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Involvement of stakeholders/SWOT analysis - formal background

Charter Principle 1 - to involve all those implicated by tourism in and around the 
protected area in its development and management.

A permanent forum, or equivalent arrangement, should be established between the protected 
area authority,

local municipalities, conservation and community organisations and representatives of the 
tourism industry.

Links with regional and national bodies should be developed and maintained.

=

the very basic overall principle for everything that follows afterwards – getting together and 
making a change for better together

Charter Principle 2 - to prepare and implement a sustainable tourism strategy 
and action plan for the protected area 

= 

SWOT analysis is the starting point – to understand where we stand at the moment



Involvement of stakeholders/SWOT analysis – local setting 

Ķemeri National Park
 founded in 1997, area 38 165 ha

 Natura 2000 site; extremely high 

concentration of different rare nature values

 rich cultural history

 only 40 km from the capital Riga; partly 

within Jūrmala city

 crossed by 3 main highways and railway 

~ 3000 inhabitants inside the area

 ~ 50 stakeholders (tourism businesses, 

municipalities, NGOs, etc.)



Involvement of stakeholders - step by step I

First meeting on May 22, 2009, 
project kick-off meeting

Aim - to get people together and 
introduce them to the Charter

Main observations:

• ~ 40 participants; many we see 
for the first time, they see us for 
the first time

• people seem to be listening with 
interest, but with somewhat 
reserved attitude in the same 
time

Main conclusion – very good event for the start and to make sure interest from the 
stakeholders is there. Still, different approach is need to establish real contact and get 
across the idea of the Charter and sustainable tourism



Involvement of stakeholders – step by step II

Aims: 

• to get to know people better

• to continue discussing the Charter 

• to collect data for SWOT analysis

Observations - people are open, friendly 

and interested

Conclusion – if the number of stakeholders isn’t big, and they are not united in 

organizations to represent their interests, nothing works better than personal 

contact, even in the 21st century. Questionnaire helps a lot to stay focused and 

have a structured and well planned discussion.

Personal interviews with stakeholders using a special questionnaire; 
basis for SWOT analysis



Involvement of stakeholders – step by step III

December 8, 2009 - first forum meeting

Aim 

To tell about the progress so far, try to 
work out vision of Ķemeri National Park 
and do some brainstorming on potential 
tourism products 

Observations:

Almost all people are already familiar, they 
are more friendly and responsive, full of 
new ideas and eager to do something

Conclusion:

Now, that we have started to know each other better by dreaming about the 

future of the territory together, it is time to get down to more detailed discussion 

to evaluate how far we are from those dreams - SWOT analysis.



Involvement of stakeholders/SWOT analyses – step by step IV

March 2010 – SWOT analyses with Kemeri National  

Park staff, paying special attention to Charter 

Principle 3, mostly covering the aspect of 

conservation and enhancement of the environment 

and heritage

March 24, 2010 – SWOT analyses of Charter 

principles with stakeholders, covering aspects of

- visitor management and enhancement of the 

quality of tourism offered

- economic and social development;

- preservation and improvement of the quality of life 

of local residents

Main conclusion:

There are many topics to be discussed, but awareness has been created on the 

status quo (main problems, needs, etc.). 



Involvement of stakeholders/SWOT analyses – step by step V

• lack of information about Ķemeri 
National Park - excursion for 
stakeholders in Ķemeri National  
Park on April 14, 2010; including 
presentation from the discussions 
among the staff of the Administration 
on the tourism potential of nature 
values

• need to improve quality in all aspects 
– quality seminar for tourism 
businesses on the 6th of May

• need to turn more attention to 
marketing – marketing seminar on 
May 14

Reacting to problems pointed out during the discussion on the 24th of March:



Involvement of stakeholders/SWOT analyses – step by step VI

Still along the lines of the SWOT analysis 

discussion of the 24th of March:

researches ordered to clear out aspects 

named as important for further 

development but exceeding the 

competence of tourism forum (tourism 

potential of cultural and historical 

values, socio-economic background) 

Conclusion - there has been a quick reaction to what people say, it keeps them 

motivated. Still, there is a need felt to do something “real” – to make a plan for 

something very concrete/tangible and carry it out in short time to see it’s really 

working.



Involvement of stakeholders/SWOT analyses – step by step VII

November 16 and 23 – discussion of 

tourism offer for the season of 2011. 

Agreement on:

• simple means of expanding the nature 

trail network (marking along existing 

trails and roads)

• trying first skiing routes in winter

4 weekends in February - skiing routes 

tested

Conclusion - something concrete has been discussed, agreed upon and is 

partly implemented (skiing) providing basis for further development in the next 

winter season. Another topic from SWOT analysis is being faced as well –

problem of seasonality and need to attract more people in winter.



Involvement of stakeholders – results and benefits so far

 better understanding of the area as a 
whole, by all sides

 ability to provide better information about 
it 

 possibility to participate in development 
of tourism in the territory

 new contacts and improved 
communication among the stakeholders 
(tradition was established to organize 
seminars not only in the Administration 
building, but in other tourism businesses, 
too)

 ideas for possible tourism products and 
new cooperation opportunities with 
tourism businesses

special bonus – PR, relations with local community have improved due to 
regular contacts



Next steps

 use of all the information gathered in the 

strategy and action plan

 continue personal interviews of 

stakeholders, work out a scheme to make 

it regular

 continue regular meetings to exchange 

information and to address different topics 

in more detail (marketing, quality), work 

out schemes for the future

 development of tourism offer basing on 

the results of discussions, experience 

with different target groups (e.g., skiers)



Good luck 

Agnese Balandiņa

Nature Conservation Agency

Pierīga Regional Administration

Phone: + 371 67146824

E-mail: agnese.balandina@daba.gov.lv

www.daba.gov.lv



“Experiences action plan / strategy / preparation of application for 

the European Charter“

Martin Kaiser

Müritz National Park, Germany



Basic facts

Established in 1990

32.200 has

72 % Forest

13 % Lakes

8 % Bogs

7 % Farm land



Common spatial development

Touristical 

approach

Tourism 

strategy

Action 

plan



Pros & Cons of a external assignment

Externalisation is positive... is negative because...

Can save worktime expensive

objective view from outside final work has to be done 

anyway

Use of broader touristical 

knowledge

Protected area has to stand for 

each measure

Higher trust in specialists



Time chain for the process

certificationaction plan
strategical

concept

approach

Lake district
SWOT

Where are we? What goals we 

are going for?

What has to 

be done?

How to 

continue?

November

2009

May

2010

October

2010

spring

2011

December

2010



Our meetings

24th July 2009: Registration for a charter candidate

25th September 2009: Meeting for the clarification on the subject. 

2nd October 2009: Contracting with the DWIF as external consulting company

21st October 2009: Charter information at the National park partner meeting

28th October 2009: National Park board => forum for sustanable tourism in the 

National Park region

14th November 2009: Charter start on the regional tourism fair “1000 Seen Forum” 

24th November 2009: SWOT-analysis workshop

19th January 2010: Internal discussion with the consultants for the further steps

27th May 2010: SWOT analysis presentation at the National Park board meeting

10th September 2010: Final report of the touristical strategy for the National Park region

4th October 2010: Internal discussion on the touristical strategy => action plan

25th October 2010: Touristical strategy presetation to the National Park Partners

9th November: Presentation action plan draft 

15th December 2010: Finalisation of the action plan to submit to Europarc Federation

14-15th March 2011: Verification



Main goals





Examples for measures

Entwicklung einer Müritz-Nationalpark-Merchandising Linie, Umsetzung Hoch

Aufbau Vertriebsnetz, Vertriebspartner, eines attraktiven Verkaufsraums Hoch

Handlungsempfehlung: Aufbau qualitativ hochwertiges Merchandising

Hauptakteure: Tourismusanbieter, Design- oder Kunsthochschule, regionale Künstler bzw. 

Kunsthandwerker



Examples for measures

Konzeptionelle Grundlage schaffen für die Weiterentwicklung des Müritz-Nationalparkticket, Sehr hoch

Vermarktungsstrategie, Umsetzung

Konzeptionelle Grundlage schaffen für die Entwicklung eines touristischen ÖPNV-Angebotes Sehr hoch

Mecklenburgische Seenplatte (inkl. Anreise); Vermarktungsstrategie, Umsetzung

Erarbeitung regionales Nahverkehrsplanes, aktive Gestaltung und Steuerung des regionalen und Sehr hoch 

überregionalen Ausflugsverkehrs

Jährliches Regionalforum ‚Sanfte Mobilität in der Mecklenburgischen Seenplatte, der Müritz- Sehr hoch

Nationalparkregion und dem Müritz-Nationalpark’ durchführen

Modernisierung Angebote Radverleih: Räder für spezielle Zielgruppen, Aufbau E-Bike-Verleih, Sehr hoch

Mountainbikes, Kinderräder, Kindersitze, Anhänger etc.; spezieller Service wie Ein-Weg-Touren,

Kooperation mit Hotels (Bring- und Holdienste)

Handlungsempfehlung: Sanfte Mobilität im Müritz-Nationalpark und der Region

Hauptakteure: ÖPNV-Anbieter, Landkreise, Müritz-NLP, Vermarktungspartner



Time chain for measures

19 measures 

– no 

boredom 

guarenteed



Verification on March 14-15th 2011 

Interviews during two days:

 Tourism association Mecklenburg Lake 
district

 Neustrelitz + Waren Tourism Information

 Friends of the National Park – Nature 
conservation

 Economic department City of Neustrelitz –
Municipality

 Haveltourist – National Park Partner

 Canoe tourism support club – Charta critics

 National Park authority



A first rating

 Substantial and exact 

valuation

 Strongly concept 

orientated

 Too short time to raise 

our questions



Thank you for your attention!

„Hope and the future for me are not in lawns and cultivated fields, not in 
towns and cities, but in the impervious and quaking swamps“

Henry D. Thoreau, 1863



“Road to the European Charter – experiences and results” 

Towards a

strategic sustainable tourist development

of the

the Dovrefjell National Park Area

Klaas van Ommeren

project manager



1. Envolvement of lot of stake holders

2.SWOT- work with people of which 90% was      

not familiar with a market orientation as well 

as operative experience with strategic 

sustainable practice

Usually 



Practice and an analysis learned us…

 Stake holders from the conservation management 
side, nationally and regionally did lack competence 
on thinking of NP’s as a travel and  tourist 
destination (due to lack of interdisciplinarity)
They do not know how traffic flows are developed and managed incl in 
cases of demarketing

 Tourist organisations do not have action 
competence of how to develop nature based 
attractions.

 Research Institutes as well as Consultancies have 
very little experience on strategic sustainable 
development in the tourist sector



Two possible ways                 

of                                                                

Strategy development 1.      

”By the book”.

2.      When there are symptoms reflecting        
strategic flaws and/or need of solving 
problems on a short notice.



STRATEGIC BASIS I

Define a future scenario - target
=     Description where project and stake holders want to be in 5-

7 years from now

Role
=   Description of how and with which tools we wish to work in 

order to reach the above defined targets/goals within the 
scope of the future scenario

Action plan
=   Description of activities to be implemented in order to 

perform according to our defined role 



STRATEGIC BASIS II

Make a status – describing today’s picture
=  Symptoms

Clarify status
=  Definition of problems

Proposal solutions
=  Description of activities to be implemented in order to  

come back on the right strategic track



WE HAD TO DO BOTH WAYS

AT THE SAME TIME
You don’t motivate small businesses/areas in strategic trouble 

with long term plans; they want more traffic and increased 

turnover: NOW

We needed a long term strategy as well to ensure a positive and 

sustainable tourist development according to the Charter 

Principles



1. A plan for sustainable tourist development

2. Put it directly into practice where possible

3.Starting up marketing development      

simualtaneously

Therefore three main tasks 



IF YOU DO SO…….



Basis: STRATEGIC AUDIT 

Statistics on

1. Tourism  in the whole area: stays overnights ac

2. Occupancy

3. Economy in the tourist sector

4. Traffic on national park centres etc etc

5. Analysis of functions of important stake holders, not on 

how they THINK their function is in theory or according 

to rules and regulations, BUT IN PRACTICE



After the audit and analytic work 

In total 12 

presentations

• 8 in municipalities

• 4 in business 

forums



Message……. 

1. This is the situation in your area

2. The NP area is a nature based attraction and 

destination with a considerable potential for a 

positive, sustainable tourist development

3. This is our plan…

- why is sustainability important

- how do we with with this in practice

4.   Do you want to join the program/project?



Result……. 

1. Not everybody joined the project/charter work, from 

the start only 23 businesses and 4 tourist offices

2. We worked with those who wanted to join the 

program



At the same time 

=  Financing 



ESSENTIAL to the Charter plan… 

Funding for 3 years secured

=      

we knew that we could put 

the charter plan into work



IN TIME………

1.Start application project in may 2008…..

2.Strategic Audit and first presentation for 

steering group in jan. 2009

3. Application for funding feb/march 2009

4. Follow up strategic findings

5. 12 presentations in september-november 2009



Central for the Charter plan… 

6. Application sent on 31. december 2009

7. Verification visit in May 2010 (Richard Partington)

8. Informal OK in June 2010

9. Hand over Charter Diploma sept 10 in Abruzzo



Central for the Charter plan… 

Funding for 3 years secured

=                                        

we knew that we could put 

the charter plan into work 

with operational money



NOW…….



Visible results 



Visible results 



Visible results 



TACTICAL FUNDING OF ATTRACTIONS…

Path, information switchboards, 

small amfi at Mardal Waterfall

Developing visitor attraction on the Dovrefjell plateau



But ……… 


