - 

occurring in a more segmented, specialized and sophisticated market - tourism 

destinations and enterprises are facing new challenges as for example a shift in demand 

towards high quality as well as value-for-money products and real travel experiences in 

combination with multi-interest travel. Accordingly, strategic and operational tools are 

necessary to secure the future existence in the global market. [ibid. 2001, pp. 77-83] 

Taking this explanation of the 'new tourist' into account it becomes obvious that the 

long history of innovativeness in tourism is likely to continue.  

In consideration of Butler's Tourism Area Life Cycle (TALC) [Butler 2005] the OECD 

states that many destinations and products - such as downhill skiing in the European 

Alps - have reached the end of their life cycle. The urgent need for restructuration of the 

tourism industry and the central importance of innovations are already underlined by the 

OECD in their 'Conclusions of the Conference on Innovation and Growth in Tourism' 

[Keller 2004]. Innovation is of central importance not only for the economic 

improvement, but also with regard to the goal of ecological sustainability of a 

destination. Devuyst/Hens [2000] express this relation between innovation and 

sustainability by stating that "[...] the road towards sustainable development is 

inevitably a search for new ways of thinking and acting." [ibid. 2000, p. 100] The aspect 

of innovation is linked to sustainability in general, but also to knowledge management, 

a parameter whose linkage to sustainable destination development in turn has been 

identified before (cf. chapter 2.4). Within their review of work in tourism on knowledge 

management and transfer, Shaw/Williams [2009] identify the need to expand the 

knowledge management framework through the integration of research on innovation. 

They describe knowledge as a an important driver of innovation and suggest a more 

detailed analysis of the different forms of innovation and their scattering via knowledge 

transfer. [ibid. 2009, pp. 332-333] 

 



 117 

6.1.1 Categories of Innovation 

Innovation can occur in different forms that all share three common characteristics: 

creativity, the intention to solve problems and a new way of thinking [Moscardo 2008, 

p. 4]. In the field of innovation in tourism, the Schumpeterian [Schumpeter 1997] 

approach has been used in many cases in order to categorize innovations and was 

slightly modified by Weiermair [2006] who identifies product, process, 

organizational/managerial and market innovations as the main body of innovation 

categories [ibid. 2006 a]. 

The term product and service innovation is used when the changes are directly 

observable by the customer and perceived as new features of a product or service. 

Hjalager [2010, p. 2] considers both, the economic as well as macro-economic 

definition of innovation. According to Witte [1973], in the economic sense, the term 

innovation can be used when a company applies something new for the first time 

irrespective of the fact if other companies have already established it before or not. 

Referring to the macro-economic view on innovation, the first utilization of a product or 

process within a certain industrial sector is the decisive criteria in order to speak about 

an innovation. Accordingly, the spadework of a company is relevant. As product or 

service innovations are observable for the tourists, they might influence their purchase 

decisions. [ibid. 1973, pp. 2-3] In the field of winter sports destinations, Clydesdale 

[2007] mentions the construction of snowboard parks, the introduction of new ski-

products such as snow bikes as well as the offering of new activities in a winter sports 

destination like golf, ice-skating, sledging, dog sledging and tubing as examples for 

expanding the traditional ski-product into a modern-day theme park. [ibid. 2007, pp. 11, 

15] According to Aigner [2013], ski scientist and head of sports marketing of the 

destination Kitzbühel (AT), innovation is essential in order to achieve niche positioning 

and to offer alternative winter sports such as free-riding as well as backcountry skiing in 

natural surrounding that is untouched to the greatest possible extend [Die Zeit (ed.), 

2013, p. 23]   

The primary goal of process innovation is to generate additional value for the 

entrepreneur by enhancing the efficiency of processes. This can be achieved by the 

reduction of costs, improvement of quality or acceleration of product processes 

[Pompl/Buer 2006, p. 25]. Hjalager's [2010] classification as "backstage initiatives" 
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[ibid. 2010, p. 2] leads to the assumption, that this kind of innovation is not as visible 

for the customer as the product or service innovation. Though, according to Hauschildt 

[1997], in the service industry process and product innovation coincide with each other. 

This leads to the necessity of the consideration of consequences of the process 

innovation on the customer-perceived market performance [ibid. 1997, pp. 9-10]. An 

example for process innovation in winter sports destinations can be mentioned from the 

study area of the Weisse Arena Gruppe. Ski lift capacities are a critical element for 

process efficiency in winter sports destinations and simultaneously one of the most 

relevant expanse factors for operating companies. The Weisse Arena Gruppe linked the 

necessity for enlargement of the skiing region with measures to increase visitor comfort 

and satisfaction. Therefore, the corporation constructed three new chair lifts which were 

not only characterized by improved productivity, but also possessed an integrated solar 

systems that enables the reduction of CO2 emissions and generates the power that is 

needed to heat the seats of the chair lifts for visitor comfort. [Mountain Vision AG 

2013b / Mountain Vision AG 2012a] This example also confirms Hausschildt's [1997] 

assumption for the service industry, underlining that the needs and whishes of the 

customers should be in the centre of process innovation planning.  

Managerial innovations deal with new inventions and implementations of 

organizational structures, administrative systems, management practices, processes, or 

techniques that are new to the state of art and that could have a positive effect on the 

performance of an organization [Birkinshaw et al. 2008, p. 825]. The importance of this 

kind of innovation for destination management has already been explained in chapter 

2.1.1 which clarifies the shift from a community to a corporate model as central topic of 

organizational changes in winter sports destinations. The implementation of the new 

FLFM AG in the destination Laax and its concept to place performance mandates with 

experts in the destination in order to achieve the best practice approach is also an 

example for such a managerial innovation. 

The central aim of market innovations is to achieve an improved mix of target markets 

and to serve the chosen markets in the best possible way. Through the identification of 

better new potential markets and the optimal mix of target markets the profitability of a 

business can be augmented [Johne 1999]. Especially, the segment of tourists with a 

small ecological footprint is such a new potential market [Dolnicar/Leisch 2008a, b] 
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that does not only represent an additional source of revenue, but also a suitable 

customer segment for destinations that aim to improve ecological sustainability.  
 

 

6.1.2 The Influence of Destination Management Structure on Innovative Behavior 

The structure of destination management sets the framework for innovation processes 

and therefore influences innovative behavior in destinations. Taking into account the 

concept of innovation potential developed by Weiermair [2006b, pp. 67-69] the 

following section gives an overview over the main triggers for innovation that are 

related to the organizational structure of a destination.  

Weiermair [2006b] identifies the innovation potential as dependent variable, positively 

related to expected earnings increases as well as the expected decreases in production or 

marketing costs as consequences of innovations. The parameter values are influenced by 

firm internal variables and market forces. The next section considers the following 

aspects and their specifications in community and corporate models: 

 size of the company and access to financial resources needed for research and 

development (R&D) 

 degree of market competition  

 existing economies of scope and scale 

 quality of management / education of its top management / youth of managerial 

workforce / existence of an innovation organization 

 closeness to related industries and suppliers with a scientific or R&D base 

 

Innovations require financial investments in research in order to gain knowledge that 

can be used to develop new products and services. As innovations are expected to 

improve products and reduce the costs of processes, the innovation process can be 

regarded as an investment process that will pay off for a company comparable for 

example to investment in new equipment. Accordingly, large companies use a certain 

part of their budget for research and development and thus have an advantage in the 

field of innovation. As the traditional destination structure is predominated by small and 

medium-sized enterprises, often characterized by a lack of professionally trained staff as 



 120 

well as limited liquid assets, this innovation process can hardly be realized in a 

comparable manner [Keller 2004]. Clydesdale [2007, p. 19] considers the aspect of 

superior access to capital for R&D in larger companies more differentiated, taking into 

account Klein's [1977] hypothesis, that larger companies might provide resources for 

R&D but not sufficient incentives for using it. This assumption can be transferred to the 

corporate model in winter sports destinations where the ski corporation represents the 

large company that might seek static efficiencies instead of reacting flexible to the 

changing market conditions. Therefore, Klein [1977] suggests that a high level of 

competition among companies in combination with low entry barriers into the segment 

are better conditions to realize dynamic efficiency in an industry. This theory meshes 

with the hypothesis formulated by Abernathy/Utterback [1988] stating that small, 

adaptable organizations might have an advantage in the innovation process due to their 

ability to react in a flexible manner to changes in demand [ibid. 1988, p. 42]. These 

criteria are provided in a community based destination model with many independent 

small and medium-sized service providers in a competitive situation that might 

additionally boost their willingness for innovation. However, Zimmerman [1991] 

identifies the danger of competitive thinking concerning its potential destructive effect 

on the village community, which is an important aspect within the holiday experience of 

the visitor. The disaccord regarding the influence of firm size and degree of market 

competition on innovative potential is underlined by Weiermair [2006 b, p. 68] who 

states that both, very large and very small firm size as well as intermediate forms of 

competition are positively related to innovation behavior.  

The expert interviews conducted in the destinations under study made clear that it is a 

combination of both: big, financially strong leading companies and small, individually 

run companies. While the big leading companies have the possibility to invest in 

research, to implement new technologies and to cause a knock-on effect within the 

destination (cf. meta codes 3, 19), they still rely on the support through the small 

companies (cf. meta code 13) in order to achieve a consistent destination image.  

With regard to the economies of scale and scope - which are positively correlated with 

expected earnings increases and thus with the innovation potential - integrated resorts 

are in a better position than traditional, community-based destinations [Weiermair, 

2006b, p. 68]. The combination of resources enables to undertake large-scale marketing 

activities as well as other complementary investments in infrastructure that improves the 
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general attractiveness of the destination. Integrated resorts can avoid time-consuming 

negotiations about the degree of financial participation of different profiteers in these 

innovative projects that will bring new customers for the whole destination. Instead, 

resources can be provided quickly for future-oriented innovations. [Clydesdale 2007, 

pp. 19-20] Considering the fact, that North American ski resorts have a pioneer role in 

the context of the corporate model in winter sports destinations, the economic analysis 

of the National Ski Areas Association (NSSA) delivers further hints for the better 

positioning of integrated resorts concerning economies of scale. The report reveals, that 

the average revenues per employee and per visit from skiers increase directly with the 

size of the resort [NSAA 2004, p. 83]. The fact that stakeholders in both destinations 

under study underlined the problem of drawn-out decision making processes as a major 

impediment for quick adaptation to market changes leads to the assumption that the 

economies of scale and scope will only come into force to their entire extent when the 

extreme form of the corporate model is realized - which is not the case in the 

destinations under study. 

Weiermair [2006] identifies the existence of an innovation organization, a high level of 

education of the organization's top management and the youth of managerial workforce 

as main firm internal variables which are positively correlated with innovative potential 

[ibid. 2006 b, p. 69]. Due to the company size of the large players in corporate based 

models in destination management it can be assumed that these models are more likely 

to fulfill the mentioned criteria than the SMEs representing the community model. They 

usually have better access to financial resources that allow for example the 

establishment of an own department within the organization that deals with innovation 

related topics. Additionally, larger companies are generally more attractive for high-

qualified, young employees holding a graduate degree due to their better ability to pay 

higher salaries and the opportunities for advancement within the company.  

But not only access to financial resources is an important aspect for innovation. 

Weiermair [2006 b] also mentions the access to knowledge resources as impact factor 

on innovative behavior. The costs of R&D depend among others on the availability and 

the costs of these resources. Close contacts to universities and research institutes are 

mentioned as possible sources for innovative knowledge. As the corporation with larger 

firms might be more attractive for these institutes in consideration of mutual benefits, 

the corporate model seems to be more favored regarding this aspect. [ibid. 2006 b, p. 
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63] However, the fact that community models are more likely to operate in an open 

network where new knowledge reaches the firms might be an advantage for the small 

and medium-sized enterprises. Again, a clear general positioning regarding the better 

innovative potential cannot be stated between the corporate and the community model. 

However, for both destinations under study close corporations that are especially linked 

to SkiStar and the Weisse Arena Gruppe with universities as well as other research 

institutes - such as myclimate or the European Tourism Research Institute - and regional 

energy suppliers can be identified. The following table 9 summarizes all assumed 

innovation advantages for the corporate respectively the community model and makes 

clear, that both organizational structures are assumed to have specific advantages in the 

field of innovation. 

Table 9: Innovation Advantages for the Corporate and the Community Model. [own table] 

 Community model 
A

d
v
a
n

ta
g
e 

Corporate model 

 

A
d

v
a
n

ta
g
e 

access to financial 

resources (R&D) 

limited due to the dominance 

of SMEs 
 

better due to the dominance of a 

large company 
X 

incentives for 

innovation 

distinctive: high level of 

competition among 

companies and low entry 

barriers into the segment 

X 

less distinctive: secured market 

position of the dominating company 

that might seek static efficiencies 

instead of permanent innovation 

 

ability to react 

flexible to changes 

in demand 

small, adaptable 

organizations with many 

independent service 

providers 

X 

large dominating corporation with 

determined process flows and less 

flexible structures  
 

economies of scale 

and scope 

large projects can hardly be 

realized due to 

disagreements about the 

degree of financial 

participation of different 

profiteers of innovation 

 

ability to undertake large-scale 

marketing activities as well as other 

complementary investment in 

infrastructure that improves the 

general attractiveness of the whole 

destination 

X 
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existence of an 

innovation 

organization 

less likely due to individual 

performance of the single 

service providers and a lack 

of cooperation 

 

more likely due to financial 

resources that are concentrated in 

one dominating company 
X 

high level of 

education of the 

top management 

dominance of family 

businesses with family 

members in the leading 

positions - functional 

expertise might not be a 

selection criterion  

 

better possibilities to realize 

advanced trainings to support 

individual strengths / 

complex application and strict 

selection process 

X 

youth of 

managerial 

workforce 

small companies are less 

attractive for young 

professionals due to less 

distinctive opportunities for 

further development 

 

larger companies are more 

attractive for high-qualified, young 

employees holding a graduate 

degree / ability to pay higher 

salaries and the opportunities for 

advancement within the company 

X 

access to 

knowledge 

resources 

small companies are more 

likely to operate in an open 

network where new 

knowledge reaches the firms 

X 

corporation with larger firms are 

more attractive for universities and 

other research institutes 
X 

 

The previous section showed that the destination management structure in terms of a 

community or corporate model has a significant influence on the innovative behavior in 

destinations. It is indicated that the corporate model - not to be understood as one single 

form of management structure, but rather as a general destination structure that can be 

implemented in different concrete forms - is characterized by several advantages 

regarding innovation compared to the community model. Taking into account the results 

of the case studies - as examples for two types of corporate models - a positive 

functional chain consisting of innovation, knowledge and sustainability can be 

identified: the more knowledge is disposable the more likely innovation is realized and 

the more improvement regarding ecologically sustainability happens. 
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6.2 Change Management 

The analysis of the management structures in the destinations Laax (CH) and Åre (SE) 

made clear, that the improvement of environmental sustainability in destination 

management is a complex challenge which is connected to a variety of processes and 

management systems that have to be implemented at different levels and that cause 

more or less radical changes. As a consequence, a professional change management is 

required to implement the basic processes which are necessary to convey employees and 

other stakeholders of the importance of the topic and to provide a behavioral guideline 

that helps to overcome organizational and psychological barriers to action 

[Hoffman/Bazerman, 2007]. 
 

 

6.2.1 Concepts of Change Management  

Lewi's [1947] model of change is based on a research regarding group dynamics and his 

observation that change requires an interruption of the forces that sustain an equilibrium 

state or a strengthening of the forces that initiate change. Additionally, he underlines 

that the achievement of a different level of performance per se is not a sufficient 

objective, but that instead the permanency of the aspired level needs to be included 

within the goals of change in order to make change to a permanent part of business 

practices. Accordingly, he assumes that a successful process of change is based on the 

following three steps: 1) unfreezing, 2) moving and 3) refreezing. [ibid. 1947, pp. 34-

35] Kotter [1995] developed a guideline for successful transformation of organizations, 

composed of eight steps: 1) establishing a sense of urgency, 2) forming a powerful 

guiding coalition, 3) creating a vision, 4) communicating the vision, 5) empowering 

others to act on the vision, 6) planning for and creating short-term wins, 7) 

consolidating improvements and producing still more change and 8) institutionalizing 

new approaches. He underlines that each of these steps requires a considerable length of 

time, that skipping steps within the change process does not lead to satisfying results 

and that elementary mistakes within one step might cause further negative effects within 

the following levels of change. [ibid. 1995, pp. 59-61] Ronnenberg et al. [2011] used 

Kotter's [1995] approach to explain Lewin's model of change more precisely. Figure 15 

summarizes these two closely connected concepts and makes clear how Kotter's model 

clarifies Lewin's three-steps approach by giving more precise recommendations for 
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acting while Kotter's model is condensed within the memorable three key aspects of 

change management. Ronnenberg et al. [2011] emphasize the consistency of both 

approaches regarding the importance to follow several steps to achieve a successful 

implementation of planned changes. This perception led to the hypothesis, that the 

degree of efforts undertaken regarding unfreezing, moving and refreezing for the 

implementation of EMSs is positively linked to the environmental performance of the 

firm which was revealed by their empirical results. Additionally, they identified the 

component 'top management support' as highly influencing variable regarding the 

successful implementation of EMSs and thus for increased environmental performance 

of companies. Accordingly, a special training of the management and team leaders 

regarding change management is recommended as they fulfill an important role in 

managing the employees participation in introducing and implementing EMSs. [ibid. 

2011, pp. 640-642]  

 

Fig. 15: Steps for Successful Change Management - An Amalgamation of Lewin's [1947] and 

Kotter's [1995] Models of Change. [own graphic based on Lewin 1947, pp. 34-35 and Kotter 1995, 

p. 61] 
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The detected positive linkage between the implementation of change management and 

tangible environmental performance benefits makes clear that change management is an 

important topic regarding environmentally sustainable destination development. Thus, 

the following section adapts the concept of change to the destination level in order to 

provide a guideline that can be used when it comes to sustainability improvement and 

changes coming along with this goal. 
 

 

6.2.2 Change Management in Tourism Destinations 

Considering the structural particularities of tourism destinations, the appropriateness of 

the previously explained concepts - emerged in the management literature considering 

the characteristics of the producing industry - needs to be put into question and 

adaptations and possible difficulties need to be taken into account. 

Schuler [2012] developed a change management model of destinations that is predicated 

on the basic approach of Lewin [1947] but at the same time adapted to the 

heterogeneous structure of destinations consisting of independent stakeholders and 

public as well as private actors. He defines the following five process stages: 1) 

planning, 2) preparation, 3) actual organizational change, 4) establishing of changed 

tasks, structures and processes and 5) evaluation of the change and adapting details, 

tasks and structures. 

As shown in figure 16, each phase is highly interlinked within a control mechanism 

connecting the process stages with the instruments of the DMO. Readiness for 

organizational change in tourism destinations requires the overcoming of obstacles for 

change on the part of the individual service providers as well as of the political decision 

makers in town, municipalities and districts who have a significant importance due to 

their financial power. For the whole chain of change a continuous mutual learning 

process connected to an intense communication of new tasks that involves public as 

well as private actors is necessary. Regarding stakeholder participation, Schuler [2012] 

recommends a moderated approach in the frame of a rather decentralized process which 

allows stakeholders to act independently and to play an active role within the process of 

change. This kind of integration of stakeholders from different decision-making levels is 
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likely to increase acceptance of the impacts of changes on the organizational and 

financial structure of the destination [ibid. 2012, pp. 98-99].  

 

Fig. 16: Change Management of Destinations. [Schuler 2012, p. 98] 

 

 

 

 

The different directions of arrows in the model show that the proposed concept is 

neither a matter of a totally top-down initiation nor a complete bottom-up construct 

which is an important aspect as a system's transition to a new system is possible only for 

 
 stakeholder   local change agent  LTO = Local Tourism Organization 

       DMO = Destination Management Organization 
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this type of open system. In fact it is a counter-rotating concept that underlines the 

ongoing process of communication, flow of knowledge and continuous improvement 

due to a feedback-loop - a central aspect of change management that has already been 

emphasized by Lewin [1947] as well as Kotter [1995]. In detail, the author distinguishes 

between the participation of stakeholders in the steering committee and in the change 

management team. The members of the steering committee are supposed to represent 

the huge number of different interests of the stakeholders. The committee consists of 12 

to 15 decision makers and can additionally be moderated by tourism experts. [Schuler 

2012, p. 100] In practice, the definition of the so called 'experts' and 'important decision 

makers' is a difficult task. Due to the diversity of relevant business areas in destination 

management and the plurality of single service providers who contribute to the overall 

appearance of the destination, it is especially difficult to define who will be actively 

involved in the change process. Not only representatives of large companies should be 

included as this course of action would be a source for a one-side view on potential risks 

and opportunities. Additionally, the acceptance of change management decisions could 

be denied by those groups who were not represented in the decision making process. 

Hereby, it becomes obvious that the selection of stakeholders to be involved in the 

decision making process might be essential for the long-term success of the total change 

process as it is of fundamental importance that all levels accept and back the new 

organizational model. 

A main aspect of a successful work when it comes to the definition of aims and the 

mobilization of common resources is the ability to communicate concordance. The 

change manager (or change management team) designs the process of change and helps 

to implement the model and the defined aims in teamwork with the stakeholders in the 

destination. These aims are marked by the influence of private as well as public partners 

and their different interests. A differentiation between senior agents who initiate and 

coordinate change and local agents who assist with the implementation of the new 

approaches can be undertaken. For a more effective change management, the 

decentralized approach that divides the often very large destination space into more 

clearly arranged sub-communities is advised by the author. Within these smaller 

structures, local agents are more likely to build up trustful relationships and specific 

regional knowledge that is necessary for implementing changes. [Schuler 2012, pp. 97-

102] With this suggestion, the author supports the assumption formulated by 
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Beritelli/Laesser [2012] as well as Hall [2006], stating that the identification of SBAs is 

necessary for an effective allocation of resources and for successful destination 

management (cf. chapter 2.5). 
 

 

6.2.3 Change Management in Laax (CH) and Åre (SE) 

Against the background of the previous findings from current tourism research literature 

it can be stated that the successful implementation of concepts and measures for 

improving the ecological sustainability in destination management requires an effective 

change management that enables the participation of relevant stakeholders. Taking into 

account the conceptual framework presented by Schuler [2012] as well as the results of 

the case study analysis it becomes obvious, that the main requirements formulated 

within the model 'Change management for destinations' [Schuler 2012, p. 98] are 

fulfilled in the destinations under study. Although the destinations Laax (CH) and Åre 

(SE) are characterized by dominating ski corporations, rather decentralized processes 

that allow all stakeholders to perform active functions are realized due to the central 

roles of the DMOs in both destinations. Counter-rotating concepts - ensuring permanent 

communication, knowledge exchange and feedback for improvement - are ensured 

through committees and boards with specific control mechanisms (e.g. balance score 

cards and clearly defined targets) as well as through communication platforms (e.g. 

WIDE), summits and NPOs especially devoted to ecological topics. 

Evaluating the performance of the destinations Laax (CH) and Åre (SE) in terms of 

environmentally-sensitive destination development as overall positive - if not even 

pioneering in the European winter sports sector - it can be stated that change 

management is indispensable. The following statement of a representative of the hotel 

association Laax makes clear which role change management practically plays in 

destination management - no matter if defined as 'change management' or if just 

implemented in daily business activities as a matter of course:  

"Change Management is nothing else but keeping pace with the times. As soon 

as I stop moving, I will become worth. So, this is a wonderful, modern expression for 

something that should actually be a matter of course. [...] If you want to have 

innovations, if you want to keep pace, then continuous change management is 

indispensable - that was the case already before the term was even invented." [IP IVa, 

p. 7; translated by the author] 
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Knowledge based on the literature presented above connected to the case study analysis 

is used to implement change management in the conceptual framework 'Towards a new 

management structure' presented in chapter 6.4.  

 

 

6.3 Strategic Management in Destination Management 

Pro-environmental sustainable development in winter sports destinations is not a matter 

of a short-term goal that can be achieved by marginal changes in organizational 

structures and slight operational measures. In fact, it is a fundamental choice regarding 

the destination's market positioning that has an elementary influence on the long-term 

development of the organization. The relevance of a long-term perspective has been 

confirmed within the interviews, expressing the overall assumption that long-term 

thinking and forward-looking economic actions are necessary for an environmentally-

sensitive destination development (cf. meta-code 23). Accordingly, it needs to be 

examined how the idea of pro-environmental development can be included into the 

strategic planning and vice versa how strategic management influences the achievement 

of sustainability goals. Therefore, concepts from literature are presented below that 

allow the implementation of strategic planning in the framework for further research. 
 

 

6.3.1 Strategic Planning Model 

The strategic planning process model, consisting of five interlinked steps and shown in 

figure 17, assists in developing a long-term plan to utilize the organization's resources 

as good as possible within the domain of its mission and in order to secure the long-

term oriented successful development [Moutinho et al., 2011, p. 241]. 

The definition of a mission is necessary in order to give direction to the strategy 

development process. It is a written statement reflecting the philosophy and the overall 

purpose of the business, giving boundaries and direction for growth. A SWOT analysis 

is a tool for the strategic analysis which helps to evaluate the internal and external 

operating environment of the firm. This is precondition for phase 3, the formulation of 

goals, as knowledge regarding the current positioning of the organization is gained and 

based on this resources can be allocated in the best way. Typically, goals are related to 



 131 

revenue growth, customer satisfaction, market leadership, profit levels and operational 

efficiency. In order to give direction and meaning to those who attempt to achieve the 

goal, they should be measurable and achievable. For the definition of strategic options, 

the review of each SBU in the context of a portfolio analysis is necessary in order to 

gain knowledge regarding their profitability and their eligibility for further investment 

of resources (cf. Beritelli/Laesser, 2012). The last phase of the model requires decisions 

regarding direction and growth for the organization. This means that decisions regarding 

market penetration, market development, product development and diversification as 

possible growth strategies need to be made. It is the decision about the strategic choice 

and thus about where to place investment to arouse organizational growth. [Moutinho et 

al. 2011, p. 240-255] 

 

Fig. 17: The strategic planning process. [Moutinho et al., 2011, p. 241] 

 

 

Although strategic management is based on a long-term perspective and includes 

particularly planning that extends beyond three years, adaptations have to be made in 

the case of fundamental changes in the economic, social and natural environment. 

Schianetz et al. [2007] underline, that in a dynamic system - such as tourism 

destinations - long-term predictions in the planning process regarding sustainability are 

very difficult to make sothat the importance of constant learning is once again identified 

[ibid. 2007, p. 1495].  
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6.3.2 Strategic Management of Destinations 

Considering the fragmented structure in tourism destinations, the formulation and 

implementation of a common strategic management is vitally important and 

simultaneously particularly difficult to realize. With reference to Bieger's [1998] 

conceptualization of the destination as a strategic business unit from a management 

perspective, Flagestad/Hope [2001, p. 450] suggest that knowledge from the general 

theories of strategic management can be adopted to tourism destinations. Regarding the 

resource-based view on strategic management, focusing on the resources and 

capabilities that are at a firm's disposal and which allow a superior or cheaper 

performance in comparison to the competitors [Collis/Montgomery 1995, pp. 119-120], 

Flagestad/Hope [2001] identify similarities, describing the destination as a "bundle of 

resources" [ibid. p. 449] and connecting the destination to its competitive environment. 

However, also differences are revealed by the authors by pointing to the rather vague 

boundaries of destinations that are - in contrast to the boundaries of firms - not clearly 

defined through ownership or control structures, but instead by the demand side and 

thus by the needs of the customers. Also the aspect of efficiency goals is emphasized as 

an important difference between the classical firm and the destinations due to special 

kinds of social structures and stakeholder involvements. As a consequence from these 

differences - derived from the complex system of community, business and stakeholder 

goals - Porter's [1985] formulated central goal of strategic management, namely the 

creation of sustainable competitive advantages, cannot be adapted to destination 

management without modification. The term "sustained value creation" 

[Flagestad/Hope 2001, p. 450] is suggested to represent strategic success in destinations 

in order to better express the complexity of diverse goals that have to be combined.  

In due consideration of Butler's [1980] life cycle of destinations - exposing the fact that 

exploitation of the environment is a potential reason for a decrease in competitiveness - 

Flagestad/Hope [2001] draw a close connection between strategic success and 

responsible as well as ethically fair destination management that takes economic, 

environmental and social aspects into account. The authors developed a conceptual 

organization model for the strategic management of winter sports destinations. Thereof 

Fig. 12 shows a cutout which puts focus on the two central strategic tasks of the 

strategic level of destination management: 1) the configuration of the destination 

tourism product and 2) sustainable development. Task 1 comprises the combination of 
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services provided by different stakeholder in a qualitative as well as quantitative way. 

The performance within this task is accordingly responsible for the strategic positioning 

of a destination which relies mainly on differentiation as cost leadership is hardly 

achievable. Strategic success is affected by the configuration management which needs 

to achieve a coherent and positive destination appearance in the market in order to be 

superior with respect to select destination attributes relative to competitors. Task 2 is 

connected to the awareness of the function of local culture as well as social and natural 

environment as transmitter of value directly to the customer. Both tasks and their 

contribution to sustained value creation are influenced by the destination organizational 

structure. Additional affecting parameters of the sustained value creation are 

comparative advantages (natural conditions) - which again emphasizes the decisive role 

of environmental components - as well as clusters and alliances that are drivers for 

innovation, cooperation and competition [ibid 2001, pp. 455-458]. 

 

Fig. 18: Strategic Level of Destination Management. [adapted from Flagestad/Hope 2001, p. 457] 

 

 

The presented model includes two important aspects that are confirmed within the case 

study analysis: 1) Sustainable management - also including the ecological aspect of 

sustainability which is in the center of interest of this work - is defined as closely related 

to and as a condition for strategic success of destination management. 2) The 

characteristics of sustainable development are displayed as dependant on the 

knowledge 
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organizational structure of the destination which leads back to the basic research aim, 

putting into question whether it exists a destination structure that is superior in 

achieving ecologically sustainable development. Within this view on strategic success it 

becomes obvious that pro-environmental development does not only save resources, but 

that it also adds value to resources and it is thus a suitable instrument for value creation. 

Although the model developed by Flagestad/Hope [2001] includes central aspects of 

strategic management in destination management, the role of knowledge is not taken 

into account. Clark/Scott [2006] researched the theme of strategic planning in tourism 

organizations from the perspective of knowledge management and identified the key 

role of knowledge management regarding a successful strategic planning process. They 

summarize that the establishment of linkages between knowledge management and the 

process of strategic planning can cause sustainable competitive advantages for tourism 

organizations. [ibid. 2006, p. 121-123] Due to this central role of knowledge for the 

development of a strategy - also acknowledged within the case study analysis - the 

whole process of strategic management has to be placed into the frame of knowledge 

(cf. figure 18).  

The findings from literature make clear that the achievement of environmentally-

sensitive development requires the integration of environmental goals into the strategic 

level of destination management and that sustainable development is a precondition for 

strategic success of destination management. In both destinations under study, the 

importance of environmental goals has been taken into account and clear targets on a 

long term basis have been defined. The interviews showed that the stakeholder are 

mainly aware of the importance of the natural resources as foundation for tourism 

business and as main USP of both destinations.  
 

 

6.4 Research Outlook: Framework of a New Destination Management Structure 

The complexity of destination management structures became obvious within the 

extensive literature review of the research at hand as well as within the analysis of the 

interviews that allowed an insight into different stakeholders' perspectives in operative 

reality. This complexity will even increase in the future, on the one side as global 

mobility of labor, capital, technology and people will grow, and on the other side as a 
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growing population of travelers will increase the impact on the natural and social 

environment in destinations. Accordingly, Jamal/Jamrozy [2006] state that "Effective 

destination management is possibly the most problematic issue facing tourism managers 

in the twenty-first century." [ibid. 2006, p. 166] Thus, sketching a management 

approach for winters sports destinations that deals with the different impacts and that 

puts a focus on environmentally-sensitive destination development based on the 

previous findings is in the focus of this chapter in order to develop a theoretical 

framework for further research.  

 

Fig. 19: Research outlook: Towards a new management structure. [own graphic] 
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The examples of the winter sports destinations under study indicated a variety of 

structural and organizational distinctive features that can be used to develop a 

framework for environmentally-sensitive destination development. Figure 19 displays 

the basic construct with its major components and organizational structures that are 

explained in detail in the following paragraphs. 

 

Bottom-up and Top-down: Promising Antagonists in Tourism Destinations 

The necessity to provide structures for a complex system such as a winter sports 

destination with a variety of stakeholders is beyond any doubt. Especially in terms of 

environmentally-sensitive destination development the question occurs which kinds of 

management initiatives provide mechanisms that encourage a pro-environmental 

behavior among institutions and user groups. Although no direct questions regarding the 

positioning of the destination on the continuum between top-down and bottom-up 

model were asked within the interviews, the topic occurred at different points what 

underlines the necessity to include this aspect into the framework for a new 

management approach suggested in figure 19. In this context, the decisive roles of the 

government due to its legislative power has been emphasized before: laws, regulations 

and incentives form a framework from top-down that guides respectively forces 

behavior towards a more environmentally-sensitive development. However, Yunus' 

[2007] argumentation when it comes to governmental responsibility in terms of solving 

social problems can easily be transferred to ecological problems: even an excellent 

government regulatory regime can "[...] only affect the way business is done, but it 

cannot address the areas that business neglects." [ibid. p. 7] Although modern 

governments in the developed countries have initiated programs to address 

environmental problems and employed scientists to improve the ecological 

sustainability of their countries, they can still not mandate business to fix ecological 

problems. However, they can provide incentives for business to want to do so. Taking 

into account that governments are powerful and have access to vast resources, it would 

be easy to pass on responsibility for environmentally-sensitive development to them. 

But if this approach would function, ecological problems all over the world - both in 

developing and in developed countries - would not have reached the current status. 

Instead, it needs to be considered, that governments can be "[...] inefficient, slow, prone 
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to corruption, bureaucratic, and self-perpetuating" [ibid. p. 8]. The governments need to 

do their part in setting up a framework for environmentally-sensitive development, but 

government alone cannot solve the whole problem. [ibid. 2007, p. 6-9]  

Awareness in terms of the limited power of the government underlines the importance 

of complementing the top-down procedure by a bottom-up process supported by 

individual businesses, local inhabitants and guests. The combined force of inhabitants, 

SMEs and guests also became obvious within the study at hand and should accordingly 

not be underestimated. The awareness of the importance of the basic guidance through a 

top-down system as well as of the support and implementation of measures in daily 

business operations and life in the community through tourist, inhabitants as well as 

tourism business operators has led to the implementation of a counter-rotating concept 

of destination management structure in the style of Schuler [2012] into the framework 

presented in figure 19.  

This promising combination of top-down and bottom-up structure is also supported by 

the findings within the psychological reflection as explained in a following section. 

Important human feelings such as competence, autonomy and relatedness, identified as 

important components to increase intrinsic motivation [Deci/Ryan 2000] are supported 

within a structure that pays special attention to bottom-up processes.  

 

Environmental Foundation - A New Way to Realize Ecologically Sustainable 

Development 

A suggestion mentioned within the interviews was to take advantage of the growing 

awareness regarding environmentally-sensitive destination development and to place the 

topic on a higher structural level in destination management organization. Through an 

environmental foundation that is totally devoted to sustainability aspects, an 

internalization of external costs to the polluters respectively to those, who use common 

goods directly or indirectly as production factors can be realized. [IP Va, p. 2] This 

basic idea is worth to be looked at more in detail as it is supported by different findings 

within this research. The general tendency within the interviews was the opinion that the 

responsibility for pro-environmental improvements is a shared one between all 

stakeholders (cf. meta-code 22). However, each stakeholder group mentioned its own 

limitations for acting in a bigger scope: some due to financial restrictions, some due to 
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the lack of decision-making power. A foundation that is financed through all 

stakeholders - from service providers and guests to inhabitants - in accordance to their 

possibilities and that is developing and supporting projects as an independent institution 

that is neither devoted to shareholders nor to political opinions can enable the 

development of a trustful relationship between the environmental experts and the 

different stakeholders. The foundation can disburden individual actors who would like 

to support pro-environmental development, but who feel incapable to start a project by 

themselves and tie strengths in the destination. This foundation can also be in charge of 

providing a knowledge base for all stakeholders. Thus, it will be a way to support zest 

for action and to overcome the constraints that so far limit the actions. The existence of 

these visions for projects in terms of environmentally-sensitive development among 

small and medium-sized service providers could be proven within the interviews. For 

example, a representative of the hotel association Laax/Flims/Falera explained that it 

would make sense to work together destination wide among hoteliers when it comes to 

modernization of heating systems for their properties [IP IVa, p. 6] and hotel and 

restaurant owners in Åre already started to grow their own vegetables in order to 

minimize negative effects through transportation of groceries to their location [IP V]. At 

the same time a representative of the Greenstyle project in Laax stated that the Weisse 

Arena Gruppe itself has implemented most of the measures to contribute to an 

environmentally-sensitive development during the last two years in its own business 

areas, but has now come to the bounds of its sphere of influence [IP Va, p. 2]. To 

support the implementation of measures already realized by the Weisse Arena Gruppe - 

for example installation of solar systems, modernization of heating systems, integration 

of environmental concerns in new building projects - also for small and medium-sized 

businesses in order to increase effectivity and to build up a coherent image of an 

environmentally-sensitive destination, a foundation can form the source not only for 

financial support (e.g. through grants with very low interests) but also for knowledge 

and support through experts. The interviews made clear that knowledge in the 

destinations is mainly available in terms of destination and tourism as well as financial 

knowledge. When it comes to the implementation of measures to optimize ecological 

sustainability, very specific technological knowledge is required and needs to be 

supplied by external sources which is again connected to costs that small and medium- 

sized companies might not be able to cover. [IP IVa, p. 4] 
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An example for such a foundation existing in the operational reality of a winter sport 

destination is the nonprofit employee organization Environmental Foundation of Aspen, 

founded in 1998. This is a collaboration with the Aspen Community Foundation and the 

Aspen Skiing Company Family Fund with the overall aim to protect and preserve the 

regional environment. Financial founding is guaranteed through a volunteer payroll 

deduction plan of employees working in the destination. That means that employees 

donate one dollar a week that is tripled through matching funds by Aspen Community 

Foundation, Aspen Skiing Company's Family Fund, Green Mountain Coffee Roasters 

and Swire Coca-Cola. The money is invested in selected projects that are devoted to 

environmental education, reduction of impacts of climate change, protection of natural 

resources and ecosystems as well as to the creation and preservation of unique 

opportunities for outdoor recreation. A focus is put on innovative projects with 

measurable outcomes that cause long-term changes and that consider community or 

regional needs. [Aspen Skiing Company, 2013] Obviously, the Environmental 

Foundation of Aspen is based on the fact that the people working in the destination can 

totally identify themselves with their working environment and have established a 

relation to what they do that goes beyond a simple workplace. Additionally, they are 

aware of the fact that they depend upon the natural resources. In the case of Aspen, a 

model is shown how those people deriving profit from natural resources can give 

something back. This can be used as an example for the future of the environmental 

development in the destinations under study in the frame of this research. In accordance 

to the central idea of the Environmental Foundation with employees donating a small 

amount of their salary, the cycle of contributors to the foundation could be enlarged, 

including visitors as well as the government and inhabitants of the destination. 

Involving all different kinds of stakeholders in the foundation as financial supporter as 

well as addressees of reports and information will strengthen the foundation's position 

in the destination management system as a superior institution. 

Despite this positive experience in Aspen and the accordance of characteristics of such a 

foundation with the requirements identified in the analysis to optimize environmentally-

sensitive development it needs to be considered that each organization also has its own 

attempts to grow and uses resources. These resources might have been better used in 

another way and as the main challenge for such an organization is the funding, there is a 

huge potential that the foundation itself might develop to a competitor of the DMO. In 
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order to counteract this hazard, the environmental foundation could be implemented as 

part of the DMO. The literature review as well as the analysis of the destinations under 

study already showed that the DMO fulfills the role as intermediate organ that 

moderates between different stakeholders. Its position as neutral organ predestines the 

DMO to build up an own subdivision that allows the organization to exercise its 

responsibility in terms of environmentally sustainable destination development even 

more professionally. The implementation into the existing structures would be much 

easier and acceptance by the stakeholders is more likely as the DMOs already possess a 

good reputation as important institute to represent the interests of small companies and 

as mediator between different stakeholder groups (cf. meta-code 14). Their financial 

resources are so far not clearly devoted to environmental topics sothat the subdivision of 

an environmental foundation would provide a clear guideline regarding allocation of 

resources and prevent environmental topics and investments to be classified as second-

rank in comparison to purely economic decisions. Instead, a certain percentage of the 

membership fee could be allocated to the foundation and thus support environmentally-

sensitive development. 

 

An open source innovation platform: Giving ideas a chance to develop 

Innovation is the key to success in a challenging, future oriented topic such as 

ecologically sustainable destination development. New ideas, concepts and thinking 

patterns are essential to create economic growth and a sustainable development - but to 

give them space to develop, a general sensitization for these topics as well as a 

communication platform accessible for all stakeholders are necessary. When it comes to 

the topic of innovation power and innovation climate in different organizations, 

financial constraints and limited workforce were often mentioned within the 

destinations under study as reasons for a less innovative behavior especially among the 

SMEs (cf. meta-codes 4 & 7). Talking about innovation and ideas, these restrictions 

should be left aside in the first place as creative ideas and thoughts per se do neither 

need money to develop in humans' minds nor do they arise on the push of a button 

during hours of work. Thus, innovation does not start with economic power, but with 

the people. Especially in a tourism destination, a large variety of different perspectives, 
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skills and experiences provide a large knowledge pool through which new solutions in 

terms of ecologically sustainable development can be supported. 

In accordance to that, the DMO of the destination Åre has implemented a tool in 

cooperation with WIDE, a Swedish designed cloud-based idea management network, 

into their destination management structure. This program provides a virtual space for 

all stakeholders - no matter if they are employees in a big or small company, members 

of the municipality, guest in the destination or simply inhabitants - to communicate and 

discuss their ideas. WIDE makes it possible to capture ideas in one location and to make 

them accessible by anyone. The user-friendly social platform for ideas, development, 

feedback and improvement does not only empower every individual to be part of 

change, but does also provide a cost-effective tool as costs for consultants and in-house 

development for DMOs and other businesses can be reduced. Additionally, the tool can 

provide a method to find out through open innovation what customers really want. 

[Idea2Innovation Sweden AB 2013] 

This example has a huge potential to be transferred to other tourism destinations and is 

therefore essential to be considered in the research framework for a new management 

structure. Connecting the innovation tool to the previously explained concept of an 

environmental foundation will even increase its functionality. The foundation can 

secure the "[...] involving leadership and a culture based on trust and confidence [...]" 

[Lindvall 2013] - defined as basic requirement of an efficient WIDE-network - due to its 

position as an objective and independent institution that is only devoted to 

environmental topics and that acts in the general interest of the destination.  

Connected to this open source innovation tool, an educational tool for all stakeholder 

that provides knowledge regarding environmental topics and that makes 

environmentally-sensitive behavior to a part of everyday life is suggested. This could be 

integrated into the existing social media network and become part of the online-

presence of the destination, for example through Facebook or Twitter. The destination 

Åre has already implemented such a web-based education tool for seasonal workers that 

is focused on hostmanship and the improvement of guest experience in terms of service 

quality. A representative of Åre Destination has evaluated this project as successful so 

far sothat a transfer to the topic of environmental education should be considered. The 

education tool should therefore provide hands-on examples that are easy to understand 
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and to implement in daily routines and that aim on strengthen the public awareness for 

environmental topics in their living and working surrounding. The variety of knowledge 

requirements in terms of an environmentally-sensitive development ranges from general 

knowledge regarding environmental problems and challenges to very specific, project 

related technological knowledge and depends additionally on the type of company 

respectively the scope of action of the individual. Big corporations have to deal more 

intensively with large scale projects and subjects such as energy supply, technological 

improvement of ski lifts, snow cats and snow-making systems as well as extension of 

the skiing region under consideration of the allocation of so called wildlife quiet zones 

and rely accordingly on expert knowledge in these specific fields of action. This 

expertise needs to be accessible and comprehensible for all employees who are 

connected to the specific project. Otherwise, holistic thinking and acting is not possible 

and different levels of knowledge will form a barrier for success. In small and medium- 

sized companies, a general understanding regarding the goals and the course of action 

for these large scale projects is also necessary in order to generate acceptance and 

understanding in terms of usage of financial resources. At the same time, employees in 

SMEs need to be educated in those fields that concern their daily business and need to 

be provided with concrete hands-on plans instead of abstract, large-scale projects that 

might be beyond their sphere of activity or interest. This means that education tools 

need to be adapted to the type of business as well as to the position of the individual in 

the company: while owners and managers of hotels need knowledge about new heating 

systems and alternatives for energy supply, workers in other fields might need more 

knowledge about waste separation and conservative use of all resources available. 

However, education in terms of environmentally-sensitive destination development 

should not be limited to tourism businesses in the destination. Instead, it needs to be 

considered that these destinations are not only touristic attraction poles but living spaces 

to the local inhabitants. Thus, learning tools on the topic of sustainability need to 

address the whole community - notwithstanding the fact if they are taking part in the 

tourism industry or not. Especially important in this field of action is to provide 

education and knowledge for the next generation growing up. An analysis of 

Miller/Bentley [2012] regarding the motivation, viewpoint and experience of people 

who choose to lead sustainable lives indicates that those individuals who implement 

environmentally-sensitive thinking and acting in their lifestyles share an early 
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commitment to sustainability from childhood, specific exposure to nature or extreme 

environment degradation in their childhood or early adulthood [ibid. p. 137; 144]. This 

finding supports the general idea of the paper at hand that sustainability in tourism 

destinations can only be achieved if the topic is considered in the sense of a long-term 

development. This, upon reversion underlines the need to provide education already at 

an early stage of development as a prevention tool instead of a countermeasure. 

 

 

Psychology - A Key to Understand and Promote Sustainable Development 

The large amount of information on management structures and destination complexity 

from different perspectives leads again and again to one central question: What does 

individuals and communities, suppliers and consumers motivate to be more or less 

sustainable in their business and private lives? Thus, the essential importance of 

psychological aspects cannot be ignored when an ecologically sustainable destination 

development is aspired. Within this complex topic and challenging aim, knowledge 

from psychology - the sciences of the human behavior - can provide an important 

insight that helps to understand and promote sustainable development. A psychological 

perspective can help to find out how sustainable and non-sustainable behavior is 

triggered by individual cognitive, emotional and motivational processes. 

[Schmuck/Schulz 2002, p. 3, 10] Building this connection between psychology and 

sustainable development requires the understanding of the existing conflict between 

individual, social and economic benefits and the accumulated, collective environmental 

cost and risks that are caused by certain behaviors and activities. This so called 

'common dilemma' - a typical characteristic of environmental problems - leads to the 

difficulty to define a good and sustainable balance between individual benefits and 

collective costs. A major challenge in terms of this question is the fact that people 

generally struggle with long-term complexity and are more likely to have a 'us, here and 

now'-mindset. The fact that 'common dilemmas' go beyond the physical, cognitive and 

motivational scope of individuals leads to the question of how common risk 

management can be implemented successfully in a society what again requires 

individual behavioral changes through the application of practical strategies. [Vlek 

2000, p. 159] But these required adaptations in individual behavior are again dependant 

on other psychological aspects, such as the basic attitude towards nature as result of 
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cultural background [Douglas / Wildawsky, 1982] and basic values established during 

early phases of life [Stern/Dietz/Guagnano, 1995; Miller/Bentley, 2012]. Motivational 

factors for pro-environmental behavior have to be investigated regarding their ability to 

overweight personal need satisfaction on a short-term perspective and social 

mechanisms such as status seeking. As examples for unsustainable behavior on the part 

of the tourists it has been mentioned that it is very unlikely that they are willing to 

accept limitations when it comes to the quality of their winter sports experience (e.g. in 

terms of artificial snow production or permanent operation of all lifts and cable cars 

regardless of the degree of capacity utilization) as well as in terms of personal comfort 

(e.g. driving by car to the valley station instead of using public transportation). Models 

and methods to change these kinds of unsustainable behavior patterns require problem 

awareness of independent actors on different levels of the society and an appropriate 

offer of behavior alternatives. [Vlek 2000, p. 162-163]  

The relevance to distinguish between intrinsic and extrinsic motivation in dependence 

on the SDT-Theory of Deci/Ryan [1985] has already been mentioned within the 

analysis of the role of the consumer and the SMEs. Each of these motivational 

categories is a complex construct per se and the classification of individual's behavior in 

one of those is difficult and not always possible. Instead, the mutual influence that has 

been investigated in extensive research on the topic needs to be considered. Deci/Ryan 

[2000] focused on the fact, that extrinsic rewards, threats and competition pressure can 

diminish intrinsic motivation as they limit autonomy while choice and opportunity for 

self-direction increase intrinsic motivation due to their positive effect on autonomy. As 

a consequence, social contextual conditions need to be adapted to support intrinsic 

motivation and to enable internalization and integration as processes that can transform 

extrinsically motivated actions to more self-determined behavior. Those conditions that 

support individuals' feelings of competence, autonomy and relatedness are identified as 

supportive for an increase in intrinsic motivation and self-determination in terms of 

extrinsic motivation. [ibid. 2000 p. 65] These research results that have originally been 

determined to educational conditions in schools can easily be transmitted to the context 

of destination development. The satisfaction of the three basic psychological needs - 

feeling connected, effective and agentic - needs to be considered in the context of 

tourism destinations in order to achieve long-term successful changes towards a pro-

environmental development in terms of a bottom-up process. Accordingly, previously 



 145 

explained concepts such as specific suggestions for action on a hands-on basis for 

making everyone feel effective within his or her individual scope of action, platforms 

and education tools to connect people under the topic of sustainability as well as the 

distribution of responsibility among all stakeholders in order to achieve a mix of 

bottom-up and top-down concept are supported by this psychological framework.  

The explained theories and aspects display only a small range of environmental-

psychological research areas. It becomes obvious, that the complex nature of 

environmental problems requires a multidisciplinary collaboration. Knowledge from 

psychological research provides essential findings regarding the determinants of 

individual behavior. Needs, opportunities and abilities as important determinants for 

changes in environmental behavior as well as their interplays resulting in motivation to 

perform a given behavior and in behavior control over a given activity (cf. the needs-

opportunities-abilities model [Vlek/Jager/Steg 1997]) need to be carefully considered 

when environmental improvements are aspired. [Velk 2000, p. 160] 

Taking into account that both destinations under study have implemented targets and 

policy plans regarding an environmentally-sensitive destination development in their 

long-term strategic planning that go beyond governmental requirements hints at the fact 

that decision-makers in Åre as well as in Laax already have an distinctive intrinsic 

motivation. The corporate model appears as predestinated to use these leading 

companies as a pioneers that activate the intrinsic motivation of other stakeholders on 

the same topic. Small projects initiated by small and medium-sized enterprises that have 

been mentioned before might not have a significant effect on ecological problems but 

are however contributing to the touristic chain of economic value added. On the one 

hand those projects make a contribution to the unique character of a destination and on 

the other hand they account for awareness raising for an environmentally-sensitive 

destination development. 

 

A Dominating Ski Corporation: Pioneering Role in Environmentally-Sensitive 

Destination Development 

As a result of the case study analysis, the dominating ski corporation needs to occupy a 

central role in the research framework 'towards a new management structure'. In the 

course of the interviews as well as in the examination of the destinations under study 
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through other sources it became obvious that the leading companies - the Weisse Arena 

Gruppe and SkiStar - fulfill important tasks in terms of environmentally-sensitive 

destination development that go beyond their individual business-related perspectives. 

First of all, their access to financial resources enables them to realize large-scale pro-

environmental projects that small and medium-sized enterprises in the destination are 

not able to. Their economic power allows them to establish partnerships that are 

supportive for sustainable destination development. The ski corporations under study 

contribute pro-actively to the promotion of renewable energy sources through their 

corporation with the local energy suppliers in general and, for example, through the 

associateship in the construction of a new wind power station in particular. 

Additionally, these big companies are able to seek professional assistance through 

external experts due to their economic power. Corporations with research institutes - 

such as between SkiStar and the European Tourism Research Institute - are also more 

likely to be established in comparison to SMEs.  

Despite their powerful and important position, this research also made clear that the 

leading ski corporations themselves will reach the limits of their scopes of action in 

terms of environmentally-sensitive destination development. Thus, a close partnership 

with the DMO is required in order to extend projects to the whole destination and to 

provide individual support for the SMEs for implementing measures in their businesses. 

Additionally, acceptance and support through local inhabitants is inevitable. Therefore, 

communication platforms - that should be provided by the DMO - need to be used 

actively by the ski corporation to inform inhabitants about the plans and measures of the 

leading company as well as to receive feedback from the local community regarding the 

development of their living space. In terms of the customers, the leading companies 

contribute significantly to the image that the destination transmits to its guests. 

Implementation of the environmental goals into what is communicated to the public - 

for example through advertisement of the destination with a 'green label' such as 

GREENSTYLE - is an important support for a pro-environmental development of the 

destination. 



 147 

7 CONCLUSION 

The research at hand provides insight into the operational reality of modern winter 

sports destinations that are characterized by a dominating ski corporation. The initial 

aim was to analyze examples in European winter sports tourism featuring characteristics 

that tend towards the corporate model and to investigate how specific organizational and 

management structures influence the environmentally-sensitive destination 

development.  

Within this study it has been shown that a coordinating and powerful institution - such 

as a leading ski corporation - facilitates the implementation of measures for achieving 

goals in terms of an environmentally-sensitive destination development. Research data 

from both case studies underpins this finding with the majority of the interviewees 

stating that the respective ski corporation in their destination pushes projects to improve 

ecological sustainability in terms of general good. Their economic power and the access 

to financial resources are main reasons for their positive impact on environmental 

topics. Especially in terms of large-scale investments for major projects that relate to the 

fundamental concerns of environmental protection - such as investment in renewable 

energy sources and more efficient technologies to be used to provide the necessary 

infrastructure for winter sports activities - the leading corporations play central roles 

that could not be fulfilled by SMEs. The joint ventures of both ski corporations under 

study with the local energy suppliers in terms of usage and generation of renewable 

energy sources is a major indicator for their superior role regarding ecologically-

sensitive destination development. 

Despite this indicated central roles of the leading ski corporations, in the course of the 

investigation it became clear that a single organization cannot fully take over 

responsibility for environmentally-sensitive destination development. Instead of a single 

hub for all action, the DMO continues to be a second central institution in the 

destination management structure. Although looking back on a long history in European 

winter sports destinations, DMOs need to change their traditional role perception. This 

new definition of the role of the DMO includes the development towards a focused 

product development and business oriented support of selected organizations as 

suggested by Bieger et al. [2011] and Beritellix/Laesser [2012]. Both destinations being 

studied stand out due to their very special organizational structures and the complex 
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networks that they successfully established between different kinds of stakeholders 

(public, private and non-profit) thanks to the core role of their DMOs. Thus, the study 

showed that tourism destinations are more than the aggregation of their individual 

stakeholders and that the implementation of a collaboration network that ties different 

stakeholders to the same aim is essential also in terms of an environmentally sustainable 

destination development. 

In addition, the implementation of an environmental foundation as integral subdivision 

of the DMO will help to consolidate its role in terms of environmentally-sensitive 

destination development more intensively and more professionally. This additional 

institution counteracts several constraints that have been proven within the interviews, 

among others the limited access to financial resources to secure the development and 

realization of pro-environmental projects, the lack of a shared vision among all 

stakeholders in terms of an environmentally-sensitive destination development, and the 

clear assignment of responsibility for environmentally related topics. The central role of 

knowledge for achieving environmentally-sensitive destination development has been 

supported by the findings of the research. The degree of acknowledgement versus the 

degree of de facto action needs to be considered as a lack of action in the field of 

knowledge management. Accordingly, organizational structures need to provide a 

firmly established point of responsibility. Knowledge is needed and wanted at different 

levels within the destination - but responsibility for knowledge aggregation and 

distribution is still not assigned to a specific institution. Accordingly, an environmental 

foundation as subdivision of the DMO in combination with an implemented IT-based 

knowledge application for collecting, evaluating and sharing knowledge is required in 

order to achieve further improvements in terms of environmentally-sensitive destination 

development. 

The different roles of the intermediate variables - defined as DMO structure, innovation 

management, change management and strategic management - became obvious within 

the case studies. The hypothesis that sustainability topics need to be integrated in all of 

these core areas of destination management to achieve pro-environmental destination 

development is generally supported by the findings. However, not all elements that were 

assumed to be important were perceived by representatives of the destinations in the 

expected way. Change management, for example, was mainly perceived as a far too 

abstract area of destination management while innovation management was much more 
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tangible and the implementation of specific innovation support programs was attempted 

or already realized.  

This research set out to explore organizational and management structures in winter 

sports destinations and to develop a research framework in order to maximize their 

success in ecologically sustainable destination development. Accordingly, the initial 

aim of the study at hand was defined as follows: 

The purpose of this thesis project is to connect the two important aspects of 

winter sports destination management - organizational structure and environmental 

sustainable development - in order to identify their so far insufficiently studied 

interdependencies. 

Themes that emerged from the operational reality of the two winter sports destinations 

being studied were researched in order to discover their influence on ecologically 

sustainable development in the setting of destinations that tend towards the corporate 

model of organizational structure. The combination of the theoretical insight through 

literature review and the primary research enabled the creation of a framework for 

further research regarding a management structure that is perceived as supportive for 

long-term sustainable development (cf. fig. 19). The combination of those management 

structures that have been identified within the research as important influential 

components to develop tourism destinations in a sustainable way has led towards a new 

management structure. As main components for this new structure, the following five 

aspects have been indentified: 

1. The combination of bottom-up and top-down structures as promising antagonists 

for environmentally-sensitive destination development. 

2. The implementation of an environmental foundation as a subdivision of the 

DMO and as a new way to realize environmentally-sensitive destination 

development coordinated via a specific institution. 

3. The implementation of an open source innovation platform that gives ideas a 

chance to develop in combination with a communication platform that enables 

the sharing of knowledge and an educational tool to ensures that knowledge is 

transmitted. 
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4. The consideration of psychological aspects as a key to push the will/desire to use 

knowledge in terms of sustainable development and to close the gap between 

awareness and action. 

5. The central role of the dominating ski corporation due to its economic power 

that enables the realization of large-scale projects regarding environmentally-

sensitive destination development and that allows corporations with local 

energy suppliers, research institutes as well as other external experts. 

 

These central organizational and institutional components build a structure that allows 

the different stakeholders - consumers, government, DMOs, SMEs and the dominating 

ski corporations - to contribute within their scope of action to the pro-environmental 

destination development. Although the developed model is a helpful guideline for 

winter sports destinations in general that aim to become more ecologically sustainable, 

the fact that each tourism destination is determined by different factors and thus faces 

individual challenges should not be neglected. However, knowledge provided in this 

research about how different stakeholders and framework conditions have a positive or 

negative influence on pro-environmental development will serve as a starting point for 

developing a broadly applicable destination management model that supports the 

environmentally-sensitive destination development of winter sports destinations and 

thus the protection of limited natural resources in the future.  
 

 

7.1 Limitations 

A major limitation of the study at hand is the small number of cases under study (N=2) 

as well as the case study approach. The results of this research are based on two 

practical cases in winter sports destination management where respectively seven (Åre) 

and six (Laax/Flims/Falera) interviews were conducted. This seemingly small number 

of interviews could be considered as a response base that is not comprehensive enough 

to allow general conclusions. Nevertheless - according to the authors discretion - 

saturation was considered reached due to the richness of the material that has been 

collected from different perspectives in both destinations, especially regarding the 

central roles of the leading ski corporations as well as of the DMOs in terms of 
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environmentally-sensitive destination development. Thus, the information deduced from 

the qualitative research provides useful information regarding the interdependency 

between the corporate model in winter sports destinations and environmentally 

sustainable destination development. An accordant framework for further research could 

be developed based on these findings. Additionally, congruence of the qualitative data 

across the two study sites allows to reason that findings from the qualitative research 

may be transferred to other winter sports destinations in Europe that aim to achieve an 

ecologically-sensitive destination development. 

The two destinations under study are characterized by a dominating ski corporation 

each. Accordingly, the analysis of an oppositional, completely community based model 

is not provided within this study. Moreover, the case studies are geographically and 

culturally limited to the European winter sports market. For this reason a generalization 

of the findings to winter sports destinations worldwide cannot be undertaken until they 

have been tested in a wider set of contexts. 

The fact that the interviews were conducted via Skype and not personally on site may 

have affected their quality, for example by reason of interruptions due to low quality of 

the internet connection. Additionally, the interviews in Sweden were conducted in 

English and hence neither in the native language of the interviewer nor of the 

interviewees. Thus, a language barrier might have been a constraint for a deeper insight 

into the personal experiences and attitudes of the interviewees at some points. The 

purpose of the interviews as part of an academic study was known by all interviewees 

which might also have affected their responses to some extent.  

Due to the strong focus of the research at hand on ecological sustainability - without an 

in-depth investigation on social and economic effects of corporate management 

structures - readers might criticize the labeling of so called "green practices" as 

sustainability. Thus, the complex topic of sustainable development might be perceived 

as extenuated and strongly simplified. Accordingly, it needs to be emphasized that the 

study at hand should be the starting point for a more comprehensive and thorough 

evaluation that includes all aspects of sustainability as suggested within the following 

chapter in terms of further research.   
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7.2 Suggestions for Further Research 

The study at hand is merely a starting point in shaping a research stream dedicated to 

the question of whether a certain governance and management structure can effectively 

influence the environmentally-sensitive destination development. Further research in 

this field must also investigate other management structures - such as those more related 

to the community model - and additional perspectives - such as inhabitants in the 

destinations. Moreover, in order to develop a general theory on the influence of 

governance and management structures on sustainable destination development, 

validation of the findings at hand for other countries and cultural settings is necessary. 

However, the functional chain for environmentally-sensitive destination development 

(Fig. 1), the study data and the research outlook model 'towards a new management 

structure' build a foundation for the development of a more general framework for 

environmentally-sensitive destination development.  

Major concepts and models investigated in the frame of this study could be identified as 

relevant components in terms of an environmentally-sensitive destination development. 

Building on that, more specific lines of inquiry need to be explored in more depth. For 

example the necessity of a counter-rotating concept of destination management 

[Schuler, 2012] consisting of a constant interplay of bottom-up and a top-down 

processes has been confirmed by study participants. This awareness leads to questions 

for further research such as "How are responsibilities determined in the counter-rotating 

concept?" and "How do destinations achieve to balance between multiple, potentially 

antithetic conceptions from top-down and bottom up and which institution will function 

as intermediate?" Also the importance of knowledge exchange and an educational tool 

has been identified within this research. Suggestions for how to create these tools, what 

kind of knowledge to transmit and who to address have been made within the 

description of the framework 'towards a new management structure'. However, it 

remains to be specified how these tools can be technologically as well as 

organizationally implemented in destination management structures, how knowledge 

generation can be organized, financed as well as pushed. 

Establishing a comprehensive research model as well as a general framework for a new 

management structure in winter sports destinations is challenging: Due to the wide 

diversity of unique types of winter sports destinations existing, it is necessary to 
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establish a model that includes all relevant intermediate and dependent variables (cf. fig. 

1) in a flexible way that allows for the adaption of the model to the specific 

circumstances of each destination. Additionally, the extension of the approach discussed 

in this thesis to other types of destinations - apart from winter sports destinations - needs 

to be aspired in order to contribute to an overall improvement in tourism sustainability. 

Equally important is to raise awareness of the fact that ecologically sustainable 

destination development is a long-term strategic alignment. On the one hand, this needs 

to be taken into account on the part of decision makers in the destinations in order to 

include measures and decisions regarding ecologically sustainable destination 

development in their strategic planning. On the other hand, in the long term, a study of 

the influence of the management structures on ecologically sustainable development 

over time is recommended to provide evidence for the findings. 

Due to limitations regarding the extent of this research, sustainability has been reduced 

to the ecological aspects. However, successful sustainable destination development 

requires the consideration of the three dimensions: economic, social and environmental 

aspects. These three pillars are irrevocably interlinked and further research should 

involve the social and economic aspects in an equal way and put into question if the 

discussed environmentally sustainable destination development will also meet the 

criteria of social and economic sustainability. Within this more extensive research it will 

be challenging but necessary to examine aspects - especially in relation to social 

performance - that are more difficult to measure as they are not captured in annual 

accounts so far, for example community outreach and protection of spiritual heritage. 

Accordingly, the inhabitants of the destinations and the influence of the corporate 

structures on their quality of life - and vise versa - need to be considered as well. The 

theory about the three major stakeholders in tourism - consumers, tourism business 

operators and governmental authorities - as discusses within the literature review (cf. 

chapter 2.2.2) has to be extended. 

Furthermore, the importance of psychological aspects for sustainable and non-

sustainable development has been broached, but requires a more intense consideration. 

Owing to the circumstance that human behavior is indicated as a key determinant in 

sustainable tourism - on the demand as well as on the supply side - further research 

needs to set up a closer link between tourism research and psychological research. 
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The framework for further research displayed in figure 19 sets the base for the next 

phase of a long-term research regarding the optimal organizational structure for 

environmentally-sensitive destination development. Developing a meaningful and 

applicable concept for winter sports tourism that serves as framework for ecologically-

sensitive destination development is challenging but necessary in order to provide a 

tourism concept that is in accordance with the environment and that does not destroy its 

own base of existence in the long term.  
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9.2 Appendix 2 - Interview Guideline (English) 

 

Interview Guideline - English 

This interview is designed to surface your thoughts about how different organizational 

structures in winter sports destination could have a positive or negative influence on 

ecologically sustainable destination development. I am especially interested in this issue 

from the perspective of your current work position.  

The interview will last no more than 1 hour and is intended to be conversational in 

nature. Your responses will be treated strictly confidentially. If information from this 

interview is used in presentations or publications, it will be done so in a way that 

respects your anonymity. You will also have the opportunity to review any material 

from this interview before it is presented or published. Do I have your permission to 

record the interview? 

1. What is your current position? 

2. How long have you been in this position? 

3. Can you give me a brief overview of what it is you do in your work? 

The following questions will ask you to reflect your experiences within the destination 

Åre: 

4. How would you describe the governance and management structures of the 

destination? 

a. Is the management and governance of the whole destination centralized, 

or strongly "influenced" by a single organization? Or is it decentralized 

and more partnership and network-based? 

b. How many actors are involved? 

c. How big are they? 

d. Please describe the power dynamics and relations among the actors. 

e. Please describe a recent example from your own experience that best 

illustrates the decision-making process within the destination. 

5. From your perspective, what are the strengths associated with the governance 

and management approach you described above?  
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6. From your perspective, what are the challenges with the governance and 

management approach you described above?  

7.  Within the context of these strengths and challenges, how do you think the 

management and governance structures influence the ability of the destination to 

improve its sustainability performance and achieve their intended sustainability 

goals? 

a. Please describe a recent, specific example involving a decision to 

improve sustainable performance. How was that decision made? 

8. In what ways is knowledge management useful for achieving the destination's 

intended sustainability goals? 

a. What are concrete sustainability goals of the tourism destination? 

9. From your perspective, what specific knowledge needs are required in order to 

improve the destination's sustainability profile and to achieve intended 

sustainability goals? 

10. What are the sources of knowledge used that support decision-making for 

sustainable development at the destination? 

11. In what ways does the destination use an IT-based knowledge application? What 

do you think are the benefits? 

12. In what ways does the destination try to identify potential customers with the 

smallest environmental footprint? 

a. How does the organization use this information? 

The following questions address issues of DMO structure, innovation management, 

change management and strategic management in the context of achieving the 

organization's intended sustainable development goals. 

13. How do you think do the stakeholder groups of consumers, tourism business 

operators and government influence the achievement of ecologically sustainable 

destination development? 

14. To what extent do you think does the existing innovation climate within a 

destination have influence on ecologically sustainable destination development? 

15. How do you evaluate the role of change management for successful 

implementation of measures to improve ecological sustainability? 
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16. Does the destination consider environmental goals within the strategic planning 

process? 

a. Do you actively use determined indicators for monitoring the 

development of environmental issues in the destination?  

If yes: what are your experiences? 

17. How do you describe the role and the responsibility of Destination Management 

Organizations in achieving an ecologically sustainable destination development? 

The following questions demand a final evaluation and prognosis for future 

development of sustainability issues. 

18. How do you predict the further development of sustainability topics within the 

destination? 

19. What do you think are the main challenges the destination will face in the future 

regarding ecologically sustainable destination development? 

20. Is there anything else I should have asked you about this topic? 

 

9.3 Appendix 3 - List of Meta Codes 

 

(1) The big leading company in the destination aims to work for general good and 

assumes responsibility for the destination development.  

(2) The big leading company helps to formulate a common vision for the whole 

destination.  

(3) The big leading company enables investments that small companies are not able to 

realize.  

(4) Smaller companies demonstrate a lack of responsibility.  

(5) Constant flow of knowledge on different topics and from different sources is 

necessary to develop a destination in a long-term sustainable way.  

(6) Definition of sustainability goals as a constant development process.  

(7) Economic aspects as a main constrain to sustainability improvement.  

(8) A network of partners enables constant flow of knowledge generated from various 

perspectives. 
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(9) IT-applications and a shared data base are useful to evaluate and improve guest 

satisfaction and to support ecologically sustainable destination development.  

(10) No attempt to identify tourist with the 'smallest environmental footprint'.  

(11) Consumer demand as a major driving power for ecologically sustainable 

destination development.  

(12) Destination growth has to be limited in order to ensure ecologically sustainable 

destination development.  

(13) Interdependency between the big and the small companies within a destination.  

(14) The DMO as important institution to represent the interests of the small companies 

and to mediate between different stakeholder groups.  

(15) The more stakeholders are involved, the longer it takes to take a decision.  

(16) Changes in consumers' demand for more environmentally friendly products. 

(17) Public and private sector need to cooperate in order to achieve ecologically 

sustainable destination development.  

(18) Improvement of public transport as one of the major challenges for ecologically 

sustainable destination development in the future.  

(19) Companies acting in an ecologically sustainable way and a good innovation climate 

can cause a knock-on effect within the destination.  

(20) A bottom-up strategy supports long-term oriented sustainable development.  

(21) Ecologically sustainable development requires limits to destination growth.  

(22) Ecologically sustainable destination development is a shared and indispensible 

responsibility between all stakeholders in the destination.  

(23) Long-term thinking and forward-looking economic actions are necessary for an 

ecologically sustainable destination development. 

(24) Positioning between centralism and decentralism as suitable structure for 

ecologically sustainable destination development.  

(25) Small companies need a concrete, "hands-on" guideline for ecologically 

sustainable development. 

(26) Sustainable destination development requires cooperation and knowledge exchange 

with experts. 

(27) Tourism business operators have a major responsibility in being pro-active in terms 

of sustainability measures. 
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(28) The government needs to set the framework for sustainable destination 

development through legislation and financial support. 

(30) Improvements in terms of sustainability can boost economic performance, attract 

tourists and rise the brand awareness of the destination on the market. 

(31) Energy production from renewable resources is a major topic and requires large 

scale investments. 

(32) Winter sports destinations face special challenges in terms of sustainable 

development and need to act especially sensitive towards their natural resources as they 

form the basis of their businesses. 


