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ABSTRACT

Futures analyses and scenario-building exercises have received scant attention from
scientific literature on the planning and management of tourist destinations. This article
emphasizes the importance of a territorial foresight strategy and scenario building in the
planning and management of tourist destinations, demonstrating how it is methodologically
possible to combine the Delphi technique with a scenario-building exercise. The findings
suggest that the knowledge provided by stakeholders operating within the tourism system
can benefit the planning and management of tourist destinations.

Keywords: Delphi technique; scenario building; tourism futures research; qualitative
forecasting in tourism; strategic territorial foresight; destination management.

Los analisis prospectivos del turismo: construccién de escenarios mediante la técnica
Delphi

RESUMEN

Los andlisis de futuros y los ejercicios de construccion de escenarios han recibido escasa
atencion de la literatura cientifica sobre la planificacion y gestion de destinos turisticos. Este
articulo enfatiza la importancia de una estrategia de prevision territorial y de la creacién de
escenarios en la planificacion y gestién de destinos turisticos, demostrando cémo es metodo-
l6gicamente posible combinar la técnica Delphi con un ejercicio de creacién de escenarios.
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Los hallazgos sugieren que el conocimiento de las partes interesadas puede beneficiar la
planificacién y la gestién de los destinos turisticos.

Palabras clave: Técnica Delphi; construccion de escenarios; investigacién de futuros.
en el turismo, la previsién cualitativa en el turismo; vision estratégica territorial; gestion de
destinos.

1. INTRODUCTION

Thinking about the future without resorting to fiction requires time-consuming and
complex exercises in simulation, forecasting, opinion-seeking, projection, exciting
domains that in postmodern society are essential in terms of strategy, trend identification,
planning and tourist destination management. In the context of tourism studies, the Tour-
ism Area Life Cycle (TALC) model formulated by Butler (1980; 2006) is one of those
most cited and applied. It analyses the development of tourism and of tourist destinations
over time by correlating the number of tourists (y axis) and time (axis x), thereby becom-
ing established as a model with predictive potential (Berry, 2006).

In the context of tourism futures research, Delphi is one of the most widely used
techniques, and scenario building is becoming more common. Benckendorff (2007) rec-
ognizes the greater potential for the use of futures methods and techniques in tourism.
Wright, Cairns, and Bradfield (2013) set out the state-of-the-art in the scenario technique
and make it clear that combining a Delphi technique with scenario development is com-
mon in a research context. Van Doorn (1986) suggests that scenarios should be developed
and applied together with other forecasting techniques, notably the Delphi technique. Van
Doorn (1982) and Calantone, Di Benedetto, and Bojanic (1987) included Delphi forecast-
ing and scenario writing in the speculative forecasting techniques that they distinguish
from three other forms of forecasting: exploratory, normative and integrative. Calantone,
Di Benedetto and Bojanic (1987) review tourism forecasting literature in the 1980s and
outline the relative usefulness of the different methods in specific forecasting situations.
They report some applications of the Delphi technique to tourism forecasting, concluding,
at the time, that scenario writing is a relatively underused tourism forecasting technique.
A few years later, Witt and Witt (1995: 448) note that “empirical research on qualitative
forecasting in tourism has centred on Delphi studies and scenarios”. Lin and Song (2015a)
came to the same conclusion (see also Lin & Song, 2015b) when analysing the judge-
mental forecasting techniques used in empirical tourism studies published since the 1970s.
They conclude that the Delphi technique and scenario writing are the two most popular.

In methodological terms this article combines two futures techniques that are both
based on an essentially descriptive analysis: the Delphi technique with scenario creation.
It exploits a method that involves experts’ judgement, the Delphi technique, in its most
popular application, forecasting future trends, with scenario thinking, a judgement-aided
technique for plausible futures. A pairing of techniques very similar to the one we propose
was carried out by Solnet, Baum, Kralj, et al. (2014) to identify the challenges of long-term
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planning (2030) for a tourism workforce at a regional level in the Asia-Pacific region, and
by Kaufmann (2016) to explore the scenarios for the development of Dalmatia-Croatia,
for the time frame 2014-2031. In the case of the present article, in 2010 and 2011 a panel
of local, subregional and regional stakeholders used a Delphi process to develop a stra-
tegic territorial foresight exercise focused exploiting and boosting tourism in the Baixo
Mondego, a subregion of the Regido Centro de Portugal. Four scenarios were developed,
with a 2020time horizon. The goals of this article are: to show how qualitative forecasting
and scenario creation can be developed using a Delphi technique; to weigh up the virtues
and limitations; and, in the stipulated year of 2020, to assess the adjustment of tourism
to the subregional level. This is an unusual exercise since the techniques are generally
applied and the results presented without ever assessing any divergences from reality. The
Delphi technique was implemented in three rounds, defined a priori. The scenario build-
ing exercise had three stages: Stage 1 - exploration and identification, focuses on critical
uncertainties; Stage 2 - selection and definition, focuses on the forces that drive change;
Stage 3 - summary, scenario building. These stages corresponded to the three rounds of the
Delphi technique. It should be noted that these three stages must be followed by a fourth
stage, which must arise a posteriori, at a later date, Stage 4 -to monitor the scenarios cre-
ated. This article lies precisely within the scope of this fourth stage: monitoring.

2. FUTURES TECHNIQUES IN TOURISM STUDIES

Five paradigmatic approaches or epistemological traditions were identified by Gidley
(2013) in terms of futures studies, within a bifurcation between the positivist and post-
positivist. Positivist approaches to “the future”, refer to one, singular and probable future,
inside this we have predictive-empiricaltradition (based on trend analysis, time series
analysis and prediction, originated in the USA and supported by the formation of the
World Future Society in the late 1960s). Post-positivist approaches contemplate “multiple
futures”, inside this we have the critical-postmodern tradition (based on an empirical
approach to futures, referring to preferred futures, originated in Europe, particularly in
France, and relates to the foundation of the World Futures Studies Federation in the early
1970s); the cultural-interpretivetradition (based on possible and alternative futures, which
considered non-Western cultures and feminist futures, originated inside the World Futures
Studies Federation, in the 1980s); the prospective-action approach(based onempowerment
and transformation through engagement of participants in research projects, participa-
tory futures, prospective and action research, originated in Europe in the 1990s); and
the integrative-holistic futures approach (based on global justice, planetary and integral
futures, newly emerging).

However, in tourism research the prevailing approximation to the future pathways
has been anchored in a positivist approach where trends are analysed on the basis of
quantitative models. Nevertheless, qualitative forecasting techniques have been gaining
importance in the field of tourism futures research and proved to be very useful. Uysal
and Crompton (1985) show that quantitative techniques are more suitable for short-term
forecasting whereas qualitative judgmental approaches may be more useful for medium
or long-term projections. In terms of qualitative forecasting as Benckendorff (2007: 26)
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notes “futures research generally does not seek to predict the future. Futurists are usually
interested in helping decisions makers to better understand future possibilities in order to
improve decisions in the present”. In this regard, qualitative judgmental approaches to
the future pathways adopted by tourism stakeholders can support the action of destination
managers.

A number of techniques can be used in the context of qualitative forecasting in tour-
ism. Prideaux, Laws, and Faulkner (2003) identify deficiencies in current forecasting
techniques. Lin and Song (2015a) present a reasonably complete systematization of some
of the judgemental forecasting techniques in tourism, organized in four groups according
to their orientation, thus: asking stakeholders; asking experts; asking the public: surveys;
judgement-aided methods. A categorization which nonetheless does not consider the
futures wheel used by Benckendorff (2007) for researching sustainable tourism futures,
for instance. The Delphi technique and scenario building have been frequently used in
research, as will be discussed below, and can be used conjointly for qualitative tourism
forecasting.

2.1. The Delphi technique

The Delphi technique, “one of the best known and sometimes more controversial
methods for making forecasting”, according to Smith (2013: 143), can have various
designations, as Jennings observes (2010): Delphi technique, Delphi interviews, Delphi
poll, executive judgement method or knowledgeable panel method. According to Cooke
(1991) the Delphi technique has undergone many variations.

It is a scientific research technique that values the knowledge and opinion of a panel
of experts, based on judgements and interpretations. Each member of the panel participa-
tes on an individual, anonymous, non-face-to-face basis. They take part in a prospective
reflection in which the collective interest is usually highlighted, foreseeing the future(s),
envisaging trends, proposing courses of action, inducing decision taking. The panel’s opi-
nions and consensus are refined in successive rounds, based on the controlled feedback
each participant receives from the results of the preceding round.

The technique gets its name from the oracle of Delphi. In classical antiquity the Greeks
used oracles to question the gods to foresee the future and take decisions (Delbecq, Van
de Ven & Gustafson, 1986; Charlton, 2001; Jennings, 2010; Veal, 2018). The Delphi
technique uses experts as oracles (Davé, 2016).

In the field of tourism research, the Delphi technique began to attract attention towards
the end of the 1970s (Robinson, 1979). The Delphi technique starts to be used more often
from the mid-1980s (Edgell, Seely & Iglarsh, 1980; Seely, Iglarsh & Edgell, 1980; Kay-
nak & Macauley, 1984; Var, 1984; Liu, 1988; Green, Hunter & Moore, 1989; Taylor &
Judd, 1989; Yong, Keng & Leng, 1989), and is used increasingly from then on (Green,
Hunter & Moore, 1990; Kaynak, Bloom & Leibold, 1994; Moeller & Shafer, 1994; Pan,
Vega, Vella, Archer & Parlett, 1995; Miiller, 1998; O’Connor & Frew, 2000; Miller, 2001;
Ramos, 2001; Cunliffe, 2002; Gongalves, 2003; Masberg, Chase & Madlem, 2004; Kuo,
Hsiao & Yu, 2005; Ramos, 2005; Briedenhann & Butts, 2006; Gongalves, 2006; Kaynak
& Marandu, 2006; Kaynak & Cavlek, 2007; Weston & Davies, 2007; Lee & King, 2008;
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Northcote, Lee, Chok & Wegner, 2008; Spenceley, 2008; Briedenhann, 2009; Lee &
King, 2009; Van Ginneken, 2011; Wu, Yu & Zeng, 2011; Garcia-Melén, Gémez-Navarro
& Acuifia-Dutra, 2012; Kardaras, Karakostas & Mamakou, 2013; Oh, Kim & Lee, 2013;
Kaynak & Rojas-Méndez, 2014; Szpilko, 2014; Von Bergner & Lohmann, 2014; Fernan-
des, 2015; Gani, 2015; Konu, 2015; Locke, 2015; Ballantyne, Hughes & Bond, 2016;
Fefer, Stone, Daigle & Silka, 2016; Marques & Santos, 2016; Silveira, 2016; Witt, Mou-
tinho, Huarng & Yu, 2018). The Delphi technique has been used for different purposes.
As Guttentag and Smith remark (2016: 231) “although still not common in tourism, its
popularity has grown and the technique has been used to examine diverse tourism topics.”

The second decade of the present century has seen new combinations emerge in the use
of the Delphi technique in research on tourism, thus: a combination of Analytic Network
Process (ANP) with Delphi technique (Garcia-Melén, Gémez-Navarro & Acufia-Dutra,
2012; Zhang, 2017), Analytic Hierarchy Process and Delphi technique (AHP-Delphi)
(Chen, Ng, Huang & Fang, 2017) and applications of a Fuzzy Delphi Method (Kardaras,
Karakostas & Mamakou, 2013).

The virtues and weaknesses of applying the Delphi technique are often and extensively
explored in the literature, albeit with a greater or lesser degree of development depending
on the reference in question (Taylor & Judd, 1989; Green, Hunter & Moore, 1990; Godet,
1993; Moeller & Shafer, 1994; Frechtling, 1996; Miiller, 1998; Frechtling, 2001; Perez,
2001; Gunn & Var, 2002; Landeta, Matey, Ruiz & Villarreal, 2002; Gongalves, 2003;
Garrod & Fyall, 2005; Ramos, 2005; Gongalves, 2006; Landeta, 2006; Cooper, 2008;
Donohoe & Needham, 2009; Jennings, 2010; Botterill & Platenkamp, 2012; Moreira,
2012; Marques, 2013; Moreira, 2013; Konu, 2015; Fefer, Stone, Daigle & Silka, 2016;
Guttentag & Smith, 2016; Silveira, 2016).

The advantages of the Delphi technique include the fact that it is appropriate for dea-
ling with a range of research questions, particularly when there is a lack of systematic
knowledge about the topic or problem. The Delphi technique makes it possible to struc-
ture non-face-to-face group communication and produce a platform of consensus. This
is because its use eliminates the effect of domination and leadership that is inherent in
interpersonal relationships in group dynamics in which a topic and/or issue is considered
and discussed in order to garner opinions. In a face-to-face group discussion, there is a
tendency to express the points of view that are consensual (Frechtling, 1996; Frechtling,
2001; Perez, 2001). With the Delphi technique, all interaction is anonymous so as not to
influence the expression of opinion. The anonymity of the panellists is one of the virtues
of this technique (Gupta & Clarke, 1996; Perez, 2001; Witt, Moutinho, Huarng & Yu,
2018). It does not require a large number of panellists, as the quality and expertise of the
participants is what is relevant. Since the opinions expressed do not have to be socially
accepted, they can be freely shared. What is more, it incorporates the valuable formal and
informal knowledge and experience of the panel members. It also enables the presentation
of a range of considered and well-grounded opinions, which encourages the identification
of instances of both consensus and difference, thereby leading to a more polished analysis.
As the technique does not require face-to-face interaction, participants can take part from
afar, and neither time nor money are wasted in travel to attend sessions.
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Panel participants must be very carefully chosen to fit the study’s objectives. It is
also essential that coordinators and participants have the necessary free time available to
dedicate, as the procedure takes place over several rounds. Successive re-evaluations take
place in which participants consider their assessment in response to feedback, subject to
the influence of the group opinion. There is the risk that participants may get fed up and
drop out due to the need to engage in successive rounds, always responding to the same
issues. It is therefore necessary that participants be highly motivated and committed. A
lack of response in later rounds may prove a problem. Along the same line, a failure to
achieve consensus may lead to the elimination of some opinions, thereby weakening the
analysis. Moreover, the results cannot be considered absolute, but are relative to a certain
time period and panel of experts. Finally, it must be born in mind that, in most cases, the
panellists lack sufficient formal knowledge that would enable them to make forecasts and
prospective analyses, due to the limitations of their empirical knowledge. For coordinators,
there are several procedures requiring caution and time as laid out in Figure 1 (points 1.1.,
2.1.,3.1.and 4.1.)

Figure 1 shows the steps involved in the Delphi process. Gupta and Clarke (1996)
emphasize that the goal of the technique is neither to achieve a single response nor to
reach a consensus, but rather to obtain high quality responses and opinions to support
decision making. Garrod and Fyall (2005) point out exactly that the recent application of
the Delphi technique does not exclusively seek a convergence of opinion, since a diver-
gence of the opinion of the panellists can also be considered valid. Landeta (2006), too,
stresses that one of the targets that featured when the Delphi technique was first used,
the achievement of consensus, is no longer mandatory in the latest applications of this
social research technique. In fact, today, we often try to use a group of experts to get a
reliable, credible opinion. Guttentag and Smith (2016: 231) note that “originally developed
for forecasting, Delphi is now also used for decision making and issue analysis. It was
originally intended to result in group consensus, although it can also provide insights into
contrasting viewpoints.”

It is often held that the choice of the participants in the panel determines the final
results, since a balanced composition of the panel and maintaining such balance over the
successive rounds is a key factor in the application of the Delphi technique (Moeller &
Shafer, 1983; Taylor & Judd, 1989; Godet, 1993; Frechtling, 1996; Charlton, 2001; Fre-
chtling, 2001; Perez, 2001; Linstone & Turoff, 2002; Gongalves, 2003; Garrod & Fyall,
2005; Cooper, 2008; Jennings, 2010; Moreira, 2012; Smith, 2013).

In the case of tourism research, Frechtling (1996; 2001) notes that the panel should
represent a broad spectrum of interests and experiences, ranging from skilled managers,
academics, consultants, government officials, business analysts, representatives of accom-
modation, catering, transport and/or attractions services, besides other more specific actors
and interest groups linked to the destination. In this context, Wall (2009) emphasizes the
importance of involving stakeholders in the decision-making processes related to heritage
and tourism. Although the author recognizes that the goals differ, especially in the short
term, when there are sometimes tensions and disagreements between them, in the long
term there is generally a greater agreement. Planning sustainable tourism requires an
appreciation of the different viewpoints, which is very relevant when it comes to culti-
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vating dialogue between the various participants (academics, policymakers, development
promoters, conservationists and the resident population, who are part of the local com-
munity). In tourism, the knowledge held by the stakeholders is important, as it is shared
quite widely, which makes it quite hard to manage it (Silva, Jafari & Scott, 2010), so the
Delphi technique is very useful.

Figure 1
CONCEPTUALIZATION OF THE DELPHI TECHNIQUE
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The Delphi technique is time-consuming; each panellist will need time to complete
each questionnaire and time to respond to successive rounds. Moreover, as the participants
are face with the same matters and questions in successive rounds there is the risk of
fatigue and saturation. One critical aspect that is often reported is panel members’ dissent
(Frechtling, 1996; Frechtling, 2001; Garrod & Fyall, 2005; Landeta, 2006). It is unders-
tood that the ways used to reduce the rate of dissidence should include these assumptions:
the coordinator will meet each of the panellists beforehand; the final results are of interest
to the panellists and encourage their input during the rounds.
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Because successive rounds are involved, a scenario-building exercise can be included
when applying the Delphi technique.

2.2. Creating the scenarios

The scenarios are descriptions, different plausible narratives of future situations. A
scenario is defined as ““a set of hypothetical events set in the future constructed to clarify a
possible chain of causal events as well as their decision points” (Kahn & Wiener, 1967: 6).
The creation of scenarios in the planning and strategic management of tourist destinations
has been of increasing interest and proved to be very useful in tourism. This is largely
because of the inherent complexity of the tourism system, the indeterminacy, turbulence,
instability and uncertainty to which it is subject by virtue of being an open system, which
makes it extremely sensitive to changes in the external elements that provide its context.

Forecasting changes in the elements surrounding the tourism system and thinking
about the impacts on its components and tourist destinations by creating scenarios - pos-
sible, probable, inevitable, desirable - based on probable developments is an exciting field
of research, since it helps to guide decision taking and to create competitive advantages
in tourist destinations. Gossling and Scott (2012: 774) note that “scenario planning is
inextricably linked to forecasting, which is widely used and accepted for business and
government decision-making in tourism”.

Forecasting helps strategic reflection (Gouirand, 1996), and territorial foresight is
part of the strategic management of a territory. Foresight is an instrument of strategy, it
becomes an instrument of knowledge and conceptualization, and prospective reflection
is inseparable from action. This perspective is found in Godet (1996) for whom foresight
and strategy are indivisible, hence the expression strategic foresight is often used. Fore-
sight encourages the active involvement of all those who have acquired knowledge and
experience that are relevant so that they can be shared to shape and enlighten the possible
futures and mark the best route to get to the most wished-for future. This lets us know
not only the possible futures but also the perspectives of everyone who is involved in
the exercise and makes it possible to link these perspectives and visions in the medium
and long term. A foresight exercise assumes a participatory process which considers resi-
dents, actors, agents and interest groups, policymakers and others responsible for local,
subregional and regional administration, entrepreneurs and researchers. It is important to
widen the network of stakeholders. In addition to the stakeholders, their projects, strate-
gies, relationships, alliances and dissent should be considered. In this context, it should
be noted that foresight can help to generate consensus. Prospective reflection allows us
to collectively understand the challenges and opportunities, something that is relevant to
the positioning of stakeholders. One of the techniques of forecasting is the construction
of scenarios, as mentioned above.

Scenario building was not used in the field of tourism studies until around the nineteen-
eighties (Van Doorn, 1986). More complex and innovative scenario-building techniques
have emerged more recently in the area of tourism research, as noted by Gossling and
Scott (2012). Currently the most use of scenario planning in tourism has been made by
Ian Yeoman and others (Yeoman & Lederer, 2005; Lennon & Yeoman, 2007; Yeoman,
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2008; Page, Yeoman, Connell & Greenwood, 2010), by Daconto and Sherpa (2010), by
McLennan, Pham, Ruhanen, Ritchie and Moyle (2012), by Pizzituttia, Walshc, Rindfussd,
et al. (2017), and by Nyaupane and Buzinde (2017). Mai and Smith (2018) explore system
dynamic modelling as an alternative to forecasting models for the scenario-based planning
of tourism destinations. Postma (2015: 48) further states that “in tourism futures studies
and scenario planning are still in its (sic) infancy”. The creation of the European Tourism
Futures Institute (ETFI) in 2009 (https://www.etfi.nl/en) clearly shows the importance of
such studies in the field of tourism. Postma (2015: 46) says that “the European Tourism
Futures Institute wants to play a significant role in the development of futures studies
and scenario planning in tourism, to the professionalization of the approach and to the
education of contemporary and future professionals.”

There are various ways of constructing scenarios (Pillkahn, 2008; Amer, Daim & Jet-
ter, 2013). The construction takes four quadrants, a 2 x 2 matrix approach, based on the
definition of two contrasting axes we get four different scenarios. This was the technique
chosen in this research to drafting the scenario framework.

It was intended to develop a prospective, participatory, collectively shared reflection
that is structured on the basis of a scenario building exercise, looking at futures and an
inclusive view of the territory and tourism, and their directionality for a subregion of the
Centro of Portugal, the Baixo (Lower) Mondego.

3. STUDY AREA AND METHODOLOGY
3.1. The study area

On the coast of central Portugal is an area known for centuries as Baixo Mondego
(Lower Mondego). This is the final stretch of the largest river that rises in Portugal, the
River Mondego. the Baixo Mondego is dominated by an extensive alluvial plain that is
one of the most fertile areas of Portugal. The Baixo Mondego is made up of eight muni-
cipalities comprising an area of 2,062.8 km? (Fig. 2).

The Baixo Mondego is a territory that has an exceptional natural and cultural heritage,
tangible and intangible, and several places have historical relevance in terms of domestic
tourism. Coimbra is the main city; it is a regional centre for services such as health and
education and the focal point of tourism supply and demand. Coimbra has one of the
oldest universities in the world, founded in 1290. Both tourism supply and demand have
been on the rise between 2010 and 2020, a trend which intensified when The University
of Coimbra - Alta and Sofia was listed as a UNESCO World Heritage Site (WHS) in June
2013. Both the number of hotels and beds have grown notably (Fig. 3). The greatest supply
is found in Coimbra, while the two important seaside resorts, Figueira da Foz and Mira,
also offer significant quantity of accommodation.

As supply has grown, so has demand, as indicated by the number of guests and over-
night stays (Fig. 4). Simultaneously, international tourism has also risen to the point that
foreign tourists now account for more than half of the visitors, mostly in Coimbra (Fig.
5). However, the difficulty of spreading the touristic demand across the region is worthy
of note.
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Figure 2

GEOGRAPHICAL POSITION OF BAIXO MONDEGO (LOWER MONDEGO
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Figure 3

CHANGE IN THE NUMBER OF HOTEL ESTABLISHMENTS AND
ACCOMMODATION CAPACITY IN THE BAIXO MONDEGO, 2010 - 2018
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Figure 4
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Since it lies between Portugal’s main cities of Lisbon and Porto, tourists tend to pass
through places in this region and the average stay is less than two nights. This area has
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some constraints: it does not have a clear strategy for exploiting the territory and its
heritage, a coherent scheme for tourism promotion, or a forward-thinking vision to guide
action. Added to all this is a multiplicity of actors who lack a strong tradition of commu-
nication but who engage individually in initiatives and joint efforts to affirm the subregion
on other scales, both national and supranational.

This is a territory in which the competitiveness and strategic management of tourism
could greatly benefit from the convergence of opinions on future action and decision mak-
ing, showing the application of the Delphi technique in tourism research combined with
creation of scenarios highly appropriate to the Baixo Mondego area. A Delphi panel was
set up to discuss, not in person, the topic Tourism, heritage and local development in the
Baixo Mondego. Strategic Management of the destination(s).

3.2. Methodology
3.2.1. Delphi technique: panel structure

Given the complexity and scope of the theme and the problem, and the size of the ter-
ritory, it was felt that it was essential to compose a heterogeneous panel, whose members
had different levels of experience, but who were linked by a knowledge of the theme and/
or the territory to be able to arrive at a judgement that was valid and credible, stakeholders
linked directly and indirectly to tourism.

The Delphi technique does not use any formal method of sampling, causal or non-
causal, so for the present work the panel members were organized by listing a target panel
(P), from which the responding panel (p) was established. The target panel considered in
this research is composed of stakeholders who understand and/or are directly or indirectly
actively engaged in tourism at local, subregional and regional level, and who operate on
a daily basis in the territory of Baixo Mondego. Recognizing that in the panel the stake-
holders have different organizational affiliations, interests and responsibilities, we chose
to form four groupings (A, B, C and D) and fifteen groups (Fig. 6). The methodology
used was not completely identical to previous investigations, although the procedures
for intra group analysis were present in Frechtling (1996; 2001). In this case, in order to
better understand the subject under study, it was assumed that this division would better
enable researchers to compare and more easily identify commonalities, while more easily
spotting any opinion differences amongst specialists (politicians, academics, private and
public managers).

Seventy-three potential participants were contacted through face-to-face meetings, 51
tourism stakeholders took part in the first round, 48 in the second round, and 48 in the
3rd round (Fig. 6). In this application of the Delphi technique it was assumed that those
members who failed to respond to one of the interactions wouldn’t be reintegrated into
the panel in the subsequent rounds, thereby fulfilling what Garrod and Fyall (2005) set
out as good practice. Once the Delphi technique was under way, the drop-out rate was
residual (the drop-out rate in the first round was just 5.9% (n = 3) and that between the
second and thirds round was 0% (n = 0)).
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Figure 6
STRUCTURE OF THE PANEL AND EXPLANATION OF THE APPLICATION
OF THE DELPHI TECHNIQUE
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Key

A Academics

A1 University lecturers and researchers
A2 Polytechnic lecturers and researchers

B Local, subregional and regional public players
B1 Tourism-oriented public administration

B2 Local public administration, local governments
B3 Subregional and regional public administration

C Individual and/or private tourism promotion players
C1 Tourism promotion entrepreneurs and players

C2 Tourism interpreter-guides

C3 Local, subregional and regional groups linked to tourism
C4 Gastronomic brotherhoods

D Managers and executive officers of heritage assets, cultural institutions, tourist attractions,
accommodation and catering units, and travel agencies

D1 Heads of hotel and tourism education and training institutions

D2 Managers and directors of tourist attractions

D3 Directors of cultural venues and events

D4 Directors and managers of accommodation units

D5 Managers of catering units and events venues

D6 Travel Agency Managers

Source: Moreira, C. O. (2013: 383).
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3.2.2. Application of the Delphi technique: data collection

A Delphi panel was set up to test the pilot questionnaire. It was composed of three
members whose personal and professional background the coincided with the profile of the
members of the actual panel but who did not make up the definitive panel: a higher edu-
cation lecturer and researcher in the field of tourism; the director of a hotel with extensive
experience in hotel management and tourism consultancy; and a regional public authority
employee with wide experience in planning and land-use development. The test that took
place from 16 to 30 October 2010 was used to validate the opinion-gathering tool, which
helped to reformulate some questions and adjust the questionnaire.

It was established at the outset that the implementation of the technique would involve
three rounds and that the panel participants should be allowed a period of three weeks
to respond to the questionnaire. Even so, all the rounds had to be extended. Each round
lasted about 45 days, on average. The application of the Delphi technique as such began
on 13 November 2010 and ended on 31 July 2011, lasting for eight months and eighteen
days (Fig. 6).

The instrument used to gather opinions was the self-administered questionnaire entitled:
Tourism, heritage and local development in the Baixo Mondego. Strategic Management of the
destination(s), available on the Internet. The LimeSurvey open source survey application was
used for this (http://depgeotur.uc.pt/TTD/QuestionarioDelphi/Apendices_V_8_V_9_V_10/),
and the link for the individual questionnaire was sent to each of the participants by email,
so the interaction was based on a virtual platform.

The questionnaire was organized in four sections: 1. Evaluation of tourism resources
and products; 2. Strategies for valuing heritage and promoting tourism; 3. Forms of coo-
peration and collaboration, partnerships and networks; 4. Strategies for the management,
marketing and promotion of the tourist destination; 5. Additional comments and 6. Cha-
racterization of the participant in the panel (first round questionnaire only).

In section 4 of the questionnaire an exercise was developed to create scenarios and stra-
tegic territorial foresight. Thus, taking advantage of the panel created for the application
of the Delphi technique and the questionnaires that supported the interaction process for
three rounds, a scenario-building exercise was developed, with the stakeholders involved
with tourism setting four possible future scenarios: FiCa, F2Cs, F3Cc and FiCp (Fig. 7).

The strategic territorial foresight exercise, that is, building scenarios with a view to
defining possible futures (futuribles) for tourism in the Baixo Mondego, took place in three
stages, over the three rounds established for applying the Delphi technique. The scenario-
building exercise was based on a strategic focus and a predefined time horizon (Table 1).

The first is a stage of exploration and identification, focusing on critical uncertainties;
the second stage, of selection and definition, focuses on the driving forces of change; the
third and last stage, which we have chosen to designate as one of synthesis, is geared to
focus on the construction of scenarios. The subsequent fourth stage consists of monitoring
the scenarios created and includes the writing of this article.
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Figure 7
FRAMEWORK OF STRATEGIC FUTURES ANALYSIS APPLIED TO
TOURISM
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Source: Moreira, C. O. (2013: 660).
Table 1
STRATEGIC FOCUS AND TIME HORIZON SPECIFIED FOR A SCENARIO-
BUILDING EXERCISE

Construction of scenarios

Strategic territorial foresight for developing and promoting tourism in the Baixo Mondego

Strategic focus

Baixo Mondego
Territory’s resources
Local development
Comparative advantages
Competitive advantages
Innovative changes
Tourist appeal
Integrated and competitive tourist destination
Future positioning
Time horizon 2020

Source: Based on questionnaire entitled: Tourism, heritage and local development in the Baixo Mondego. Strate-
gic Management of the destination(s).
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3.2.3. Stage 1: Exploration and identification - critical uncertainties

It took place in the first round of the application of the Delphi technique. The objecti-
ves were: (i) to make the participants aware of the strategic focus and time horizon (Table
1), and (ii) to get them to identify the most important and uncertain drivers of change.
These driving forces are referred to as critical uncertainties and in the next stage they
provide the basis of the scenarios.

Each participant was asked to give their individual opinion as to what seemed to be
(1) the predictable driving forces of change, that is, that they should surmise, indicating
in advance what is certain to happen.

Basically, what they were asked for were the predictable changes, which are the pre-
determined elements. Those forces of change for which there is a relative certainty that
they will happen within the scope of the strategic focus and the defined time horizon. In
this context, predictable changes, inside the territory under study (local and subregional),
and outside the territory under study (regional, national and supranational). In addition,
the panellists were asked to indicate (2) the driving forces of change that are crucial
uncertainties, that is, those that are least predictable. Once again, inside and outside the
territory under study.

Table 2
THE MOST IMPORTANT DRIVING FORCES FOR CHANGE TO ENHANCE
AND PROMOTE TOURISM IN THE BAIXO MONDEGO TERRITORY, FOR
THE DEFINED STRATEGIC FOCUS AND TIME HORIZON

Driving forces of change

Integrated policy for the development of tourism
New types of tourism

Environmental potential

Supra-municipal strategic vision for the territory
Stakeholder diversification

Financial capacity for investments

Concertation: cooperation and collaboration, partnerships and networks

Competition between regions

Credible political power

Inclusion of the University of Coimbra - Alta and Sofia on the World Heritage List of UNESCO
Creation of a Convention & Visitors Bureau

Internationalisation

Source: Based on the opinion of the participants in the Delphi panel and questionnaire entitled: Tourism, heritage
and local development in the Baixo Mondego. Strategic Management of the destination(s).

The (1) predictable driving forces of change and (2) the driving forces of change
that are crucial uncertainties can be diverse in scope: social, economic, political,
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demographic, environmental, among others. The driving forces were asked for in the
form of open-ended questions aimed at maximizing spontaneous opinions, assessing the
analytical aptitude of the panel, and gaining creative insights. The driving forces obtained
were analysed, combined, grouped and summarized by the coordinator of not in-person
communication group (Table 2).

3.2.4. Stage 2: Selection and definition - driving forces of change

It took place in the second round of the application of the Delphi technique. The
objectives were: to present the panellists with the twelve most important driving forces
that resulted from the first round (Table 2); to choose the two driving forces which,
despite being critical uncertainties, will yield credible future scenarios, that is, the most
consensual driving forces (Fig. 8) that will be part of the scenario creation matrix, with
one perpendicular to the other, shown in diagram form in an x, y plane (Fig. 9), and to
identify for each of the two selected driving forces of change, the developments in the
opposite direction, that is, the positive impacts (+) and negative impacts (-) in the future,
of the forces of change.

Figure 8
CONSENSUS LEVEL ACHIEVED BY EACH OF THE DRIVING FORCES OF
CHANGE REGARDED AS THE MOST IMPORTANT TO ENHANCE AND
PROMOTE TOURISM IN THE BAIXO MONDEGO TERRITORY
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Supra-municipal strategic vision for the territory

Stakeholder diversification

Financial capacity for investments

Concertation: cooperation and collaboration, partnerships and networks
Competition between regions

Credible political power

Inclusion of the University of Coimbra - Alta and Sofia on the World Heritage List of
UNESCO

Creation of a Convention & Visitors Bureau

Internationalisation
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Source: Based on the opinion of the participants in the Delphi panel and questionnaire entitled: Tourism, heritage
and local development in the Baixo Mondego. Strategic Management of the destination(s).

The contrasting axes, positive (+) and negative (-) impacts required for each driving
force (Fig. 9) show the main causal factors in each axis of the scenario matrix. It was
the task of the panel coordinator to specify the content of the contrasting axes, based on
the individual contribution of each participant. This specification, although subjective,
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was not random; rather, it sought to observe some principles: (i) to scrupulously respect
individual contributions, as far as possible; (ii) to consider separately what would be a
positive development and a negative development; (iii) to consider the suitability of the
development that would give content to the axis contrasting the driving force of change;
(iv) to choose short, simple and clear words and/or expressions; (v) to gauge whether the
combination and the cross-referencing of the contents of the contrasting axes, two by two,
resulted in different and plausible narratives.

In view of the foregoing, and looking at Figure 9, we can easily conclude that of the
four scenarios presented the most optimistic one is scenario A (Ca), in that it combines
and cross-references two positive contrasting axes. The D (Cp) scenario, which occupies
a position diametrically opposite to that of scenario A, is the most pessimistic scenario in
that it combines and cross-references two negative contrasting axes. Scenarios B and C
(Cg and Cc) are intermediate scenarios, i.e. mixed.

3.2.5. Stage 3: In brief - scenario building

It took place in the third round of the application of the Delphi technique. In a scenario-
building matrix the four quadrants must produce distinct narratives, because only then will
the scenarios be differentiated.

The goals of this stage are: to identify the causes that underlie each of the contrasting
axes; to assign specifications to each of the four future scenarios, based on combining
the contrasting axes and their content, a specification that would not only express the
content but also identify this scenario (Fig. 9); to identify the future implications rela-
ting to each of the four scenarios; and to identify the strategic actions that should take
place in the future, within each of the four scenarios (Fig. 10, Fig. 11, Fig. 12 and Fig.
13). Thus, the scenarios inspire, suggesting action, and can help to inform the decision-
making processes.

The choice of the coordinator of the application of the Delphi technique was con-
sider all the implications as well as all the future strategic actions proposed by the
participants in the panel for each scenario, seeing this inclusive option as a way both
to enrich and to give content and consistency to the process. A narrative that details
the possible futures (futuribles) (Fi, F2, Fs and, F.) is matched with each of the four
scenarios. The implications and the actions make it possible to create the narrative of
each scenario, thereby giving the scenarios content and consistency. Building scenarios
enables a more informed action. Scenario building is particularly useful for managing
situations marked by uncertainty and is therefore very well suited to the planning and
management of tourism.
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4. RESULTS AND DISCUSSION

Figure 9
SCENARIO-BUILDING MATRIX SHOWING THE SCENARIOS YIELDED BY
THE THIRD ROUND
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Source: Based on the opinion of the participants in the Delphi panel and questionnaire entitled: Tourism, heritage
and local development in the Baixo Mondego. Strategic Management of the destination(s).

FiCa- Proactive scenario with an assertive, desirable strategy

By combining two positive lines of analysis: institutional cooperation, leadership,
complementarities and a destination of excellence, as well as the coordination of actors,
a common strategy and a cohesive policy comes out as the best of all the scenarios.

F2Cs- Proactive scenario lacking a coherent strategy, tourism without charisma

This scenario results, on the one hand, from a certain institutional cooperation, lea-
dership, complementarities and a destination of excellence, but also from a certain disar-
ticulation of policies and an incoherence of strategies of action.
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FsCc- Scenario with an inauspicious, fragmented strategy lacking self-confidence

This scenario results, on the one hand from the combination, even conflicting, between
a lack of concerted action by the actors, a difficulty in defining a common strategy and
a cohesive policy, the existing policy being inoperative, and a certain persistence of frag-
mentation and isolated affirmation of municipalities.

FiCp- Chaotic and unsuccessful scenario lacking strategy and pro-activity

This is one of the worst scenarios in that it combines two negative contrasting axes.
On the one hand, a disarticulation of policies and an incoherence of strategies of action.
And, on the other hand, because it exhibits a persistence of fragmentation and the isolated
affirmation of municipalities.

Figure 10
IMPLICATIONS AND ACTIONS OF THE F:1Ca FUTURE SCENARIO

+

A
- + Scenario A — Proactive scenario with an assertive, desirable strategy

A Implications A Actions
° = Developing sound, sustainable tourism; ° = Support for leadership;
'E = Creation of a harmonious growth dynamic; 'E = Core structures should not forget the contribution
S | = Asingle coherent operational plan for the H that local players can make;
3 territory 3 = Motivation of all players;
= One course, one brand; = Strengthening synergies and knowledge;
= Identity creation; = Supra-municipal cooperation;
= Regeneration, exploitation of heritage and = Partnerships;
protection of traditions; = Defining tourism vocation of the territory;
» Achieving desired goals; = Common strategy;
= Exploiting concerted efforts of diverse players; = Creation of strategic plan for tourism development;
= Active collaboration and sharing of knowledge = Retention of regular assessment mechanisms,
and experiences that place tourism as an dynamic oversight;
area of the v and culture = Defining a group of concerted actions for the
of the subregion and region benefit of everyone;
. R = Promotion of organized events involving
= Developing common strategies;
. : collaboration of different partners;
= Strategic cohesion; )
= Upgrading the offer;
= Boosting appeal and competitiveness; .
= Development of a product of excellence in the
= Marked development of tourism in the subregion :
marketing plan;
exponential growth in visitors, tourists and . ) - .
) = Seeking niches of excellence, exploiting them;
overnight stays o i
u Growth of tourism: = Ongoing innovation;
m Far-reaching projection of the territory; = Recognized brand;
= Assertion of the region in national tourism offer. = Research.

Source: Based on the opinion of the participants in the Delphi panel and questionnaire entitled: Tourism, heritage
and local development in the Baixo Mondego. Strategic Management of the destination(s).
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Figure 11

IMPLICATIONS AND ACTIONS OF THE F:Cs FUTURE SCENARIO

- +

Scenario B — Proactive scenario lacking a coherent strategy, tourism without charisma

Lack of subregional and regional assertion,
piecemeal interventions of municipal nature,
incapable of assertion at international level;
Occasional local successes;

Proliferation of fleeting events;

Conflicts;

Need for closer ties with/between players;
Hard to impose a successful strategy and,
especially, hard to bring the true identity of local
communities to visitors and tourists;

Full potential will not be exploited;

Problems with consolidating territorial policies;
Hard to achieve goals;

Barrier to quality;

Road to failure, if there is no change

with a new strategy.

B Implications B Actions

° = Stagnation of or poor tourism development; ° = Improve communication between players;

§ » Possibility of success but with more effort by players ‘gT = Boost cooperation between local and regional
layers;

3 = Multipolar dynamics; 8 Py o X

(7] (7] u Clear definition of roles of the various players;

= Establish protocols;

= Regionalization of development policies;

= Creation of projects led by tourism players who
unite the public and private sector;

= Authentication of destinations;

= Liaison between action policies;

= Strengthening the coordination of strategies;

= Complementarity of action strategies;

= Compensate for gaps in legislation and strategies;

= Strategic planning;

= Creation of a strategic plan for tourism development;

= Definition of joined-up strategies and policies
that the action plans can improve;

= Review of strategy, devising new policies;

= Definition and implementation of a subregional and
regional strategy;

= Local and regional innovation and development.

Source: Based on the opinion of the participants in the Delphi panel and questionnaire entitled: Tourism, heritage
and local development in the Baixo Mondego. Strategic Management of the destination(s).
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Figure 12
IMPLICATIONS AND ACTIONS OF THE F;C ¢cFUTURE SCENARIO
+
- + Scenario C — Scenario with an inauspicious, fragmented strategy lacking self-confidence
o]
Cc Implications C Actions
° m Future assertion more difficult; ° = Change of mentalities/traditional ideas;
'E = Weak tourism development; 'g = Fight isolation of the parties by trying to involve
qc, m The subregion will not have more or better tourism; q:, the players;
o Lo o
(] = Continuation of bad outcomes; (2] = Motivation of public players to come together
= Standardization of offer; in shared projects and promote common actions;
= Uniform dynamics; u Adoption of cooperation measures in the area of
= Paralysation of any rational activity in tourism; tourism;
= Possibility of entire strategy being blocked; = Raise awareness about the advantages of
= Disconnection of tourism development policies; cooperating in joint initiatives;
= Little or even no territorial coherence; = Draw attention to benefits of concertation;
= Instability and discontinuity; = |t is important to gather tourism policies together
= Slight increase in indicators for municipalities better in a single authority;
able to attract tourists; = Broadening the vision of the public and private
= Piecemeal interventions of municipal nature, partners;
. . . = General review of the goals, policies and strategies;
incapable of assertion at national and
. . = Joint planning, to create a strategic tourism
international level; development plan;
= Lack of intermunicipal cooperation will lead = More interactivity between the various municipalities,
to weakening of the outiined common strategy:; and drafting broader strategy for the promotion and
= Too many initiatives for the drafted goals, for tourism action on a regional scale;
poor quality of the initiatives, debasement = Local actions, common action by municipalities;
of institutions, players distrusted; = Strategic cohesion;
= No network organization. = Exploitation of diversity.
Source: Based on the opinion of the participants in the Delphi panel and questionnaire entitled: Tourism, heritage

and local development in the Baixo Mondego. Strategic Management of the destination(s).
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Figure 13
IMPLICATIONS AND ACTIONS OF THE F4«C pFUTURE SCENARIO

+

- + Scenario D - Chaotic and unsuccessful scenario lacking strategy and pro-activity

D
D Implications D Actions
= Tourism relevance disappears; = Complete reformulation;
2 2 i - g wi
] = Stagnation of tourism activity; < n Fievnew.of eyerythlng and restarting with
q‘:) = Decline in visitors, tourists, overnight stays, viable 5 pr.ofessmnalfsm., .
Q . ) Q = Wind up the institutions, start from scratch;
(7] enterprises and jobs; (7] R i .
= Strong and cohesive leadership, strong core policies;
= Lack of growth of earnings from tourism; = Choice of good officials, as managers and decision
= Unsatisfactory outcomes, without successes; leaders;
= Compromise with failure; = Remove the political promotion of these positions
= Debasement, cessation of activity; that are so important to communities;
= Subregion continually losing out in terms of tourism; = Strengthen intermunicipal cooperation;
= Reduction in political actions that would enhance = Stimulate interinstitutional cooperation;
tourism; u Greater interaction between universities, local
= Out-of-step view of planning and tourism action, authority bodies, core decision centres and local

players;
u Persistence in getting the different partners together;
= Involvement of all the players;

without this important national activity being used for
economic and social development;

® There is o territorial vision; = Increase in immediate interest of the players;

= Real and symbolic insignificance of the territory; = Improvement in channels of communication;

= Outlined purposes and goals distrusted; = Change of approaches to organization;

= Drafting a strategic tourism development plan,

= Absence of goals;

) . inviting bodies to join in and achieve the plan

= Assertion of local rationales; )
with the supporters;

= Need for new strategies;

= Degradation of the heritage. = Revitalize the offer and look for new markets.

= Resident population disconnected from the players;

Source: Based on the opinion of the participants in the Delphi panel and questionnaire entitled: Tourism, heritage
and local development in the Baixo Mondego. Strategic Management of the destination(s).

At the end of the defined 2020 period, in this monitoring stage it can be seen that the
development of the destination has converged with some of the actions and implications
that shape the FiCa scenario. The following figures illustrate the 2010-2020 period initia-
tives in line with the provisions set out in the FiCa - Proactive scenario with an assertive,
desirable strategy (in bold in Fig. 10 FiCa). This was the one out of the four scenarios
which mostly closely fit reality.

In line with the FiCa scenario, tourism is an essential activity in terms of socioecono-
mics. In fact, tourism in both the region and the subregion has been growing, following
the trend noted in the Portugal destination (Moreira, 2018), although the length of stay
remains low, less than two nights. There has been a considerable increase in the number
of tourists (while the challenge of spreading visitors throughout the subregion and region
as a whole persists) and a growing internationalization, that also results from the inclusion
of the Asset, University of Coimbra - Alta and Sofia in the UNESCO World Heritage list,
in 2013, as discussed in section 3.1. (Figures 3, 4 and 5). The application resulted from
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the joint effort of several stakeholders, namely the University of Coimbra and the Muni-
cipality of Coimbra, which boosted their synergies. The UNESCO listing motivated all of
the tourism system players, as it increased the region’s attractiveness and competitiveness.
In 2017 the Portugal Centro Humanity Heritage Network (https://www.patrimoniomun-
dialdocentro.pt/en/) was set up to bring together the four UNESCO World Heritage sites
in the Centro of Portugal (the University of Coimbra - Alta and Sofia, the Alcobaca and
Batalha Monasteries, and the Convent of Christin Tomar) to enhance and promote this
tourist legacy with various initiatives geared towards tourism, cultural programming,
education, and communication.

Meanwhile, a wide selection of events organized by different partners have contributed
to raising awareness of the region (Fig. 10 FiCa). The municipalities have sought to create
national and international events, for example the RFM SOMNII electronic music festival,
in Figueira da Foz, which first took place there in 2013. The Anozero - Coimbra Biennial
of Contemporary Art, which started in 2015. The European Universities Games, European
University Sports Association, 2018 event, in Coimbra. Among the sporting events, we
find that Montemor-o-Velho has hosted several national, European and world events in the
Centro de Alto Rendimento [High Performance Centre] on an increasingly regular basis
since 2010. Recent events include the ICF Canoe Sprint World Championships in 2018. In
terms of Meeting Industry, turning the San Francisco Convent into a Conference Centre in
2016, with various meeting areas plus a large auditorium for 1125 people, has helped to
strengthen Coimbra’s position in the International Congress and Convention Association
(ICCA) ranking. It would be important to create a Conventions & Visitors Bureau, which
the Centro of Portugal does not have, to improve the positioning and competitiveness
of the destination. The City of Coimbra is currently preparing its application to be the
European Capital for Culture in 2027. Another amenity that has proved relevant is the
PO.RO.S Museu Portugal Romano [PO.RO.S Roman Portugal Museum] in Sicé in Con-
deixa-a-Nova. It opened in May 2017 and has already been honoured with the Heritage
in Motion 2018 prize. This is awarded by the European Museum Academy in partnership
with Europa Nostra and is enabled by Europeana. PO.RO.S Museu Portugal Romano has
also been singled out for the Best Achievement Award in the category Applications and
interactive experiences.

There have been certain inter-municipal initiatives of some significance when it comes
to exploiting the territory and tourism, such as: Coimbra’s application to be a European
Region of Gastronomy 2021, International Institute of Gastronomy, Culture, Arts and
Tourism (IGCAT); The Carmelite Route (presented in 2011 and completed in 2019)
stretches 111 km to the Sanctuary of Fatima and it now makes up part of the Caminhos
de Fé (https://www.pathsoffaith.com); the Rede de Castelos e Muralhas do Mondego
[Mondego Network of Castles and Walls], created in 2010 and the respective Agéncia
para o Desenvolvimento dos Castelos e Muralhas Medievais do Mondego [Agency for
the Development of the Mondego Castles and Medieval Walls], in 2011. This network
has interactive audio guides in five languages (Portuguese, English, French, German and
Spanish), which can be downloaded in the Android and iOS versions, and the application
is available on the website. Free mobile applications have been created by local companies
for visitors and tourists in this territory. These include the app Just in Time Tourist-JiTT.
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Travel, which creates technological solutions and specialized digital content for Tourism
and Trips, setting up routes based on the location and time available. Efforts to rehabilitate,
exploit and regenerate the heritage and safeguard traditions have emerged (Fig. 10 FiCa),
but these are still rather sporadic, and there is important development work to be done
here, fundamentally in terms of Historic Centres. Equally important is the upgrading of the
tourism offer. The initiatives are still very ad hoc, for example in terms of accommodation.

Changes in management and tourism have taken place between 2010 and 2020. In 2013
new regional tourism areas were created in mainland Portugal and the legal frameworks
were set up to organize and operate of regional tourism authorities (Decree Law No.
33/2013) (ARPa, 2013a). Centro of Portugal came under the management of the Entidade
Regional de Turismo Centro de Portugal [Regional Tourism Authority Centro of Portugal]
(a Destination Management Organization DMO that oversees the largest and most diverse
tourism region in Portugal consisting of a hundred municipalities, eight of which in the
Baixo Mondego). In 2013 the Baixo Mondego saw its range extended from eight to nine-
teen municipalities (a change in line with the European Union’s cohesion policy), joining
with the Comunidade Intermunicipal Regido de Coimbra [The Intermunicipal Community
of the Coimbra Region] that was established by way of Law no. 75/2013 / 2013) (ARPb,
2013). The responsibilities of the Intermunicipal Community include promoting planning,
strategic management, and the economic, social and environmental development of the
territory, as mandated by the Estratégia Integrada de Desenvolvimento Territorial (2014-
2020) [Integrated Territorial Development Strategy 2014-2020] (CIM RC, 2014). The
Intermunicipal Community drew up the Intermunicipal Plan for Adaptation to Climate
Change, a section of which was geared towards tourism (Moreira, Santos, Figueiredo &
Santos, 2017).

In December 2019 the Regional Tourism Authority Centro of Portugal presented their
Plano Regional de Desenvolvimento Turistico 2020-2030 [Regional Tourism Develop-
ment Plan 2020-2030] (ERTCP, 2019). This set up a common strategy (Fig. 10 FiCa) and
detailed the priority and secondary products for the Region of Coimbra. The goal is for
each region to create Integrated Tourism Products with an Intermunicipal Base (defining
tourism vocation of the territory). The Regional Tourism Development Plan 2020-2030
also includes a Marketing Plan. Centro of Portugal is a recognized brand today, following
a rebranding initiative in 2015 designed to boost the regional unity and bring together the
assets of the brand, to create an identity, and to increase awareness and lengthen tourists’
visits. The destination was a finalist in the Destination Brand of The Decade competi-
tion, which recognises destinations that recorded appreciable growth in tourist numbers
between 2010 and 2019, while gaining a reputation and developing new markets. A pro-
motional campaign Turismo Centro Portugal - Visitar e Ficar é Ajudar [Tourism Centro
of Portugal - To Visit and to Stay is to Help] was created after forest fires devastated the
region in 2017 (Santos, Moreira, Figueiredo & Silveira) and had a significantly negative
impact on both tourism and the region’s image. This campaign won the Gold Award at
the International Travel & Tourism Awards organized by the World Travel Market and the
World Tourism Organization (WTO) in the category Best National Tourism Board/Des-
tination Marketing Organization Campaign. The region’s promotional videos have won
several international awards. Centro de Portugal: Are You Ready? won nine awards and
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distinctions at eight international tourism film festivals, making it the 8th most awarded
film of 2019. The region has been making its mark in the national tourism market and the
eight municipalities of Baixo Mondego have contributed significantly. Many of these facts
came about as the result of active collaboration, along with the sharing of knowledge and
experiences between the different actors and interest groups, the development of common
strategies is sometimes seen, although further development is needed, a harmonization of
actions and strategic cohesion (Fig. 10 FiCa). The Plano Regional de Desenvolvimento
Turistico 2020-2030 [Regional Tourism Development Plan 2020-2030] stipulated the
creation of a Tourism Observatory which was deemed essential to monitor assessment
mechanisms so as to offer dynamic oversight. A predictive tourism system is to be set up
as part of the Tourism Observatory. Scientific research plays a very important role here
(Fig. 10 FiCa). Therefore, a scenario like these is only shaped by creating mechanisms to
link public entities, private agents, the scientific and technological system (universities,
laboratories and research centres, whether public or private). The ongoing innovation that
should be a crucial feature of the tourism products in this territory and the competitiveness
that this entails means that this scenario greatly benefits from the transfer of knowledge.

5. CONCLUSION

The focus of this paper is on combining the Delphi technique and scenario creation
as qualitative tourism forecasting techniques, not to report the results of the study that
was conducted in lower Mondego River subregion, Centro of Portugal. So, the value of
the research lies less in the results per se and more in the possibility of thinking futures,
creating scenarios in tourism research and doing this by applying the Delphi technique.

A multi-technique research approach that combines the Delphi technique and scenario
building can be useful to explore the futures and support destination management. Inte-
lligent forecasts, those forecasts based on the formal and informal knowledge of tourism
players and stakeholder-experts, and on their opinions (experts’ judgments), can help
tourist destination managers, planners, and decision makers to envision desirable futures
and identify strategies, and to take decisions in a context of uncertainty and unpredictable
futures.

In conclusion, it is relevant to explore the strengths and the limitations of this research
approach based on tacit knowledge, the knowledge embedded in the accumulated expe-
rience acquired by tourism players and stakeholders, and indicate some guidelines that
tourism researchers, and tourism analysts and tourism decision makers, should take into
account in the future deployment of these techniques.

In terms of the strategic management of destinations at the local, subregional and
regional levels, it is extremely important in a field such as tourism to take advantage of
the subjective knowledge provided by organizations, institutions, businesses and associa-
tions (whose work is directly and indirectly linked to tourism) and to benefit from their
experience.

In tourism at such local, subregional and regional scales of action, there is a certain
fragmentation of institutions and interest groups, which is caused by: the multiplicity of
stakeholders involved in the tourism system; the range of problems, needs and interests;
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spatial dispersion of stakeholders; the competitive nature of economic activities linked to
tourism; the diversity of views on destination management; lack of forums for meeting,
reflection and discussion; lack of consensus; and lack of a forward-looking strategic
vision. Now, the dispersion of agents and interest groups compromises competitiveness
and the claims of tourist destinations. The Delphi technique has the advantage of providing
an opportunity for non-face-to-face discussion of an issue or a problem, from a forward-
looking perspective.

In the context of tourism and territory, development strategies must adopt a futu-
res analysis that includes scenario-building exercises in order to strategically consider
active measures and decision making. The findings suggest that the formal and informal
knowledge that stakeholders and interest groups operating in the area of tourism at local,
subregional and regional level can offer could greatly benefit the planning and manage-
ment of tourist destinations. It is considered, however, that this relevance increases as the
geographic scale increases; thus, from the local to the subregional and regional levels the
involvement of stakeholders tends to increase, and strategic actions are defined within
these geographic scales. The future of places, territories - ultimately of tourist destinations
- is being built against a backdrop of a range of possibilities. It is on these scales that
tourism happens. Getting the stakeholders to create scenarios, identifying implications and
actions which define the narrative of the scenario, that is, implications and actions that
give content and consistency to each future and whose combination makes it possible to
describe the future based on the application of the technique Delphi, is possible, essentially
when the Delphi technique involves 3 rounds, as demonstrated here.

This structured approach to the future that combines the Delphi technique and sce-
nario building, that benefits from the knowledge and expertise of tourism stakeholders,
could be used as an analytical tool to envision futures (probable future, inevitable future,
possible future, desirable future), support multi-scale tourism destination management,
inspire scientific circles tourism researchers, tourism analysts, and public or private sector
tourism decision makers.

However, there is no tradition of foresight exercises or scenario creation at the multi-
scale levels, which compromises both the triggering of a foresight exercise and scenario
building and an active participation in it. At these levels, the futures analysis faces some
constraints: there are many different stakeholders and interest groups; policies and initia-
tives show some fragmentation and dispersion; it is more problematic to obtain detailed
disaggregated information to give to participants and that supports a scenario-building
exercise; it is harder to figure out how places in the larger geographical scales (local,
subregional and regional) will be affected by the more global changes; it is harder to
easily discern what are the driving forces of change and the critical uncertainties, aspects
that influence futures analysis at these scales; to all of this is added the fact that tourism
stakeholders focus their action very much on the short to medium term, so they very often
exclude an analysis of the future(s). It is no accident that many of the foresight studies are
carried out with reference to the scale of the national territory.

One of the study’s limitations is the fact that the tourism stakeholders who participa-
ted in the panel are not used to thinking about the future(s) (or the futuribles), much less
carrying out prospective analyses or participating in exercises of creating scenarios. A
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foresight culture presumes that organizations (companies and associations) recognize its
relevance and appropriateness, so that in this context training is also crucial. In addition,
a foresight culture implies that continuity and regularity are applied to foresight exercises,
meaning that they become a more frequent practice. The creation of the European Tourism
Futures Institute in 2009 identified this need precisely by seeking to meet it. It is important
that in terms of managing tourist destinations, futures analysis, the Delphi technique or
scenario building are used more often as a management practice and are strengthened in
terms of research, with theoretical contributions and practical applications. In the Centro
of Portugal Regional Tourism Development Plan 2020-2030 (ERTCP, 2019), the Tourism
Observatory is tasked with creating a Tourism Predictive System capable of predicting
tourism activity and anticipating trends / market behaviours, by way of calculation algo-
rithms. The regional Destination Management Organization, Regional Tourism Authority
Centro of Portugal, thus recognizes the importance of looking into the future(s). Therefore,
it would be crucial if future research could enhance the formal and informal knowledge of
regional tourism stakeholders, not only those from the eight municipalities of the Baixo
Mondego but from all of the one hundred municipalities in the Centro Region, and carry
out the same prospective analyses and scenario exercises, so as to guide them to envision
their futures (the probable, inevitable, possible, and desirable ones).
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