1.1 Needs for sustainable tourism management

As already mentioned, Banská Štiavnica and its region have a great potential for tourism development but unfortunately this has not been fully utilised yet. Town and region lack the ability to build and maintain its economic, environmental and social sustainability. In this part of the report, the needs that are essential to use the tourism potential and to foster sustainable development of tourism in the region will be identified. These needs are separated into three main groups: 

· People

· Concept

· Process

Each group has its own specific features and in order to meet the overall goal (promoting sustainable tourism in the region) the needs of all of the three groups must be fulfilled. 

1.1.1 People


One of the basic conditions for ensuring sustainable tourism in the region is that it must be respected and supported by the majority of the people in the given region. This needs to be considered from the very beginning, because as many stakeholders as possible shall get involved in the process. 

The group of stakeholders may include:

· People/organisations that will initiate the process and assume responsibility for the possible financial and social risks,

· People/organisations that are important in determining the tourism development directions,

· People/organisations that are, due to their competence, pre-determined to bear the main work load (sufficient capacity, appropriate natural features and work attitude, image and Respect, experience, motivation, etc.),

· People/organisations that have special experience in coordinating partnerships among a number of parties and can act as facilitators,

· Sponsors,

· People/organisations that can serve as a link between the project and the “external” world (e.g. politicians, people known by public, etc.).

An essential requirement is that the tourism-developing team consists of a sufficient number of experienced, skilled and qualified people with:

· Experience and skills in working with people – ability to take action, communication skills, ability to work in a conflict environment and as a team member, ability to motivate other people and get them involved in the process, managerial skills, good knowledge of human nature, etc.,

· Technical experience and skills - expert knowledge in fields of tourism, regional development, small business, etc.,

· Methodological skills and abilities – knowledge of the project cycle, skills in analysing problems and situations, in planning, etc.,

· Inherent personal features – great degree of motivation, positive attitude to changes and innovations, creativity, flexibility, initiative approach and willing to take risks, belief in positive results, etc.,
1.1.1.1 Steering Committee

In order to start a development process and to be successful in drawing the necessary conceptual documents (followed by their implementation in practical life), a steering committee needs to be established.  Its tasks will be:

· Decision making (as to strategy, finances, staff and operations),

· Implementing the methodology,

· Promoting and managing cooperation and coordination. 

For the Steering Committee to be easy-to-manage and active, it shouldn’t have too many members. Furthermore the members of the team should meet the following basic criteria:

· Interest and readiness to actively contributing to the development of both region and tourism (this is an essential requirement),

· Readiness to take responsibility and to provide or acquire resources (financial, personal, spatial, etc),

· Representing organisations and institutions that work in the field of tourism and/or will be affected by its development; in addition, these institutions should have a decisive influence on tourism development,

· The members must be aware of and accept the fact that they represent a group of people, not themselves,

· The members shall dispose of decision-making and have executive rights in the institution they represent; moreover they shall have a significant impact on the issues that are important for tourism development; the higher the position of the members in their organisations, the stronger the steering committee,

· It should not be forgotten that the acceptance and the image of the development activities are closely connected with the acceptance and the image of the people who represent the project.

The following people could be members of such a team in Banská Štiavnica:

· Mayor of the town and a person representing the other mayors in the region,

· Directors of both the Slovak Mining Museum and the Museum in the village of  St. Anton,

· Member of the regional parliament representing Banská Štiavnica,

· Directors of both CHKO (Protected Landscape Area) and Office of Monuments,

· Five businessmen and other tourism stakeholders (in an appropriate distribution structure) that would represent:
- Lodging facilities in Banská Štiavnica,
- Lodging facilities outside Banská Štiavnica,
- Restaurants in Banská Štiavnica,
- Travel agencies, focused on stays in Banská Štiavnica,
- Providers of other service in the tourism sector,
- Other relevant organisations that are active in the field of tourism in the region of Banská Štiavnica (e.g. a non-governmental organizations, consulting agencies, etc).

The number of members of the steering committee and its structure could be a subject to change; however, its capacity for action should be always maintained. The actual structure of the steering committee could be different from that proposed above because (as proposed below) the pre-requisite of being a member of the committee is a membership in the tourism association.  

It is important that the members of the steering committee devote a sufficient amount of time and energy to the work in this committee. If Banská Štiavnica and its region declare tourism as one of its main directions of development, then logically the public officers (town mayor, other mayors in the region, representatives of public institutions, etc.) must dedicate a part of their capacity to tourism and its development.

The members of the steering committee represent certain groups of people and organisations. Therefore each of them can build his own advisory team or create another appropriate tool for articulating the given needs and opinions of the group.

The work in the steering committee is not compensated financially; the members are only entitled to have their costs related to the work in the committee reimbursed. 

1.1.1.2 Executive Team

It is likely that the members of the steering committee will not have the time and capacity to implement their decisions, i.e. to do the every-day work that follows their decisions. Therefore their decisions must be implemented by an executive team, i.e. by people who work for the tourism development on the every-day basis. Those people could be employees of the institutions that are involved in the process and people willing to dedicate a part of their capacities to this work. It could also be a newly established team of people (or an institution designed especially for this purpose) that would be working either full or part-time - supported by volunteers if needed. If necessary, experts can, for a certain period of time, become members of this team. In addition, the team provides technical support to permanent and temporary working groups. The members of the executive team are paid for their work according to the number of hours worked. In the model introduced in this study, the executive team would also assume the role of the executive body of the proposed regional tourism association (see below). 

It is necessary that personnel continuity exists in both the steering and the executive committee. Since the building of experience, knowledge and contacts are a gradual process, it is extremely difficult to  change the team members amidst the work and to transfer all the acquired knowledge. Therefore, people who can dedicate their capacities and their time to this work on long-term basis should be selected as members of these teams. 

1.1.1.3 Public

The participation of expert and general public in tourism is necessary for a number of reasons:

· Public in general is very creative, it has an objective approach to problems and is rich in experience and knowledge,

· Should a tourism development strategy and its additional documents be implemented, both of them need to be “owned” by the general public (people have to have the feeling of “authorship”, they have to accept the proposals) because the public has a significant position as to implementing changes.  Many of the public-related measures will have restrictive and even negative impacts on it,

· Visitors and inhabitants of a region interact with each other, so that referring to the general impression of a region these interactions are of vital importance.

The participation of the public in tourism development is a difficult task as to time, finances and capacity.  However, any attempts to work on tourism development without involving the public are bound to fail.

“The public” can be divided in two groups and both of them requiring different ways of inclusion into the process (though some of the methods are equal for both groups). The two groups are:

· Professional public

· General public

Professional public

This group consists of individuals, groups and organisations that are involved in tourism development in Banská Štiavnica and/or have a direct impact on it. In addition, professionals – experts in various fields (e.g. tourism, regional development, legislation, nature and historical monuments conservation, etc.) can be part of this group. 

Categories of the professional public that should be involved in the tourism development in Banská Štiavnca and its region are the following:

a) Public administration and public institutions – the decision-making level

· Town Hall in Banská Štiavnica and in other towns/villages of the district, or even better those that are located in the so-called Region of Sitno,
· Municipal parliament and parliaments of the above mentioned towns/villages

· Micro-region of Južné Sitno association,

· The VUC (County) Office in Banská Bystrica,

· Regional parliament in Banská Bystrica,

· Ministries at the central level,

· State administration – relevant environmental office, labour office, social affairs and family, office of transportation, forest management office, etc.,

· Public agencies and organisations with a radius of activities affecting Banská Štiavnica – Office of  CHKO Štiavnické vrchy (Štiavnické Hills Protected Landscape Area), Office of Monuments, Slovak Agency for the Environment, Slovak Agency for Tourism, Office of Municipal Forests, Municipal Technical Service, etc.,

· The police, health care and the fire emergency department.

b) Businessmen 
· Lodging facilities,

· Restaurants, cafes, etc.,

· Travel agencies,

· Other special service providers (guiding, tourist rentals, etc.),

· Shops (souvenirs, book, maps, photo, video, etc.),

· Special consulting agencies,

· Other business entities that are not directly active in the field of tourism but benefit from it (e.g. car repairs, banks, shops, etc.).

The situation as to the involvement of business owners in the tourism development in Banská Štiavnica is quite complicated. Businessmen are not grouped in any professional organisation (either a general one or a tourism-related one). They can cooperate on an occasional basis (preparing large events, joint presentations, etc.); however, they do not have an official institution to represent them.  

On the other hand, businessmen are the most important element in tourism and they cannot be excluded from planning and developing tourism-related activities.  Therefore, one of the following scenarios should be used to improve the existing situation:

· Establishing an appropriate entity to represent the businessmen,

· Creating a special structure for representing businessmen in tourism,

· Creating a tourism association (involving non-business entities as well),

· Creating an organisation for the representation of businessmen in general (involving also other business than those affected by tourism),

· Selecting the most important business representatives,

· Ad hoc work with individual businessmen.

c) Associations, clubs, non-profit entities, academic institutions, museums

· Slovak Mining Museum,

· Museum in St. Anton,

· Banskoštiavniko-hodrušský Miner’s Society,

· Slovak Tourist Club,

· Slovak Bicycle Club Hámrik,

· F. J. Turček Foundation,

· University Colleges (UMB and TU).

General public

Individuals, groups and organisations that are neither directly involved in tourism development or immediately affected by tourism, nor have a direct impact on it, are part of this group. In spite of this, their participation in the process is extremely important (more detailed reasons are provided in the introduction to the section 4.3. Communication and Public Relations).

A number of efficient methods to involve the public in the process exist.  A general pre-condition is to keep the public informed and to maintain an effective communication with it (see section 4. 3. Communication and Public Relations below).  This is to make sure that if citizens wish to get involved in tourism development, they have at least some basic knowledge of the issue. 

In addition to some common communication and public relation methods, there are also other procedures that might be implemented in terms of involving the general public into the tourism development and its planning process. Examples are e.g. finding out information about needs, opinions and attitudes of the public, education or even convincing the public. 

These methods include:

· Action planning – a set of structured meetings, where citizens (supervised by relevant professionals) can acquire knowledge of necessary facts so that afterwards they can design “lay” proposals, plans, formulate ideas, etc. themselves,

· Selection of options – groups of citizens come up with ideas and propose steps that they consider applicable for improving the quality of tourism and its impacts on their lives. They present their ideas and proposals at internal events, and select those (following pre-determined rules) that shall be implemented. Finally, they start with their implement themselves,
· Citizen panels – the task of this panel of citizens is to decide, if a given idea (objective, programme) is acceptable and beneficial for the local population. The panel members are nominated according to certain rules, for it is important that they form a representative sample of the community. Hearings of parties involved (authors of proposals, opposers, experts, etc.) take place, and they are followed by panel members that are making decisions,
· Community assessment – a group of active citizens interested in tourism development prepare and carry out a simple questionnaire survey among the inhabitants. So people get a chance to propose what aspects have to be improved or implemented. The recommendations are hierarchically structured and submitted to local authorities. Citizens start a discussion regarding these recommendations,
· Community indicators - local citizens use a chosen method to arrive at a decision regarding their priorities. Then they determine indicators to measure satisfactory or unsatisfactory development of the stated priorities.
· Processing Visions, Searching for future outlooks, supervised visualisation  – similar methods help the participants to create their own vision of tourism in town and region in the future. They share these visions in the group, compare them and use them to create a common future vision.  Furthermore, they decide on long-term goals and propose procedures to meet the vision.
· “Imagine!” – this is a method where citizens determine which were the best moments of tourism development or tourism measures implemented in town and region in the past; they try to transform them to correspond with the presence and propose a way to achieve them.
· Model of local sustainability – the participants shall create a simple chart (matrix), in which individual elements of economy, community life and environment are evaluated from the viewpoint of their stability and changes that have taken place. Then they assess how the proposed strategy (programme, project) will change the components.  In the end, the participants try to adjust the strategy to make it work towards improving the assessed components.
· Open space – the participants come up with individual proposals as to the topics they want to deal with, including taking partial responsibility for the management of the process. These topics get grouped and working meetings are held for each of them, having a defined goal in advance.  After these partial meetings, a concluding one is prepared. During this final meeting, it should be definitely clarified which topics are of special interest for the citizens and who is willing to participate in their development process.
· Citizen map – during the time given, citizens draw those things on the map which they appreciate the most in their region, i.e. things they would like to show to the visitors (these could be e.g. localities, events, traditions, etc.; it is only necessary to agree on a way how to present these things on the map). The map is publicly displayed for a certain period of time (showcase, the Internet, etc.) and appropriately distributed (leaflets in newspapers, direct mailing, etc), so that anyone can draw their ideas in it. The result is a set of phenomena and locations most appreciated by the citizens who, consider them important to preserve, improve and offer for tourists.
· Listening project – a group of active citizens (the active core) create a set of relevant questions regarding tourism development. These questions get used in dialogues with neighbours and other citizens; the answers to these questions get written down. When appropriately supervised, this method can be very helpful in carrying out a detailed analysis of citizens’ needs and wishes. In addition, the citizens’ interest in tourism development can be awakened this way.
· Participative evaluation – using various methods (e.g. brainstorming, diagrams, cause trees, time lines, Venn diagrams, etc.), groups of citizens summarise the problems of tourism development, identify their reasons and propose ways of their elimination. In the end, the groups meet and draw a final document – to be used as basic material for the operation programme. 
· Participative strategic planning – this is a similar procedure as the one described above. However, it is implemented by citizens who wish to actively participate in the process. Therefore, it is more intensively focused on the feasibility of plans and on the way of their implementation. 
· Participation theatre – a more relaxed form of participation; it is less official, therefore, putting higher demands on imagination. Volunteering actors put up a symbolic play of an (as if) unsuccessful moment in the development process. The viewers then provide advice as to what should be done or changed to make the process (performance) successful in its end. This way they define what needs have to be met and changed in real life. 
· Planning in reality – this is a method that is suitable for planning physical elements (parks, resorts, public spaces, etc.) in an area. Students of a local school prepare a large but portable model of a given territory that reflects the current situation. The process leaders then visit some relevant groups of people (pensioneers, youth, families with children, etc.) or organise meetings with them; during those meetings proposals are made as to what should be changed in the given territory to make it more interesting for both local people and visitors. People participating in these meetings are assisted by experts (e.g. an architect, urban planner, tourism expert, etc.), simple or symbolic models of houses, other buildings, sidewalks and roads, small architectural items, etc. in order to support the process by visualisation.

· From vision to action – a group of people create their own vision of how tourism should look like in the region in 10 years from now on. Then they come up with some fictive newspaper headings in gutter press that describe the 10-year development process (from today to the time envisioned). 
Each of the above described methods is applicable at various stages of a development process. But they differ as to their organisational, personnel and time demands. In general, however, it needs to be taken into account that a good public participation lasts for several months and is usually quite financially demanding.  The advantage of these methods is that their results are usually representative enough for being seriously taken into consideration by authors of strategic documents and by stakeholders.

Prerequisites of each of these participative methods include: information of citizens in detail before and during the process, patience and sufficient inclusion of these activities in time tables as well as joint “celebration” of achieved results at a social event (e.g. dancing party, goulash party, concert, etc.)

It is not task of this study to determine the specifics of the particular methods; each method has its own procedures and it is necessary that the executive team gets acquainted with them. Another option is that an expert on citizen participation becomes a permanent or temporary member of the team.

1.1.1.4 Tourism Association

It is recommended that establishing a regional tourism association should be the first step to take for the purpose of tourism development. This association would unite legal entities, pursuant to Act No. 40/1964 of Col. of the Civil Code. Its basic characteristics are as follows:

· Open structure, clear content and responsibilities,

· Efficiency and expertise,

· Acceptability by decision-making bodies and sufficient competence,

· Sufficient personal, financial and methodical resources,

· Management and co-ordination skills.
In addition, the bodies of the association shall assume the roles of the structures described above that are involved in tourism development in a region:

· The steering committee would be the board of directors,

· The executive components of the association (office, headquarters, ...) would build up the executive team.

1.1.1.5 Areas of the association’s work

From the methodical point of view, the association shall have six basic working areas:

a) Decision making

The typical tasks of the working area “decision-making” of the association (in addition to regular internal matters) include: adopting strategies, defining goals, accepting projects, dealing operatively with relevant problems and issues related to tourism development in the region, and the like.

Considering both the current situation in Banská Štiavnica and the existing legislation, the decision making rights that are now owned by other institutions (mainly local governments and private organisations) will not be transferred to an association very soon. However, if tourism development and the tourism association become accepted by the society, the association can turn into a consulting body for local parliaments as well as for private and (in some cases) also state-owned entities. In such a  situation, the association will be deciding what should be recommend to these institutions. From the personnel point of view it is therefore very important that the members of the association hold decision-making rights. This can increase (a) the association’s chances to achieve goals, (b) the acceptability of its decisions by the general public and (c) its participation in tourism development.

b) Policy making

The tourism association should get involved, or even be a leader, in preparing conceptual and strategic documents on tourism for public institutions in the region (in specific cases also for private entities).  These could be “big” documents (e.g. strategies, concepts, programmes, and the like) but also partial ones (serving the purpose of providing an information basis for other documents). In addition, the association should provide tourism-related comments to all development and operational documents that are focused on regional development. 

b) Operative activity

The operative activities include: preparing basic information documents, pursuing decisions (resolutions) of the association’s bodies, preparing and implementing projects, monitoring activities and feedback and providing necessary service to professionals and working groups.

c) Co-ordination and co-operation

Tourism development in a region consists of a great number of activities where many stakeholders have a share in. Therefore, the association must be able to build and maintain a good environment for co-operation, meetings, negotiations, co-ordination, networking, etc. 

d) Expertise

Should the decision-making and the operative functions of an association be satisfying, it requires a lot of professional work. Since it is not possible for the executive employees to be professionals in various fields of tourism, it is necessary that the association creates an environment that allows involvement of experts from the region and also from outside the region. It can be done in a number of ways – full or part-time employment of experts, creation of advisory and expert commissions or ad-hoc contracting of experts.

e) Public participation

As emphasised earlier, the involvement of the general and professional public is a prerequisite of successful tourism development in the region of Banská Štiavnica. Therefore a tourism association must be able to address and effectively involve tourism stakeholders (but also other citizens) in its activities. Moreover it must find appropriate ways of communication, use various mechanisms of participation, etc. 

1.1.1.6 Tasks of an association

The objectives and activities of an association should be such that the membership would be attractive for all entities that deal with tourism development or that are influenced by tourism. No obligatory membership shall apply to this association. The basic tasks of the association include (they may overlap): 

a) Co-ordination of activities

· When working on strategies, concepts and plans,

· When developing products and shared offers,

· When doing a co-operative marketing of the region,

· When lobbying (even on higher political and administration levels) and working on creating better conditions for tourism development in the region.

b) Communication and information about the association’s activities, its objectives, events, etc.

· Communication among the association members,

· Communication between the association and other stakeholders,

· Public and media relations,

· Communication with citizens.

c) Relevant forms of networking, e.g. 

· Developing and implementing a discount system for the members,

· Establishing expert groups, etc..

d) Fund-raising and financial management

· Fund-raising for the activities of the association,

· Financial management of the association, its projects and activities,

· Optional: financial management provided as a preferential service to members.

e) Consulting service 

· Providing basic advice and instructions in various fields of tourism (e.g. preparing products, small business, marketing, etc.), if convenient for the association.

f) Project making 

· Working on the association’s project proposals (optionally, provided also as a preferential service to members),

· Implementing operation programmes and action plans,

· Carrying out project management,
· Searching for partners for projects from Slovakia and also within the EU or worldwide.
g) Concept making 

· Defining the objectives and goals of the tourism association’s work in the region,

· Developing strategies, concepts a plans,

· Implementing strategies and the like,

· Deciding about the use of finances acquired from levies and taxes (in the case that a satellite account for tourism is opened).

h) Surveys, monitoring and assessment

· Completing visitor surveys and other marketing surveys,

· Evaluating the implementation of strategies, plans and programmes as well as providing feedback,

· Evaluating the associations’ projects and providing feedback,

· Monitoring and assessing the work of the association.

Concept

It is clear that tourism in Banská Štiavnica cannot be developed in a spontaneous (ad hoc) way, without knowing the goals to be achieved and without having these goals approved by the chief stakeholders and the majority of the population. Ad hoc activities and tourism development projects, implemented by individual stakeholders, could be good and beneficial. However, they are not sufficient because they deal only with particular aspects of development and tourism. The main objective should be to develop a joint regional product, not a product of individual service providers. Thus individual projects should be focused on short-term instead of long-term development.
Therefore, it is necessary that the first step will be to prepare a concept of development (immediately after the required structures are established). In this document it will be called the strategy of tourism development in Banská Štiavnica and its region (hereinafter “strategy”). The strategy needs to be prepared and accepted by all tourism stakeholders in the region and also by the majority of its inhabitants.

The strategy shall make sure that:

· The development activities in the region will not change into uncontrolled and accidental developmental attempts without following any goals and procedures,

· The activities are implemented on partnership basis, respecting the long-term goals of tourism development in the region,

· Goals, procedures and plans are set, which are focused on the needs of the Banská Štiavnica region, co-ordinated with local stakeholders, realistic and feasible,

· From the very beginning, the stakeholders are involved in defining and deciding about goals, procedures and plans,

· The goals, procedures and plans are pursued consistently and objectively.

A well drawn strategy and the correct process of its creation have a number of beneficial and desirable effects, which are usable for tourism development:

· Internal effects:

· Various regional initiatives and activities are advanced,

· Transparency of regional management and co-ordination of activities are increased,

· Regional awareness and regional identity are built among the local people,

· Since shared goals are defined, various current and potential future conflicts among stakeholders are partially or fully eliminated,

· A significant synergic effect of various individual projects in the region (if in compliance with the strategy) is created,

· Potential of mutual cooperation and cordination in the region becomes percipient, what can motivate the process participants toward implementing new and better activities.

· External effects:

· Parties that are not involved in the process receive signals about the direction of tourism development in the region,

· If a region has a good quality tourism development strategy, the chances to receive financial support from the state and from European funds increase; even for parties that are not involved in tourism development ,

· The strategy helps governments and officers at higher administration levels in deciding about the future development of county and state.

A tourism development strategy has a number of typical features that need to be considered before starting to work on it:

· It is an informal, “voluntary” tool without legal power – the stakeholders voluntarily decide to pursue it; however, it is important that they accept the strategy’s goals, procedures and Plans already at the very beginning of the process,

· It is an open, “living”, document that can be adjusted and extended during the process (due to changing conditions, based upon interim evaluations and feedback, etc.); however, the Form of updating shall be determined in advance and changes should not be principal,

· Though it is a theoretical document, it shall be clearly focused on practical implementation and action, i.e. it must define the practical and achievable goals, procedures and plans,

· The correct process of a strategy preparation is as important as the strategy itself (“the path is also the goal”).
1.1.1.7 Essential parts of a strategy

Strategies usually consist of five basic parts:

· Diagnosis of the existing situation and problem analysis,

· Vision and goals of tourism development,

· Strategy determination,

· Operation programmes and projects,

· Monitoring and feedback.

· Diagnosis of the existing situation and problem analysis

The current state diagnosis describes the situation in the field of tourism in the region of Banská Štiavnica. It serves the purpose of creating a clear and common basis for determining the goals of the strategy and its programmes. It also provides a platform for shared decision-making. The diagnosis can include: 

Analysis of the current situation in the region:

· Natural features (landscape, interesting fauna and flora, rich biodiversity, geological formations, waters, protected territories, etc.),

· Cultural features (historical monuments, typical architecture, technical monuments, traditions, customs, music, gastronomy, various cultural or other events, etc.),

· Tourist infrastructure (accommodation, restaurants, attractions, and the like),

· Other basic data (distances from cities, airports and train stations, way of getting to and travelling within the region, network of shops, health care, banks, police and various other services, zoning plan),

· Marketing data (existing market segments, visitors’ interests, needs and motivations, methods of marketing, methods and channels of promotion, and the like),

· Legislative environment (national and regional concepts and tourism plans, small business legislation, zoning plan, nature conservation and monuments protection).

Analysis of the external environment – identifies the relevant threats and opportunities that are to be faced or used during tourism development (e.g. trends, political situation, expected new legislation, demographic development, etc.)

The existing situation can be described and problems analysed in a number of steps:

· Inventory of above described elements,

· SWOT analysis,

· Benchmarking – comparing the region’s selected parameters with those from a more advanced region,

· Creating scenarios – situations for various development versions are estimated and the worst and best scenarios are get compared. As a result of this process, an initial identification of aspects that are especially important for tourism development is acquired. 

· Vision and goals of tourism development

Questions like  “Where are we going?” and “ What do we want to achieve?” need to be answered in this part. The purpose is to justify tourism development and to determine its goals from the viewpoint of the region’s and society’s development.

Enough space should be provided to creativity. Brave and even utopian ideas should be given a chance.

· Strategy determination

Following the vision and goals, the strategically important fields of long-term tourism development shall be determined and basic ways of pursuing the given goals shall be defined. The final state, i.e. the state that shall be achieved by implementing the strategy, is described. Therefore the following needs have to be determined: what is to be developed, what regional features are to be employed and what procedures need to get implemented as part of this development. In addition, it needs to be decided who will be involved.

· Operation programmes and projects 

The strategy, as described above, needs to be transformed into a sequence of actual steps that are necessary for meeting the goals. Operation programmes (or simpler action plans) serve this purpose. In these programmes measures of how to meet the goals, the organisational and financial management, and the time schedule, etc., are defined.  

Operation programmes are usually sectoral, i.e. they deal with measures and events within one sector. In the case of tourism development in the region of Banská Štiavnica, the following should be considered:

· Preparing new offers and products,

· Building infrastructure for tourism,

· Increasing the awareness of natural and cultural heritage among local people,

· Developing human resources in tourism,

· Travelling to and within the region,

· Ensuring tidiness and public order,

· Marketing and promotion.

Additional operation programmes can be identified in the process of strategy preparation.

Operation programmes should be consistent and interlinked, and have to take into account the folowing aspects:

· They should contain short-term but complex measures focused on tourism development in the region,

· The measures should be prioritised, i.e. it should be determined what is more and what less important,

· Programmes focused on operation and maintenance should be perceived as programmes that are supporting development and innovation. They are not a goal of the strategy,

· Operation programmes should respect an integrated approach, i.e. those measures from various sectoral operation programmes that are (a) shared, (b) in the responsibility of one manager, or (c) can be financed from the same source, should be linked,

· Particular projects are also integrated in a “central project” in the cases that (a) they get involved in same activities, (b) they are mutually interlinked or (c) they influence one another,

· Projects should have a multiplicative effect, i.e. the consequence of one project is a number of new activities that do not necessarily depend on the original project anymore,

· Programmes and projects should be innovative, i.e. they should look for and bring new views and solutions; usually, the innovative element is tested on one project and if it is successful, it gets included into the other projects as well; innovation can concern products, methods and approaches; creativity is an inevitable part of innovation,

· Particular measures and projects should be as concrete as possible, containing deadlines and people/institutions held accountable.

Operation programmes, or the measures determined within them, constitute a basis for defining particular projects. They are complex units of short-term activities with a tangible goal. A project should be factual and its activities and outcomes have to be appropriately described in the operation programme. There might be many activities/outcomes defined within one operation programme; they can be implemented in parallel or in sequence. The activities have their managers and a clear project cycle (preparation – implementation – evaluation – feedback). It is appropriate to keep a file of projects and ideas that are related not only to the project activities but also to project management, financing, communication, and the like.

For projects, the following components should be clearly stated in the operation programme (or in the project file):

· Project justification (i.e. which measures of the operation programme and what goals of the strategy are to be attained by the project),

· Project description (localisation, goals and description of activities)

· description of project outcomes,

· Principles of financing the project (indicative budget, financial management, follow-up costs and the way of handling them, etc.),

· People / institutions held accountable for the project,

· Description of the project management,

· Plan of activities and project milestones.

· Monitoring and feedback

A tourism development strategy, like any other strategy or development plan, comprise a certain amount of risk and uncertainty. This gets even increased if innovation and creative thinking are employed in the course of its preparation. At the same time, the external environment keeps changing – legislation, trends, etc. are all subjects to change. It is natural and thus nothing can be perfectly planned in advance.  Unexpected development and changes in the strategy and its operation programmes can be eliminated to a certain extent during the implementation phase of the strategy/operation programmes. However, it is important to consider the use of the feedback mechanism from the very beginning on, i.e. the strategy and its phases, the operation programmes and their phases and the projects itself get evaluated. The knowledge acquired from these evaluations then has to be used for the update of the strategy/operation plan, the next phase or another project. As to monitoring the project implementation, it is necessary to determine what needs have to be monitored, how things should be measured, how the results of the measurement might be used, who should be held accountable, etc.

For feedback, the possibility of updates should be considered already in the course of the strategy preparation (e.g. they could take place in regular periods or after attaining a certain state or goal). A mechanism of result evaluation and of including the updated versions needs to be created. 

1.1.1.8 Partial strategies 

A number of additional strategies are useful to be drawn and included in the general tourism development strategy. They could be as follows:

· Diversification strategy – defines new products that get introduced or market segments that will be  addressed in situations when the existing products/market segments are obviously not sufficient,
· Strategy of human resources development – identifies groups of people or professions that are necessary for improving tourism and determines what knowledge needs to be developed,
· Marketing strategy – identifies in detail the market segments (target groups) and the way of marketing in order to attract the selected segments,

· Win-win strategy – identifies the conflicts that are inhibiting tourism development in the region and need to be resolved. The aim is that all conflict parties get satisfied and thus cease to hinder further developments,

· Sustainable development strategy – defines the SD principles for tourism.

If necessary, additional partial strategies can be identified during the preparation of the “main” strategy of tourism development.  

Partial strategies can form a basis for creating relevant operation programmes (see above).

1.1.1.9 Strategy preparation process

As mentioned above, the process of strategy preparation in Banská Štiavnica and the way of its implementation is as important as the strategy itself. It is required that a great attention is paid to this process and that its underestimation is avoided, for a strategy can only be a useful document if it is prepared and implemented appropriately. Otherwise it can easily turn into a formal document without having any practical use in real life. 

It is essential that the bottom up approach is used in tourism development in Banská Štiavnica and its region. If this approach is applied, the demand to prepare a strategy, including principles and content (to a certain extent), has its origin within the group of citizens. It may be also initiated by a narrower group of professionals who do not hold decision-making rights (usually businessmen in tourism). This approach is ideal because it builds a “strategy ownership feeling” among a quite large group of citizens. This way the measures defined in the strategy will not only get easiliy accepted and implemented. Another advantage is, that local authorities are requested to do the same. Nevertheless this approach is difficult to apply as  it requires intensive communication with the public.

A number of essential requirements shall be fulfilled when tourism is to be developed in a region:

· An appropriate organisation structure must exist,

· Strategy preparation and its implementation must be well and realistically planned,

· Stakeholders must engage in an effective communication (this applies especially if their opinions diverge), they shall know each other’s opinions and purposes, and they need to be well informed about what is going on in the process of strategy preparation and implementation,

· Stakeholders shall accept the mutually adopted methods of conflict resolution and the conflicts shall be always identified as early as possible,

· The public shall be very well informed,

· Sufficient financial and other capacities are at disposal - already before the beginning of the process,

· The process is evaluated as it progresses and the acquired knowledge is operatively used for updating.

Process

In this chapter, outlined is a sequence of possible steps that need to be taken if tourism development in Banská Štiavnica should proceed in the direction of sustainable development, i.e. towards financial profitability, social acceptance, elimination of negative and promotion of positive impacts on both natural and cultural heritage. 

Sequence of steps

The development activities were put into individual phases. They are as follows:

· Creating an appropriate organisational structure,

· Carrying out initiation activities,

· Designing the tourism strategy,

· Implementing the strategy (or its operation programmes) continually.

1.1.1.10 Creating an appropriate organisational structure

The regional tourism association was identified as an appropriate organisational structure in the previous part of the report. The association would also fulfil the tasks of the steering committee and the executive team. More information about the forms of management and the tourism association is provided in the above described part “Tourism association / people” .

To establish a tourism association, initiators are important. These are people who own the idea of establishing an association and voluntarily decide to carry out the first steps. We can call them the preparation committee. Their tasks would include:

· To prepare some basic theses and documents that are necessary for establishing an association (theoretical and factual justification of the need to establish an association, first Draft of its constitution, draft of the methods of working and financing, etc.)

· To present the basic theses and documents, and acquire support of at least 15 future members from all sectors,

· To take care of the administrative requirements of founding,

· To prepare the first (founding) general assembly meeting of the association.

This period shall last about 3-6 months. The milestone of this phase is the first general assembly meeting of the organisation. The preparation committee is held accountable for the tasks to be carried out during this phase.

1.1.1.11 Carrying out initiation activities

The main task of the association is to design a good tourism development strategy and to ensure its long-term implementation. General acceptance of the association by professionals and public is an inevitable requirement for fulfilling (and de facto correct beginning) this task. Without meeting this requirement, it is not possible to start working on designing and implementing the strategy. Moreover a sufficient number of members should be acquired so that the association becomes a strong partner for authorities and institutions and also an accepted leader of tourism development in the region. Therefore, the association shall not begin its work by designing the strategy but by implementing other activities, e.g.:

· Joint promotion and marketing, participation in 1-2 tourism fairs, publishing of appropriate promotion material,

· Negotiations about improving the conditions for tourism development in the town and region (e.g. adjustments in opening hours, preferential maintenance of sites visited by tourists, adjustments in travel timetables, etc.),

· Education and awareness increase (training seminars, study trips, publishing activities),

· support of mutual communication (round tables, workshops, etc.),

· Preparation of the association for the work on designing the tourism development strategy (see below).

Consequently, these activities (if properly implemented) shall result in the following:

· Increased interest of professional and general public in the association and its goals,

· Increased number of members, thus reinforcing mandate and position of the association in the region,

· Working and communication mechanisms and channels that are necessary for the work of the association get tested.

The structure of the association does not need to be complex at this stage; the above described tasks can also be handled e.g. by short-term working groups (specialised bodies are not necessary yet).

This period shall last for about 9-12 months. The milestone of this phase is the meeting of the association’s general assembly. The bodies of the association are held accountable for the tasks to be carried out during this phase.

1.1.1.12 Designing the tourism strategy

The tourism development strategy is an essential document for tourism development in the region.  Therefore, its preparation (and regular updates) is among the most important tasks of the association.  The strategy was briefly described in the previous part of this report (see section 2. Process).

The association shall get engaged in the preparation phase for the work on this strategy. Since a strategy design is rather demanding and a highly professional approach, enough time, good organisation and sufficient capacities (financial, personal, expert and space) must be ensured at first place. Therefore, the preparation works need to begin at an early stage or even before the process of strategy design gets started (e.g. fundraising, finding and employing relevant experts, building a well-functioning organisation structure, etc.).

The following basic phases of strategy preparation (some of them may significantly overlap) can be defined:

· Initiation work (team building, defining tasks and responsibilities, designing time and financial plans, etc.),

· Data gathering (studying materials and documents, field surveys, questionnaire surveys, acquiring data from public, identification of possible conflicts, etc.),

· Analysis of the acquired data and first attempt to define the vision and goals,

· Final statement of goals and identification of required partial strategies,

· Preparation of partial strategies and sectoral operation programmes,

· Completion of the strategy, final presentation.

Relevant public presentations of results should take place as part of the 3rd, 4th and 5th phase. The acquired feedback needs to be used in the subsequent work. 

This period shall last for about 12-18 months. The milestone of this phase is the completed strategy and its presentation at the appropriate conference. Bodies of the association are held accountable for the tasks to be carried out during this phase.

1.1.1.13 Implementing the strategy (or its operation programmes) 

The existence of the regional tourism association is tightly connected with the completed strategy. The association should focus on its implementation in the form of sectoral operation programmes. After the strategy is completed, it is therefore necessary to propose a new structure of the association. This shall reflect the spectrum of the operation programmes. To propose such a structure is not task of this report, though it can be assumed that each sectoral operation programme should have a relevant working committee. As a result, the association will be a relatively large and quite complex institution at this stage, what needs to be considered when raising funds for it.

1.1.2 Additional comments to the process

· Co-ordination of activities and communication among stakeholders,

· Conflict resolution,

· Communication with the public.

1.1.2.1  Coordination of activities and communication among stakeholders

Similar to other destinations, a number of active tourism stakeholders is existing in Banska Stiavnica and its surroundings. They are involved in concept-making as well as in implementing practical activities. But the problem is that their work is not coordinated and often contradicting.  

In the town are about four groups – Town Hall, SAŽP (Slovak Agency for the Environment), Ekotrust and the people connected with the association Amber Trail– that permanently work and propose their mid- and long-term regional plans and strategies for the town and its surroundings. It has become a tradition that their activities are not coordinated. This is not only true in situations where activities or objectives of similar nature are to be implemented, but also regarding some small projects which are always prepared and implemented in the town. Their work is weakened by a useless competition in fundraising, by a disharmony in timing, by isolation, etc.. In addition, the projects and their objectives are often contradicting and lacking mutual respect for the other organizations` work.  

There are several reasons for this situation, e.g. the effort to protect intangible assets and commercial secrets, a lack of communication, bureaucracy, fear of competition, and the like. This state certainly does not promote tourism development. It is therefore necessary to create coordination mechanisms and to use them in order to eliminate these problems – all results of insufficient co-ordination and communication. The mechanisms suitable for the region of Banska Stiavnica can be the following:

· Mutual understanding agreements – official documents that declare a shared interest in promoting tourism in the region. They can also define some basic forms of cooperation (e.g. smooth information exchange, early notice of important processes and goals, etc.),

· Participation in working groups – mid-, long-term and permanent working groups established for handling certain problems,

· Negotiations about current problems, tasks and projects which can`t be solved within the working groups. They require (a) to follow a common procedure, (b) co-ordination or (c) conflict resolution,

· Round tables – discussion fora that are summoned regularly with a purpose to promote coordination and information exchange (e.g. new plans are presented, problems are settled, etc.),

· Taking part in providing capacities and/or resources for tourism development (e.g. in joint marketing, promotion, lobbying, etc.) – this can include e.g. work, space, money, etc., while it is assumed that if a partner provides such resources, they will be (a) interested in knowing how they get used and (b) willing to get involved in the process,

· Conferences, seminars and presentations – they create an opportunity for both official and unofficial information exchange, for presentation of goals and plans, for acquiring opinions, etc.,

· Sporting, social and cultural activities that provide sufficient space for e.g. informal communication and negotiations, information exchange about plans, mutual learning about opinions and attitudes, etc..

All these forms of coordination and communication can be organised by the tourism association but also by any appropriate stakeholder. It is important that the tourism stakeholders take part in these events; in case that some of them are not participating, they need to be at least informed about the latest developments in the region.

1.1.2.2  Conflict resolution

Tourism development depends on many stakeholders in the region and it is quite natural that these stakeholders do not adhere to the same plans, goals or purposes. This fully applies to the region of Banská Štiavnica where a number of goals and purposes of development meet (e.g. skiing vs. nature conservation, building new facilities vs. historical monuments protection, diverging views of the future of the region and the role of tourism in it, operative needs of businessmen vs. bureaucracy of public authorities, and the like). They usually can be harmonized by sufficient communication and coordination (see above). However, there are frequently situations when conflicts arise and agreements are (temporarily) not possible. It is nothing unusual as conflicts are a part of life; they are legitimate and need to be solved. On the other hand, underestimating and ignoring conflicts as well as abandoning their resolution can significantly slow down development activities, waste resources and restrict the employment of existing capacities. 

At the outset conflicts do not need to be perceived as negative elements; quite opposite, if they are accepted and resolved, they usually turn into constructive parts of the process because problems got identified and eliminated. In addition, new procedures and decisions are often initiated as a result of conflicts.

Conflicts are not always frankly manifested. They may have various hidden forms – tension, unwillingness to cooperate, non-transparent cabinet activities, blocking access to resources, and the like. If conflicts want to be successfully resolved, it is necessary to identify their possible reasons, e.g.:

· Resistance to changes – development activities often cause changes that do not necessarily have to be welcomed by all stakeholders. This may have its roots in a lack of will to respond to changes, in not understanding the consequences of changes or in direct losses (e.g. finances, competence, image, position, employment, etc.),

· Personal reasons – stakeholders can be in personal conflicts, they may not like one another, they may also underestimate each other’s abilities, etc.,

· Contradicting interests – opinions and goals of one party are in contradiction with those of another party (e.g. investors vs. monument office, skiers vs. nature conservationists, and the like),

· Sector-bound approach  and bureaucracy – lack of will to deal with certain issues and processes, attempts to shift responsibility, and the like,

· Professional conflicts – this happens if experts from various fields uncritically defend their own opinions and refuse to listen to or understand the opinions of other experts.

The common denominator of many of the conflicts is a lack of creativity and invention, lack of empathy, dilettante approaches, resistance to give up some of the requirements and interests, etc.. All these problems are present in the region of Banska Stiavnica; therefore open and hidden conflicts logically arise and it would be beneficial either to prevent or to resolve them. However, the current situation is such that contradictions and conflicts are not communicated and resolved. Instead they are pragmatically put aside or ignored. It is obvious, that either an escalation of the conflict can come about as a logical consequence or one of the parties irrelevantly withdraws from the process. If the latter happens, the conflict itself can be eliminated but its reasons remain. In addition, one of the stakeholders may have the feeling of “losing the game” (winner-loser solution), resulting in a loss of their motivation and willingness to be involved in the development processes. Also they can change from being a potential supporter to a permanent opposer. This can certainly significantly slow down the process and waste the already limited resources. 

In the region of Banská Štiavnica, there is not enough attention paid to conflict resolution. This situation should change because it can be assumed that there are numerous hidden conflicts that are – among others - the main reasons for blocking the start of joint development activities in tourism in the Banská Štiavnica region.

Even though the method applied to prevent or resolve a conflict always depends on the actual situation, a number of basic approaches can be identified and included in the tourism development mechanisms that are to be used in the region of Banská Štiavnica:  

a) Early identification of conflicts – the earlier the conflict is named and the process of its resolution started, the faster and the more effectively it is resolved. If the problem is not identified or left to evolve into a more intensive form, a greater effort and more money will be needed to solve it or at least redirect it into a more constructive state. Therefore possible conflicts and opponents should be identified and seriously considered at the beginning of each activity. In addition, it is advisable to work with the potential opponents from the very beginning (include them into working groups, projects assessment, etc.).

Another important point is to define rules (written) that are to be pursued in conflict resolution and to have them publicly adopted by all stakeholders. 

In this context it is important to make sure that conflicts do not change into open aggressive confrontations that would push the participants into positions, from which they won`t be wanting to withdraw - not because of the existing misunderstandings but because they won`t be willing to compromise their image or name. 

b) Building a positive and dynamic environment – if conflict participants notice that their “battle” slows down an otherwise positive and well-developing process because it hinders the constructive work of other people and the progress in general they may probably decide to withdraw from their positions. Also if their standpoints are negatively judged by other stakeholders and the public it might be a reason for them to give in. Further it is important to maintain the “culture” of discussion so that they do not change (even if principal disagreements occur) into confrontations (see below).   

A correct work procedure is related to this issue as well – a number of quick wins should be attained at the beginning of any development activity. Their consequence is that the team and the mutual trust within get reinforced, and the atmosphere in the team becomes positive and constructive.

In this environment, it is sometimes possible to shift the resolution of some of the problems (though this contains risk), mainly the easier ones, to a later time. Owing to the constructive/dynamic environment and a number of quick wins, people may come to understand that it is not worth to persist on their own views.  Some reasons of the conflicts may also simply vanish as time goes by.

c) Searching for compromises – if a conflict develops into an open confrontation that inhibits the development process, it is required that a third party is involved in searching a solution. However, there is the prerequisite that both parties are interested in resolving the given conflict and they show willingness to withdraw instead of persisting on their positions. First it is important to bring the conflict parties together, so that they can communicate - with the help of but not through a third party. In addition, it is important to make it possible for the conflict members to define their attitudes, to find common attitudes and to look for the key reasons of the conflict. They have to be defined in detail and they also will have to be verified by using various methods. If there is the willingness to solve the conflict, a mutually acceptable compromise is usually found (win-win solution).

This method of conflict resolution requires certain skills from the side of the mediator (i.e. a third party that is not involved in the conflict but helps to solve it). To some extent it is applicable within a community and without external help. For this approach, however, an environment needs to be created where this way of solving problems is permanently used. In addition, it is beneficial if at least one member of the executive team has some basic experience or training in conflict resolution. 

d) Professional mediation – if there is a lack of internal capacity to solve the problem, it is necessary to hire a professional mediator. He/she will try to find a solution to the conflict, still without directive external interventions (court, political decision, etc.). Though this method costs more money, it is still cheaper than the damages of blocking or inhibiting the development processes due to the given conflict.

e) Directive resolution methods (court, political decisions, voting, etc.) – they are not appropriate ways of conflict resolution, for one of the parties is going to be defeated and this (as described earlier) can significantly slow down the development processes.

1.1.2.3 Communication and public relations 

As mentioned before the public assumes a principal role in tourism development. This is important for several reasons:

· Tourism is an economic and social tool that is used by local people to guarantee their daily life or to increase their living standard. Therefore it is important to find appropriate ways of communicate with the public and to consult them referring to the issues of tourism development in “their” region,

· On the other hand, tourism can often stay in the way of fulfilling other needs of citizens; therefore it is required that compromises are looked for,

· Visitors of a region always get in contact with the inhabitants. So the behaviour showed by local people is among the decisive factors that form the impression of the visit,

· When developing tourism in a region (in this case it is the region of Banská Štiavnica), public institutions are involved in the process. Therefore it is logical (and required) that local people keep an eye on these institutions or cooperate with them.

All these reasons justify to a great extent that communication with the public must be one of the priorities in tourism development. However, this task is underestimated and abandoned by organisations that are active in the field of tourism development in Banská Štiavnica (being not the only example within Slovakia). As a result, their efforts keep failing.

Systematic information for and communication with the public performs a number of functions:

· Providing information with the aim of presenting significant documents and plans, providing reports about important activities, share experience, findings, consult proposals and conclusions, etc.,

· Motivating local people to get involved in the process, increase their interest in the process, etc.,

· Guiding through an intricate process of tourism development, informing about achievements and things that need to be done, etc.,

· Promoting tourism and its development, explaining its importance, so that the local people can include it among other activities and tasks that exist in the region and/or are considered important,

· Legitimising decisions, proceedings and acts of mainly public institutions, which adopt/implement them for the good of tourism development in the region.

A number of effective methods of communication with the public exist and can be used in the process of tourism development in the region of Banská Štiavnica:

a) PR activities:

· Information leaflets, bulletins (handed out or mailed),

· Posters (on poster, public or other special informing boards, in shop windows, etc.),

· Exhibitions and expositions (e.g. in public buildings),

· Info-sheets,

· Video-series and picture series (e.g. at public accessible sites, in local TV and the like),

· Short films and multimedia series,

· Information centre (e.g. in the Municipal Tourist Information Office, at the relevant Town Hall department, etc.),

· Information stalls (e.g. at festivals, fairs, markets, etc.),

· Lectures and seminars for public,

· Internet pages,

· Regular electronic mailing of reports and publications,

· Education trails,

· Telephone recorders of proposals and questions, mailboxes for proposals and questions,

· Telephone info-lines.

b) Media activities:

· Press releases,

· Press conferences,

· Media interviews,

· Press kits for journalist. 

These activities can take place in local, regional and national media both individually and as campaigns.

c) Publications:

· Brochures,

· Information slips in newspapers,

· Special issues of newspapers,

· Specialised newspapers or occasional releases,

· Manuals,

· Guides,

· Activity reports (both content and financial),

· Books.

d) Activities and events:

· Congresses, conferences, symposia,

· Seminars, workshops,

· Fairs, markets,

· Exhibitions, presentations,

· Discussion fora, public fora, public hearings,

· Round tables, panel discussions,

· Open-door days, information days,

· Study trips, excursions,

· Trips, hikes, walks,

· Competitions, races,

· Questionnaire surveys,

· Telephone meetings (answering telephone calls of citizens by publicly known people),

· Seminars and trips for journalists.

The events and activities can be organised individually or as a series of activities/events.

It is required that a PR and communication specialist is a member of the executive team. As it is a complex field of activities a special capacity must be devoted to this work. An employee or a group of employees shall have sufficient knowledge of the entire PR and communication field, including basics of psychology, designing communication strategies, ensuring the every-day PR communication, preparing all the required documents, etc.

The process of tourism development must have a designed communication strategy. This strategy needs to be in compliance with the timetable, and determine (according to the content of activities) when, what and how the communication with the public will take place. Also the question how the feedback is to be used must be dealt with. This strategy shall identify the problematic elements of communication and propose ways to eliminate them. The strategy implementation must be regularly evaluated and the findings of this evaluation shall be used for its update afterwards.

The publishing and updating of a PR calendar for the public is an important part of the communication process. 

