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INTRODUCTION

We would like to begin by stating that this is not a textbook but rather a manual

designed to help those responsible for tourism development in communities to achieve
responsible results. In the wake of a global pandemic, communities are struggling to
redefine and rebuild their local economies. For the past two decades, many communities
have been developing tourism to draw people to their communities in order to
encourage local economic development. This activity is based on the recognition by local
and regional communities of the positive impact that tourism development, when
managed responsibly, can bring to a community, both in terms of creating employment
as well as contributing to general economic, social, cultural and environmental wellbeing.

There is now considerable experience that demonstrates both successes as well as
failures of community tourism development. It is clear that by careful planning, positive
partnerships between private and public sectors, and communities, as well as concern for
social, economic, and environmental impacts, communities can develop successful
tourism strategies. There is also considerable evidence of communities that have not
achieved their objectives due to environmental degradation, lack of market connectivity,
restrictive policy and regulatory frameworks, and hidden, unanticipated costs to local
residents and governments. In order to achieve responsible community tourism
development, there is a clear need for planning that involves all relevant stakeholders
with particular emphasis on community residents.

There are many manuals and handbooks already available from the past 20 years of
community tourism development, from which one interested in the field could choose,
to guide them through the process. What this project aims to do is combine the
cumulative experience of decades of community tourism development from the
international development sector with the experience from the private sector to provide
advice and guidance with additional practical elements tha are not included in other
manuals.

This manual is designed to enable communities to determine whether responsible
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understanding market forces, develop tourism products based on market demand, and

then operate them well. It is separated into two parts to address the different stages for
different audiences of community tourism development.

Part 1 is based on a strategic planning approach for practitioners, governments,
destinations and organizations, either involved in or wishing to embark on a community
tourism development journey. The manual includes material on all aspects of the
planning process. This work is the result of many years of research and practice by an
interdisciplinary team drawn from many countries around the world. The original manual
was the work of a team from the University of Calgary (Walter Jamieson, Janet Baker,



Dianne Draper, Don Getz). It was further developed by a team at the Asian Institute of
Technology as part of a Canadian International Development Agency funded project

(Walter Jamieson, Pawinee Sunalai and Pallavi Mandke) and further enhanced by

researchers at the Asian Center for Tourism Planning and Poverty Reduction (Walter

Jamieson, Pawine Sunalai and SongKanokrattana Netlomwong). Through a new lens,

Kelly Galaski and Walter Jamieson worked together to update and include examples and
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experiences in sixty cauntries. Planeterra specializes in the connection of community

enterprises to the marketplace. Building on established knowledge resources, this
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learned from real community tourism planning processes and enterprise development

initiatives.

Part 2 builds on Part 1 by starting at the stage of setting up community tourism
experiences and operations. It is for community organizations and enterprises to use to
guide them through the tourism experience development and business management
process.Practitioners, governments, destinations and organizations, may alsavish to
consult Part 2 for details on the operations stages and for links to further guidance. This
part of the manual gives a detailed overview of additional resources for developing
N-2aa A« ©°©F 0. A3 ~a X«©X3°3 X" W KHukkwherecz T 3 XN°©°
readers can delve deeply into experience development related changes in market
demands, as well as less commonly known success factors for community tourism
enterprises based on working with private sector travel companies. These elements
contain the practical guidance needed to make a new small community tourism business
work - and be sustainable over the long term.

The Planeterra Learning Hub is a private resource compiling Planeterra's 20 years of
community tourism training expertise. The site was created for the Global Community
Tourism Network. Direct links to the Learning Hub mentioned in the manual will not
work unless you gain access through one of the following methods:
1 Are you a community tourism enterprise? Gain access byjoining the Global
Community Tourism Network here
1 Are you a non-profit specialized in community tourism? Apply to become a
Strategic Partner of the Global Community Tourism Network here
1 Are you a professional or academic?Become a Professional Supporter of the
Global Community Tourism Network to gain accesshere

If you have trouble accessing the site through these methods, reach out
to info@planeterra.orgfor support.

The work is not yet complete. The next step in this living manual is to turn to our peers -
- practitioners, communities, professionals around the world that would like to
contribute further updates a nd examples. Submit your ideas, edits, or illustrative case
exampleshere.
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How to use the manual

The benefit of an electronic manual is that it can be referenced from any point along the
process and links out to further resources, worksheets and learning modules located on
c BJ « X0 X33 ]J2Z° 2XJ3« «z , AMY

The manual can be used from start to finish to plan a community tourism program from
ground zero or by established community tourism enterprises that wish to learn more
about enhancing their experiences, improving marketing, gaining new skills in pricing or
pitching new travel company partners, all of which can be found within the clearly

outlined sections. Part 2 targets community tourism enterprises specifically and outlines
o] X 38X -A3NX" ©°- MX Z-A«T «  KJ«X0oX33J3Z7Z°

It is designed with the community development practitioner in mind, as well as
government and institution e mployees who find themselves tasked with an exciting new
project to use community tourism as a tool for development in their country. Itis also
perfect for the non -profit organization that wishes to create a new tourism experience
to bring in income to fund its programs based on its community development goals.

For those wishing to access the PlaneterraLearning Hub for further resources and to
access worksheets or to work with Planeterra on a community tourism development
project, please contact the organization atinfo@planeterra.org or visit Planeterra.org.

To submit comments to Planeterra Advisors Walter Jamieson or Kelly Galaski, please use
the contact form .
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SECTION 1

INTRODUCTION TO THE TOURISM
SYSTEM

This section introduces you to the essential dimensions of tourism. Our intent is to provide
you with basic facts and introduce a range of concepts which will lead to an overview of
the principles and ideas behind sustainable, responsible, community tourim in Section 2.

1.1 The Nature of Tourism
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1 The tourism economy employed 330 million people, or one in every ten workers

1 International tourism receipts amounted to $8.9 trillion US

T A-A3 ~a CJ° ©°| X C-3KTZ  HBXJIJT «z XN- «-
10.3% of the world gross domestic product

1.1.1 Defining Tourism

We view tourism as a social, economic, cultural and environmental activity. While
tourism is most often seen as economic in nature, it must be recognized that tourism has
a number of non-economic purposes, and benefits range fom social (e.g., educational
and recreational activities) to environmental (e.g., conservation of natural resources) and
cultural (e.g., sharing of cultural traditions and events).

It is useful to see tourism as a system comprising all the activities ad experiences of
tourists and visitors away from their homes which are serviced by the travel and tourism
industry and host destinations. The total of these activities, experiences, and services
can be seen as the tourism product or visitor experience.

Like any product, its success is related to how well the supply meets the market demand.
This requires an understanding, not only of market characteristics and trends, but also
the process of planning to meet market needs. Companies that sell tours, and tarrists
themselves, are identified as the demand side, and the supply side includes all those
programs, attractions, experiences and land uses that are designed and managed to
provide for visitors. These supply side factors may be owned or managed by
communities, private enterprise, non-profit organizations and/or governments. New and

1 World Travel & Tourism Council. Economic Impact Reports Accessed at
https://wttc.org/Research/Economic -Impact
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innovative forms of partnerships are also evolving to manage the challenge of ensuring
the sustainable development and management of tourismrelated resources.

Tourism can provide a range of benefits to a destination, including economic and social
benefits, such as jobs and income for organizations and individuals. In exchange for the
expenditures made in the destination area, benefits are obtained by visitors, n the form
of experiences at the destination(s) and purchases of products like souvenirs and meals.

« @aJ«E NJ X’ °] X3 X ’ z KXJ | JzXZ-Z°|
through purchases made from foreign-owned companies and in the worst cases, zero
dollars stay in the hands of local people. This happens when tourists purchase services
from companies that are not based in the country being visited and that do not use
products and services owned by locals, like hotels, food and transportdion. This kind of
tourism is the least beneficial for a destination and is the opposite of what we are trying
to achieve through the development of sustainable, responsible, community tourism,

which aims to maximize benefits and income received by locals Sustainable, responsible,

and community tourism will be discussed in the following sections.

One of the challenges in tourism planning and development is ensuring that all
stakeholders have an equal opportunity to participate in the planning process. Citen the
stakeholders that stand to gain or lose the most- the local residents - are left out of the
eqguation. This understandably leads to conflicts and what has been recently seen, in the
years leading up to 2020, a backlash against tourists in cities gch as Venice, Barcelona,
Amsterdam and Dubrovnik, among others. This will be discussed further in this manual,
but it is important to recognize that in almost every level of tourism planning a wide
range of stakeholders exist. Many of these are not intuitively considered part of the
tourism industry - but without them, tourism is impossible! For planning purposes, the
major components that comprise the tourism system are illustrated in Figure 1.1.

11
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(Tangible & intangible); Destination planning &
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providers.

Research Places
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impacts
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organizations; marketing

\ People
Residents (satisfaction);
staff (training & working
conditions; supply of
skilled workers

Figure 1.1 The Tourism System

Services & Facilities

e
Accommodation; safety &
security; food & beverage; ‘ jE @‘

internet; retail; booking

1.2 Types of Tourism

One of the major changes in tourism has been an explosion in different types of
experiences that can be developed for visitors. Figure 1.2 illustrates the range of
opportunities, many of which can be adapted to community tourism.

The more common types of tourism implemented by communities include cultural, rural,
culinary, educational, agri/farm, volunteer, eco, nature and wildlife tourism. Some types
of tourism lend themselves more to the urban environment and cater to business
travellers. This manual 8 aimed at developers of community tourism and the niches
within it. A more detailed discussion of the types of community tourism follows in
Section 2.

12
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Figure 1.2: Different Types of Community Experiences
1.3 Trends and Forces Impacting Tourism

Tourism planning and development requires that stakeholders at all levels understand
the larger context in which they are working in order to be able to develop policies, plans
and strategies that seize the opportunities for those planning community tourism. Some
of these forces and trends can be seen in Figure 1.3.

THREATS

Global warming/climate change; pandemics;
energy issues; economic disparities;
geopolitical tensions; overtourism

Demand for meaningful
community benefit; social
media savvy; seeking carbon
reduction; expectation that
communties are meaningfully
engaged in tourism
development; quest for co-
creation of visitor

experiencies COMMUNITY

THREATS

COMMUNITY
TOURISM

FORCES &
TRENDS

Quest for health & wellness;
local and authentic
experiences; quest for
destinations that are not
over-visited; community-
focused visitors

Opportunity

S3LLINNLYOddO

Changing visitor expectations; higher levels
of demands for social & environmental
justice; quest for localism offering new
opporunities for many communities

Figure 1.3: Trends and Forces Impacting Tourism
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1.3.1 Tourism Volatility and the COVID -19 Pandemic

A manual on community tourism development written in 2020 -2021 could not go
without a statement on the COVID -19 pandemic and the resulting impacts on tourism
worldwide, including on communities. As tourism volatility usually presents itself in
isolated cases such as conflicts and natural disasters, there often is not a lot of
preparation or subsequent changes made to management of community tourism
businesses as they tend to wait until tourism returns, based on a pause of no more than
a couple of months in most cases. Of course, preparation and contingency planning is
always advisable, but even the most successful businesses, and individuals, did not find
themselves prepared for the COVID-19 pandemic and related extended pause on
tourism. As a result of alltourism being halted, the Planeterra foundation got into action
to respond not only to the emergency crisis but to prepare community tourism
organizations for future crises through training on business management, saving, income
diversification and with de velopment of new products and services development to build
resilience.

The pandemic reinforced that safety is the number one value for tourists because

without it, there is an unwillingness to travel, and sometimes the lack of safety and
security makesit impossible to do so, as we saw with the stoppage of international

flights. This reinforced the need to convey to community tourism enterprises to consider
tourism as a supplemental income activity and to never abandon any traditional activities
that provide sources of food or other basic necessities as it can never be guaranteed that
once tourism income begins flowing that it will continue perpetually. The Planeterra
Learning Hub provides guidance on managing through a crisis and income diversification
if you are at the stage where this is the most important next step.

The international tourism community has reacted to the pandemic by strengthening their

resolve to rebuild tourism better than it was before; to accelerate the pace of

sustainability efforts, of carbon reductions, of conservation, and of ensuring local

3X" TX«®°  Z MX«XZ ©° z3-a o_ A3 “~ay o T - A3 | -
governments, and businesses will develop new key performance indicators that go

beyond arrival numbers to deepen impact measurement. This was starting preCOVID

C °| TX ° «J° -« C|- €X3X N-«NX3«XT JM-A° ;-
amend their measures of success using indicators such as resident satisfaction, accrual of

benefits to communities, and environmental protection as well as climate resiliency. The
opportunities community tourism presents, both for the local people benefitting from

visits and dollars spent locally, and for the traveller to forge meaningful travel memories,

should be top of mind for anyone planning tourism now and into the future.

Note: An overview of tourism and the opportunities and costs as well as the challenges
associated with the industry have been provided as the gateway to the following
discussion on sustainable, respondile and community tourism. One must have a basic
understanding of the tourism industry in general to establish the context within which

14



development of community tourism fits and if you are brand new to tourism, some
further reading is recommended. A glossay of tourism terms is provided here.
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SECTION 2

SUSTAINABLE TOURISM: BASIS,
DEFINITION, AND PRINCIPLES

Despite the rising efforts to focus on sustainable and responsible tourism development,
governments, local communities, corporations and organizations face the reality of

“Jo T ZE «z J C TX 3J«zX -Z “°J!X|-KTX® " Z N-«Z
introduces the concepts of sustainable, responsible and community tourism and puts

forward principles that may be used to guide the overall tourism planning and

development process.

2.1 The Basis of Sustainable Tourism

Over the past several decades, the interrelatedness of all earth systems and human
systems has become abundantly clear. We have understood that no human action ever
occurs in total isolation from other natural systems, and we have appreciated the reality
that humans are dependent on the limited resources of the earth. We have realized the
fundamental importance of somehow finding ways to live within the capacity of the
earth and its climate systems.

Among the imperatives that promote and enhance the vision of sustainable futures,
including that of a sustainable and responsible future for tourism, are the following:
f UseoftheearthZ 3 X - A3NX ' C °| « ©°9| X K & o7 7 o]
1 Deliberate reduction in climate-changing carbon emissions from tourism activities
including all transportation methods which are vital for tourism
f More inclusionary decision-2 J | «z Z-3 J TX ° «J° -«Z 33X’
stakeholders
A focus on reducing poverty and gender inequalities
Respect for fundamental human rights
Enhancement of quality of life through improved health care, living wages,
shelter, nutrition, and access to education and incomegenerating skills
Preservation of biodiversity and life support systems for all natural habitats.
Preservation of Indigenous knowledge and ways of living,and respect for the
spiritual and cultural traditions of different peoples
1 A recognition that diversity is strength and ensuring tourism is inclusive and
provides opportunities and benefits in an equitable manner

= =4 A
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which all sustainable tourism efforts are aligned. While tourism officially sits under goal

#12, Responsible Consumption and Production, community tourism can result in

achievement of several including No Poverty, Good Health & Wellbeing, Gender

equality, and many others.

2.2 Defining Sustainable and Responsible Community Tourism

FI| KX °| X C-3T z " A"°) «JIJMBXZ aXJ«  z°- MX 2]
compromise, a recognition that something cannot go on forever if what it needs to

survive will not be around forever. Sustainable tourism therefore does not mean

unlimited growth without respect for limits. In fact, planning for sustainable tourism

requires identifying possible constraints to or limits for tourism develop ment. As noted

earlier, while tourism is welcomed almost universally for the benefits and opportunities it

creates, it is important to identify at the outset, the potential costs and negative impacts

tourism is now known to create, and plan for a balance where the impacts on the

community are net positive, and the kind of tourism developed really can be maintained.

Discussion on Responsible Tourism

One could move ahead with the understanding of sustainable tourism, but we introduce

the concept of responsible tourism here first because it is an important part of the

context of community tourism. Just as the word sustainablehas its true definition, so
doesresponsibleand they are quite different. Being responsible means taking care, and

when we strive for tourism to be sustainable, we really do want it to be responsible - to

the health and wellbeing of the destination, the community, the local people and the

«JOA3JHK X«/FE 3 -« X« C|ReSponsifle-tolirism is 8bout cleptdg ° KJ N X
MX©°©° X3 °KINX"  ©°- K AEX « J«T MX°0°X3 °KINX"  ©-
destinations first. Their livelihoods, their landscapes, their learnednes and their living

N A K ° 3/Stiskaiviable tourism needs to be responsible, and travellers need to take

responsibility in the way they travel, by leaving a destination better off, supporting the

local economy, learning from residents and enjoying activities in nature respectfully and

carefully.

2.3 Discussion Community Tourism

Community tourism at its heart, has the aim to maximize benefits for local people. There
are various definitions but at its core, it is based on the principle that when communities
own the tourism planning process for the places in which they live, the outcomes result

2 United Nations. Sustainable Development Goals.Take Action for the Sustainable Development Goals.
Accessd at https://www.un.org/sustainabledevelopment/sustainable -development-goals/

3 Responsible Travel. OUR GUIDE TO RESPONSIBLE TOURISM. Accessed at
https://www.responsibletravel.com/holidays/responsible -tourism/travel -guide
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in greater benefits and fewer negative impacts. When working optimally, it is
responsible tourism, and it is sustainable tourism.

We expand community tourismbeyonT © | X 2 -3 X N-22a. «KE *XZX33XT
MJ~ XT °-A3 ~az o. 3XN-z« EX ©°]J° N-2aA« ©° X’
there are many communities of people that use tourism to improve their quality of life,

or to earn an income to fuel community development work. Planeterra defines

community tourism as: travel experiences owned, led and run by communitiesb non-

profits, cooperatives, social enterprises. At its very best it breaks down barriers to

engage underserved communities in meaningful, lifechanging ways.

a - «z ;5J«X°X33JZ' N-2aa A« ©O©FE ©. A3 " qprofi€ « © X3 ° 3
organizations and social enterprises that are based in urban centres and whose
communities include the differently abled, migrants and refugees, marginalizd women,
at-risk youth, people experiencing homelessness and others. They develop tourism
experiences to benefit their communities and require many of the same steps to create
successful tourism enterprises. Now, how do we make sure community tourism is
planned to work optimally and deliver such benefits? That is the focus of the rest of the
manual!

2.3.1 Types of Community Tourism Activities

Community tourism activities do not differ greatly from general tourism activities and
services like accommodation tours or experiences, meals, handicrafts and
transportation. Communities can choose to develop a full suite of services or one aspect
of tourism to bring in additional income to their households, community groups, or
organizations.

1 Accommodation ofte n takes the form of family homestay programs, but it can
also be community-owned lodges, guesthouses or other accommodation
businesses that are supporting development.

1 Community tours can be focused on natural resources, cultural experiences or a
mix of both and can be in rural or urban centres, by walking or cycling.
Experiences can be culturally based and include food, cooking classes, handicraft
demonstrations, hands-on food and craft-making, or showcasing cultural
traditions including ceremonies or musical and dance performances.

1 Meal experiences within a community or onsite at a non-profit facility or at a
nearby location in order to earn an income for their communities or programs
while sharing their purpose and impact with their visitors. Ingredients for meals
are often purchased from local farmers or small businesses like bakeries,
positively impacting other community micro -economies.

1 Handicrafts are another common form of community tourism and are often
utilized to showcase traditional crafts, provide jobs for community members of all
genders and ages, and enhance cultural preservation efforts transferring
knowledge from one generation to the next. The sale of traditional handicrafts
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can also be linked with any other tourism experience to increase potential income
to the community and jobs through tourism

1 Transportation can be part of a community tourism service, to help visitors reach
their destination, or it can be the experience itself.

Case Example

Sakha Cabds a taxi service that is run by women in India. While seemingly a simple
transportation service, it provides an option to travellers and locals alike to have a
woman driver instead of a man. Futther, it provides training and employment to
resource-poor women in order to break a cycle of poverty. In order to become a
professional chauffeur with Sakha Cabs, the women receive months of training on
topics from English literacy to self-defence, and of course - learning how to drive
through the Azad Foundation. This is one of many examples of how the nonprofit
sector can work to achieve social development goals with and through responsible
tourism experiences.

Learn more about the Women with Wheels program here.

The opportunities to be creative and think about different markets and what they may

be interested in are growing all the time. Often communities think only of the

internationaltous ~ °° Z « XXT W MAP® «N3 XJ" «zKBE °| X K-N
in getting back to their roots, visiting rural communities and learning about forgotten

traditions or relishing home cooked meals like they remember from their childhoods.

The loca or domestic market became not only an opportunity but a necessity for

communities to pursue in the wake ofthe COVID-a i ° J«T X2 NzZ~ K 2 ©°Jo .
international travel arrivals.

2.3.2 The Impacts of Tourism on Communities

Establishing or developing tourism in your community will have benefits and costs. If
these are understood from the outset, strengths and opportunities can be maximized
while weaknesses and threats can be minimized. A list of potential costs and benefits are
presented in the table below. Each community will be different in terms of its tourism
characteristics, and the costs and benefits of tourism will vary in each destination, which
can change over time, depending on tourism and other activities in the destination's local
and regional context.

Economic Benefits Economic Costs
1 Increased employment opportunities, | § Hidden costs of providing tourists
especially for women and other with services such as water and
marginalized groups energy use, waste disposal, and food
1 Increase in local economic activity 1 Jobs created may be lowpaying and
unskilled
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New businesses such as hotels and
other lodging facilities, restaurants
and other food services,
transportation, handicrafts, and
guided tours

Increased foreign exchange income
injected into, and staying in, local
hands

Diversified sources of income for the
local economy, particularly in rural
areas where agricultural employment
may be sporadic or insufficient for
livelihoods

Increased tax revenues from tourists
in region leads to more infrastructure
including better roads,
communications and health senices

l

Inflated property values and rents in
surrounding areas or nearby towns
due to increased profile of area

New challenges related to safety and
security due to influx of foreign
money and visitors

Social Benefits

T
T
T

Enhanced quality of life through
economic and social diversification
The creation and improvement of
recreation and cultural facilities
Public spaces enhanced through
tourism-related investment
Increased local community and
cultural pride

Decreased stigmdincreased
empowerment for women and other
marginalized groups as they gain a
larger presence in the tourism
workforce

Social Costs

1
T
T

= =4

Increase in litter, vandalism, and crime
Overcrowding and traffic congestion
Disruption of the traditional way of

life in the community

Change in the community structure
(including community bonds,
demographics, and institutions)
Disruption of lifestyles

Loss of sense of belonging

Cultural Benefits

T
T

T

T
T

Enhanced local cultural awareness
Increased income to help pay for the
preservation of cultural resources
Sharing of cultural knowledge and
experience

Revival of local traditions and crafts
Increased pride in cultural heritage
and Indigenous wisdom, knowledge
and traditions

Cultural Costs

1
T

il
1

Loss of and damage to historic sies
Long term damage to cultural
traditions

Erosion of cultural values

The authenticity of the social and
cultural environment can be changed
or lost

Physical Environmental Benefits

Physical Environmental Costs
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Tourism encourages conservation of
important ecosystems and natural
resources like forests, clean
waterways and beaches and wildlife
protection.

Parks and nature preserves may be
created or enhanced

Increased awareness and concern for
the environment

Rapid development and over
development can forever change the
physical environment and ecosystem
of an area

Litter, erosion, overtaxed sewage and
waste management systems if not
carefully managed and planned for
Sensitive areasand habitat may be lost
if overused

Excessive waste generation
Water and air pollution
Depletion of water resources
Wear and tear on infrastructure

2.3.3 Community Tourism Challenges

Challenges that have so often plagued community tourism enterprises wishing to have
successful tourism programs are based on their location, lack of uniqueness, the ability to
reach customers (access to market), and lack of financial resources or business
management skills. Elements of success follow, but it is important to note that these
challenges can often be overcome but not always.

Location is one challenge that needs to be seriously considered before real planning
begins. If a location is inacces#ble to the point that it takes many hours or days to reach,
the challenges to reach the market will be substantial. If a very remote location is

coupled with a lack of uniqueness this challenge becomes even greater. This is not to say
that the community c ould never attract any customers. Particularly today, with
connectivity and ability to use online platforms for selling directly to travellers,
communities can reach customers better than ever. That said, there may not be enough
of a draw, to gain enough austomers to make a business viable. This, at the very least,
should be considered and made known to the community at the outset of the planning
process.

Lack of financial resources and business management skills are challenges that are easier
to overcome with the right support and training and, for example, Planeterra has seen
dozens of community organizations overcome this obstacle over time and go on to be
very competent and successful small businesses.

Case Example

The Jukil community lodge in Bolivia was established in 2005 but lacked visitors as the
lodge was not established based on market demand and with no clear customer bases
at the time of opening. Further, community members did not have in-depth knowledge
on the skills necessary to find and notivate potential customers to visit, or how to run
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a successful business. This resulted in the lodge closing for 11 years and falling into
disrepair. In 2016 they were supported by Planeterra to improve the facilities and
identify market partners, as well as invest in skills such as business management,
human resource management, finances, operations and health and safety. Today, the
community members are confident that they know their roles in running the business
successfully and hosted over 4,000 travelers per year (pre-2020).

Learn more about Jukil Lodgehere.

A final main challenge that is a result of human nature, can be conflict within
communities in relation to goals, ideas of what should be shared with outsiders,
participation, commitment, motivation, and greed. This can be planned for and mitigated
with good engagement and leadership but is difficult to be avoided completely.

Important factors in controlling this are: to have a good management model with clear
responsibilities for the leader and all roles within the management team or committee;
transparency with all community or organization members during the planning process
and during the operations phase when income starts to be generated; and defining and
agreeing on a vision and goals for tourism together at the outset.

Case Example

The Thailand Hilltribes Trek in Northern Thailand is a great example of community
engagement. The local members of the Mae Hong Son community tourism association
°©- -1 °J3o « - «Oo |7 - Z °37J « <«lmsedTolisny °
Institute and Planeterra field manager. Training and program development focused on
setting goals, planning, establishing roles and responsibilities in operations,
transparency in broader community communications, providing training for new
members and home stay providers and guiles, conflict resolution, as well as good and
simple financial management. Having good governance and transparency is extremely
important in community tourism management and the model developed here has
proved successful as the community tourism enterprise has grown significantly and
caters to both international groups, independent travellers and the domestic market.

Learn more about Thailand Hilltribe Trek here.

2.4 Guidelines andPrinciples for Sustainable Community Tourism

A focus on the following elements of success, and how to achieve them, is characteristic
of the manual sections. Building strong management skills, collaboration and seeking out
market partnerships, ensuring onvnership and empowerment of community members,
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planning ahead with community goals in mind, and diversifying income sources so as not
to become too reliant on international visitors, all feature throughout the manual.

Key elements for community tourism success have been outlined by Dodds, R. et &t
1. Participatory planning and capacity building-° - =~ °©3 X« z©° | X« N-2a A
management skills
2. Collaboration and partnerships facilitating links to market - to ensure financial
viability
Local managementempowerment of community members
Establishment of environmental/community goals - to ensure outcomes are aligned
C °|] N-2aA« °9EZ" AEIKAX’
5. Assistance from enablers (government, funding institutions and private sector)- to
facilitate access to the formal economy
6. Focus on generating supplemental income for longterm community sustainability

Hw

We provide below a list of guidelines, techniques and principles (summarised in Figure
2.1) that reflect the key elements of successful community tourism and are important for
destinations and organizations who wish to be guided by the ethics of sustainable and
responsible tourism. As you follow the actions outlined in the rest of this workbook,
remember that all of these actions should be preceded and implemented by anethic
based on the principles outlined in this section.

Sustainable Carry
Capacities

77 N\ .
/ Community
| | Monitoring and
‘ Evaluation
/"""\\\\

~
-

Equitable Land ( ) oa‘nzrg,unézy‘ L
Ownership \, &z capacity Building

Responsible
Marketing and
Promotion

Resource Based
Sustainability

Integrated
Community Goal
Setting

Figure 2.1: Key Elements for Successful Community Tourism

4 Rachel Dodds, Alisha Ali & Kelly Galaski (2018) Mobilizing knowledge: determining key elements for
success and jitfalls in developing community -based tourism, Current Issues in Tourism, 21:13, 15471568,
DOI: 10.1080/13683500.2016.1150257
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Community Based Stakeholder Involvement and Partnerships

A community tourism initiative must be developed with the engagement of broad -
based community input with the participants representing local non-profit groups and
institutions, volunteer service groups, municipal governments and their economic
development departments, tourism associations, destination management
organizations/visitor bureaus, town business associations, regional representatives of
provincial tourism, and any other party which might be involved in or impacted by
tourism or could be a support system to the community involved.

Linkages must be established among the local businesses in the tourism industry in
order to ensure that tourism expenditures stay within the destination rather than leak
out to purchase imported goods and services for tourists. Local involvement in tourism
facilitates the development of linkages among the service and goods providers within
the tourism destination .

Equitable Local Ownership

Tourism development must provide quality employment for community residents.
Creating job opportunities has to be an integral part of any tourism development at
the local level. Part of the process of ensuring quality employment is to ensure that as
much as possible, the tourism infrastructure (accommodation, restaurants, tours,
cultural experiences,shops, etc.) is developed and managed by local people.
Experience has demonstrated that the provision of education and training for local
residents and accesgo financing for local businesses and entrepreneurs are central to
this type of policy.

Integrated Community Goals

Harmony is required between the needs of a visitor, the place, and the community.
This is facilitated by broad community support with a prop er balance between
economic, social, cultural, and human objectives, and a recognition of the importance
of cooperation between government, the host communities, and the tourism industry,
and the non-profit organizations involved in community development and
environmental protection.

Cooperation among localresidents and businessess essential given that one business
or operation can be directly affected by the performance or quality of another. Models
of partnerships must be explored in the areas of planning, management, marketing,
and funding for tourism ventures. Local financial institutions can also play a roleby
collaborating with local entrepreneurs to help provide businesses with necessary start
up funds.
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Sustainable Carrying Capacities

There is a needto assess the impactof tourism development plans. The capacity of
sites must be considered, including physical, natural, social, and cultural limits;
development should be compatible with local and environmental limits. Plans ard
operations should be evaluated regularly with adjustments as required.

The scale and type of tourism facilities must reflect the limits of acceptable use that
resources, including community members, can tolerate. Smalkcale, low impact
facilities and services should be encouraged The determination of the volume and
scale of visitation should be part of the community planning and visioning process.

Community Monitoring and Evaluation

Tourism operations need to establish requirements for impact monitoring and ongoing
evaluation. There should be codes of practice establishedand also indicators and
threshold limits for measuring the impacts and success ofcommunity tourism
ventures. Protection and monitoring strategies are essential if communities are to
protect the very resources - environmental, social and cultural,including their own
wellbeing, which form the basis of their tourism product.

Community Capacity Building

Sustainable community tourism development requires the establishment of education
and training programs to improve understanding and enhance business, vocational,
and professional skills. Training should include courses and wrkshops in tourism and
hospitality, as well as general busiress planning and financial management and
marketing. Community tourism businesses are like any business and their managers
need to have good business management skills in order to be successful.

Responsible Marketing and Promotion

Promoting community tourism should focus on activities that draw from and reinforce
natural landscape character, sense of place, community identity and stories of impact
These activities and uses should aim to provie a quality and meaningful tourism
experience for visitors while adhering to the other principles of sustainable and
responsible tourism.

2.5 Capacity and Limits

2.5.1 Capacity and Limits of a Site

Sustainable and responsible community tourism requires that limits to growth or change
be considered and imposed because the capacity of sites or communities must be
respected. The setting of limits is almost always controversial and will run against
dominant industry and political philosophies which are based on the premise of
perpetual growth.
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Communities generally have the right and often the means to define the pace, size, and
types of development, but frequently these issues are not addressed. In other cases,
they are the subject of intense debate, depending on the current and proposed nature of
development. It is essential to address the issue of capacity and limits early, and
especially in the vision and goal statements of a community plan or tourign strategy. As
practitioners, it is the responsibility to outline potential negative impacts to communities
who may be unaware of impacts when first considering developing tourism
infrastructure or experiences.

Case Example

When a community in Guatemala, San Juan La Laguna was deciding how often they
wanted to receive visitors in their family home stays, Planeterra discussed with them
the reality that if they became very popular, they could have people in their homes
every night if no limits were put i n place. The community decided to establish the
maximum number of days per week they would like guests, and each family set their
own limits for the number of days hosting per week.

In the Indigenous Wiwa community of Gotsezhy, in Colombia, the Chief setthe weekly
maximum visitors at 50, so as not to disrupt too greatly the very remote and traditional
culture and ecosystem of the village.

Learn more about Posadas Mayasere and Gotsezhy Wiwa Community Tourism here.

Identifying the capacity of a site or facility is easier than doing so for a community. Many
sites and facilities have fixed capacities set by their size, laws (e.qg., fire regulations),
availability of space, user comfort (avoid crowding) or the nature of activities to take
place. Of course, facilities and sites can be expanded if the need and resources exist, but
expansion should occur within the framework of a plan and a forecast of the additional
volume of use and impacts that more visitors/users will bring.

2.5.2 Capacity and Limits of a Community
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because continued expansion is often assumed. But limits always exist, as in the
availability of water, sanitation, electricity, and even food, and there is usually a high cost
to expanding infrastructure. Furthermore, population growth must be accompanied by
more schools and other services, so the pace, nature, and size of development are
certainly legitimate and important issues for all residents to comment upon.

Communities will want to consider the following capacity issues:

1 Physical: Is there enough space for development without harming resources or
destroying the existing character of the community?
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1 Ecological: Wil growth or specific developments destroy wildlife habitat, threaten
species, water quality and accessibility, food security, or reducebiodiversity?

9 Cultural: Are traditions threatened by development and tourism pressures? Do
residents have resilience against external cultural influences? Do residents have
control over the cultural experiences they are sharing, to ensure protection of
their cultural kn owledge and property?

1 Social: Will rising crime or health problems threaten the local population? Is there
fear of losing control to newcomers and outside investors if the area becomes
very popular due to the tourism that has been developed?

1 Economic:Is there adequate funding for the needs of the community in terms of
the infrastructure and facilities needed? Is there potential for other sources to
help finance the costs of maintaining the new businesses in the community?

Case Example

In the Mae Hong Son communities of Ban Jabo, Ban Pha Mon and Ban Ma Phong in
Northern Thailand, they successfully developed a community tourism enterprise based
on a trek connecting the three villages, where homestay accommaodation is provided to
trekkers. The experience, developed with assistance from Planeterra, was included in
international travel company, G Adventures, tour itineraries and the volume was
healthy but not over -saturated in two of the three communities.

Subsequently two issues occurred: 1) The community realized they did not have
enough water during the dry season because of the use from the tourists and so
additional funding was sought and provided by Planeterra to install water catchment
and storage tanks to ensure access to water for esidents throughout the year. 2) One
of the communities became very popular with the domestic market and had to expand
family participation and build extra accommodation, all while trying to maintain a
balance and cultural experience for the international travellers.

Learn more about Thailand Hilltribe Trek here.
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SECTION 3

GETTING THE COMMUNITY READY

This section provides guidelines for determining community readiness and gathering
support for tourism through information exchange, awareness campaigns, community
tourism visioning and cooperative efforts. It addresses both communities with established
tourism and those communities new to tourism.

3.1 Introduction

This section discusses four major steps for getting the community ready and gauging the
level of support for tourism. While these steps may appear time consuming to initiate,
remember that the success of tourism in your community and for your organization will
depend on the attitudes of community members toward tourism. Their support of, and
involvement in tourism planning, development, and management is key to implementing
sustainable tourism. Enlisting volunteer help from community members as you proceed
through these steps is a good idea- in addition to providing a helping hand, it also helps
to raise awareness of the process within the community. Earlier we introduced our
concept of community tourism to include not only geographic -based communities, but
communities of people, or organizations developing a tourism enterprise to support their
non-°3 -7 ©° °3._.z37Jay A|3-Az|-A° °] ~ ~XN° -« CJ| X
N-2a A« ©° EZealMembessioiekh@r a geographical community, your
community group, or employees, leaders and board members of an organization
embarking on a new tourism initiative.

3.2 Community Support: The Basis for Successful Community
Tourism

Practicing responsible tourism involves ensuring the long-term well-being of the
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visitor. The communities within a destination area are a source of services and facilities

for the visitors, and may also contain built, natural, cultural resources or other

attractions. If these resources are to be shared by the community with incoming visitors,

they must be managed so that both residents and visitors feel that they benefit from the

relationship, without destroying the resources. The commitment and support of the local

residents or members of the organization is essential to achieve this objective and must
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Generating community support is facilitated by:

a. Involving the community through meaningful consultation, engagement and
participation and ensuring members have ownership over the plans and decisions,
early on in the process. Failed plans can often be due to planning that lacks the
relevance, dynamics, and motivation that is better obtained through active
community support and ownership.

b. Encouraging cooperation and linkages between the community members and the
broader tourism efforts of the region. Involving local people in planning facilitates
the inclusion of a range of community interests into the tourism process. At the
broader community destination development level encouraging local volunteering
and cooperative efforts with a broad base of residents in activities such as
interpr etation, and attractions and events management help to establish links with
the locals and linkages among the many fragmented services and facilities that serve
tourists. At the community tourism experience level, involving staff or committee
members of the organization in the full experience ideation, from determining what
is to be shared and not shared, to establishing the roles and responsibilities for
operating a tourism service, to (at times) participating in the building or
improvements of infrastruct ure and facilities.

c. Ongoing community member engagement, consultation and education about
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social and economic benefits may be influenced by the amount of tourism education
or training they have received and therefore including preparation around the
tourism process, the positive and negative benefits, the various players in the
industry and how it works, is extremely important to set them up for success.

People who benefit from to urism perceive greater positive economic impacts and
fewer negative social and environmental impacts from tourism than those who do
not. The more people are included in decisions and outcomes, the more control they
feel they have and the more motivated they continue to be, and the more positive
the experience will be for everyone.

Often at the beginning stages of thinking about launching a new tourism initiative, a

community is fascinated by tourism and sees the potential economic benefits and wants

to dive right in. As facilitators of the preparation, we owe it to the community members

to ensure they are aware of all elements- the good, the bad, the challenging, and the

frustrating. Practitioners often focus on the general social impacts which are important,
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in tourism; the practical realities of operating a tourism business.
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tourism works, what it is like to host guests, host groups, and to collaborate with travel

companies, work with tour guides, receive complaints, ask for feedback, how to interpret

feedback and how to make improvements. Customer Service 101 should be part of he

process of collaborating with communities embarking on tourism initiatives, because it

mentally prepares community members, and ultimately employees, for the inevitable
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understanding the various roles and responsibilities of a tour operator partner and
understanding how to manage difficult situations during the hosting experience.

3.3 How Prepared Is the Community for Tourism?

Community acceptance and readiness are critical if a new tourism initiative is to be
successful and sustainable. Decisiormakers must first take a hard look at the current
situation in the community, and determine whether tourism is necessary and feasible,
and whether the community is supportive of tourism and the changes it may create for
them, their families, and the broader community.

Community destination planners and managers or leaders of organizations embarking on
a tourism enterprise development initiative should be aware that:

1 Resources may not be in place to enable tourism (e.g., a critical mass of
attractions may not be available in the community, capacity to manage tourism
services may not be there, the location may preclude the community from being
desirable from the market perspective)

1 The community may not - automatically - desire tourism activity, ensuring their
support is a necessary requirement for community tourism to be successful
(therefore if it is not supported it may not be the rig ht economic sector to pursue)

1 The necessary local/regional political governance structures or environment may
not be present

9 Careful assessment is required to determine if tourism development is a good
idea for the community, i.e., this should not be an attomatic assumption

3.4 A Process for Preparing the Community

There are a number of possible steps for getting the community ready for tourism. The
following table provides a summary of the information that follows in this section.

Step 1: Assess Comnunity Needs and Readiness for Tourism:

1 Identify current involvement of the community or the organization in tourism and
compare it with other existing economic activities

1 Identify key stakeholders to be involved in decision-making and in tourism
enterprise development and the ultimate experience delivery

1 Identify economic, social and cultural needs for, and expectations from, tourism.

1 Determine community attitudes, concer ns, interests and values

1 Evaluate community need and readiness for tourism

Step 2: Educate Community/Organization Members:

1 Present the potential positive and negative changes in the community due to
tourism. Include the challenges of tourism operations and customer satisfaction.
The more realities that can be provided, the more informed and prepared
community members will be
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Step 3: Establish Leadership for the Tourism Process:

1 Identify key leaders (formal and informal), and key groups (key stakeholders).

1 Form or appoint a community tourism organization or committee (if one does not
yet exist).

1 Establish key responsibilties of each member and create subcommittees if needed
for specific activities, (for example for visioning exercises, product and experience
development, operations planning, etc.).

Step 4: Develop a Community Tourism Vision:

1 Formulate work plan and process for gathering broad-based community input.
Appoint facilitators (hiring from outside is helpful because they are neutral).

1 Initiate process; create an uplifting statement of desired future state; incorporate
what a community holds important (beliefs, values, sense of place, tourism
3 X" - A3NX" W X°NYBY . «NKATX C|J° E-A &8

1 Identify key community themes, issues, and concerns related to tourism, plus
tourism resources where development and use would be supported by the
members.

1 Disseminate results back to overall community or organization stakeholders.

1 Use vision statement actively and update periodically.

Step 5: Implement Mechanisms for Ongoing Support:

1 Continue community awareness and transparent sharing of information through
reports, meetings, etc., ensuring ongoing understanding of progress and results
(important to continue once operations have launched and money begins flowing
in for greater transparency).

Conduct a community attitudes, satisfaction and impact survey (periodic).
Continue empowering community members through participation in tourism
planning, decisionmaking, development, and servce delivery.

= =

STEP 1: ASSESS COMMUNITY NEEDS AND READINESS FOR TOURISM
The objective of this step is twofold:
i To assess the current and potential role of tourism in the community.
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needs, expectations, and current involvement with tourism. A number of ways to
obtain information are listed in the table. A combination of methods is
encouraged in order to ensure that a representative diversity of community
opinions and needs are obtained. We encourage you to uséWorksheet 3.1 to
assist you in information gathering.

Method Pros Cons

Use existing information from | Avoids repetitiveness of Data may not be
a range of sources including | data gathering and saves accurate or timely
any previous planning time
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processes or community
sSurveys

Conduct community survey
(door to door or via social
media) if current information
is not available, includes
guestions on community
attitudes

Pros: Can obtain
representative range of
views

Cons: Requires higher
user sophistication
than personal
interviews

Conduct in-person interviews
either formal or informal with
key local groups, community
representatives and
individuals

Fulfills two purposes both to
obtain survey information
and establish ongoing
engagement

Can be time consuming
and may exclude other
legitimate views

Call community meetings and
invite key community groups
and community leaders.

Faceto-face interaction
provides opportunity to
discuss issues in more detail
than written questionnaires
and may be more time and
cost efficient.

May not always get a
representative cross-
section of the
community especially
marginalized members
may not feel
comfortable with this
format

Organize informal meetings,
for example home-based
meetings/ focus group style
of 10 to 15 people; can be
done virtually or via online
platforms to increase
participation

More convivial atmosphere
which enables getting
opinions of individuals who
may not be comfortable
standing up in a larger public
meeting

Time consuming

Actions Recommended to Assess Community Needs and Readiness for Tourism

1. Identify current involvement of the community or the organization in tourism and
compare it with other existing economic activities. What is the size and nature of
tourism and other economic activities of the organization, or the community locally

and/or in the region?

1 Conduct a preliminary survey of tourism resources and activities in the

community.

1 Examine information on regional context, since some coordination of economic
activity and population flows between the community and the surrounding
region will possibly be required. It is, therefore, important to identify regional
political structures and policies regarding tourism.

o If applicable, or available, Examine government and other documents
related to economic development of the local and regional areas(See
worksheet 3.2) including existing plans, initiatives and vision statements

related to tourism.
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and economic domains. (See worksheet 3.3 Gauging Support of key actors and
groups)

T

Key stakeholders include the formal and informal leaders and power bases in the
community. Formal leaders can be identified by the roles they bear, e.g.,
community president or association leaders, teacher, mayor, etc. Informal
leaders can be more difficult to identify. These are opinion leaders and
influential individuals to whom community members turn for informal advice or
assistance.

In addition, there may be other hidden powerful people who control financial
information or other resources, who also need to be identified and included as a
key stakeholder. It is important to identify both the internal and external power
structures that can influence resident attitudes and development directions (e.g.,
public regional decision makers, large tour operators and transport / access
providers).

We recommend seeking out, if applicable, existing reports from previous
development plans that contain lists of such stakeholders including volunteers
and non-profit organizations, community associations etc. as well as using word
of mouth and observation to help identify key stakeholders.

3. ldentify the economic, social, and cultural needs for, and expectatiors from, tourism.

l

What kind of jobs can tourism provide for the community or organization? What
kinds of facilities and services does the local community require which could be
provided through tourism development (jointly shared with tourists or

developed solely for the residents)? What role can tourism play in community
TXAEXK-°28 X« J«T X« 3 -«8@ X«®JHK °3-0XN®°
expectations from tourism?

Use existing information if current; include questions in survey as required.

Ensure that key stakeholders identified in above are included in the information
gathering process.

4. Determine community values, interests, and attitudes toward tourism through the
survey and/or other methods outlined above (see Worksheet 3.4).

1
T

It is important to include the key stakeholders identified above in this exercise.
Identify tourism -related strengths and concerns of various key community
members, groups, and community leaders, (based on the study of community
attitudes and interests). For example, the community may enjoy showing off a
historic site (strength), but may resent sharing or want to keep private, a favorite
picnic site with visitors (concern). Community interests and attitudes can also be
observed in the community vision statement as well as the community tourism
visioning exercise and statement (Step 3). Aeas of support, resistance and
indifference to tourism among the community stakeholders should be identified.
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1 Managers of tourism projects should provide information at the outset to
residents of positive benefits (e.g., economic opportunities, opportunity for
preserving and fostering cultural resources and sense of place, etc.) and potential
negative impacts of tourism, so that residents are able to make informed
decisions on the values they wish to preserve, the amount and type of change
desiredforthec- 22 A« °EZ”~ XN-«-2 N J«T ~-N -NAK°o A:
studies have shown that tourism education, familiarity with tourism
development proposals, and perceived benefits from tourism can influence
resident attitudes toward tourism.

5. Evaluate community need and readiness for tourism, using the following questions as
aguide:

1 How much is tourism contributing to the community or organization at present?

1 What options and priorities are presented by encouraging tourism?

1 Are the community members ready for tourism development? Where does
community support for tourism lie? In which sectors does support need to be
encouraged? ldentify reasons for positive and negative support, in order to
manage this aspect.

1 Where does the power lie in tourism decision making? Is there an existing vision
or leadership for tourism within the community (who holds this)? Who could be
mobilized to provide leadership? Make a list of key community players whose
ongoing support and participation is valuable.

1 Are there identifi ed tourism assets, either physical or cultural, within the
community or organization? Do they need to be created or developed further?

1 Do community attitudes, (demonstrated by information gathered and analyzed)
show that the community is in support of tou rism?

STEP 2: Educate Community/Organization Members:

Education and preparation around the tourism industry as well as the potential benefits
and impacts from tourism (both positive and negative) are essential in any community
tourism development process.

A full capacity-building process should be planned to include the following topics:

a. The nature of the tourism industry including roles, sectors, and the tourism value
chain

b. Economic, social, cultural, and environmental impacts (positive and negativiof
tourism, of hosting visitors, of sharing cultural traditions, of operating a new
business

c. Tourism as a supplemental form of economic activity (for rural communities
especially; guidance around maintaining traditional lands and other activities like
agriculture is important in order to avoid issues such as food insecurity in times of
low visitation or during crises like natural disasters and pandemics)

d. Marketing principles including the concepts of market demand, and sources of
different types of market segments, for an understanding about how tourism
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responds to trends and different tourist profiles, and the pros and cons of different
types of customers

e. Working in the tourism industry: customer service and satisfaction, challenges in
hosting guests, sharing cultural traditions, hospitality standards

f. Tourism operations from reservations to service delivery to human resource
management to financial management

STEP 3: Establish Leadership for the Tourism Process

If the decision is made to go akead with tourism development, the next step is to
establish leadership for the tourism activity to be engaged in. Establishing leadership to
guide, monitor, and adjust the tangible and intangible costs and benefits of tourism is
critical to ensure the long-term sustainability of the initiative and to manage impacts. An
organizational structure for leadership should therefore be put in place with input and
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existing functional organization (such as a local association or government agency) is
appointed to take on this role, then additional organizational structure needs to be
enacted to allow for input from other community members. Establishing ongoing
leadership will facilitate future planning-related actions such as constant scanning of the
environment, identifying opportunities and managing problems as they emerge, hence
increasing the ability for tourism to be responsible and sustainable.

For non-profit organizations embarking on tourism or community groups who want to
take tourism to the next level, identifying the right ownership and management structure
of a new tourism enterprise is critical at this point, The following roles should be in place:
1 A leader to guide and keep everyone on track
1 A communications role to ensure all stakeholders are informed and invited to join
meetings
1 A secretary role to keep records of all decisions
1 A treasurer role to take responsibility for all financial planning and record-keeping
9 Others as needed for example to help plan and execute the plans

For non-profit organizations, existing roles within the organization can take on new
related duties; however, it is recommended that a new enterprise arm be established or
at the very least a new committee with roles required to plan and manage the tourism
business be put in place. For community organizations, it is very important that once the
development phase is over, and the operations begin, that there are clear management
and employee roles, separate from the original planning committee. It is highly advisable
that these roles are paid (as soon as revenues allow) to ensure time commitments,
motivation, and to prevent fatigue from volunteering.
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Case Example

When it came time to start training for Parwa Community Restaurant, a full

recruitment and skills-analysis process was undertaken. Rather than have open
invitation to all community members on training for kitchen and serving roles, the
Planeterra Field Manager and contracted Chef Consultang developed a process to
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of potential, to help them identify the specific roles they for which they were most
interested in training. This helped with retention in the training programs for the
various roles and ensured the right people were in the right roles.

Learn more about Parwa Community Restauranthere.

Examples of Community Tourism Organization Structures

There are a number of possible community tourism organizational structures. Some pros
and cons of potential organization structures for community tourism are presented in

the following table.

Organization Role Pros and Cons

Local destination Tourism marketing and Pros: May be funded by

marketing organization promotion; visitor public and/or private
information services. sources, hence may have

funding sources.

Cons: can have a narrow
functio nal area.

Chamber of Commerce Business development, Pros: Familiarity with broad
networking, and support. business community needs
and functions.

Cons: May have pro-
development philosophy.

Local Government / Economic development, Pros: Legitimate
Economic Development resource allocations, public | representative of
Office services community, has potential

funding source
Cons: may not be
representative of
community member

interests
Community group (e.g., Advocacy, lobby group, Pros: Representative of
resident or environmental | networking community member
organization, NGO) interests.

Cons: Generally, volunteer
based hence may lack
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funding or suffer volunteer
burnout

Community Tourism
Organization (may need to
be created (see next
section)

Strategic tourism planning

and management; ongoing
monitoring of impacts and

planning outcomes

Pros: Broad-based
community interests
represented with active
guidance of tourism.
Cons: May be time-
consuming to set up and
may be costly to maintain,
depending on activity

Community tourism
enterprise, association or
cooperative

Formed by a community or
organization that wants to
establish new business
opportunities

Pros: Legally formed
business, nonprofit
association or cooperative,
with specific objective and
defined roles &
responsibilities for
effective management of
tourism service and
utilization of profits

Cons: May not represent
enough stakeholders;
incorporating broader
input can help with this

Actions Recommended to Establish Leadership for Tourism Development
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2. Form or appoint a community tourism organization (CTO) e.g., Community
Tourism Advisory Committee, and invite key stakeholders to participate.
Sustainable tourism development will require collaborative participation of key
individuals, organizations, and goups. A broad diversity of community interests,

values, and expertise should be represented in the CTO. Special actions may need

to be taken to ensure that marginalized sectors such as lowincome groups or
minority segments in the population are able to be represented (e.g., covering
participant costs related to attending meetings, such as travel, childminding

services for parents). The CTO must be perceived to be a legitimate and capable
representative of the whole community.

3. Establish planning scopeterms of reference, and key responsibilities of the CTO.
1 The CTO is a leadership organization. It guides what should be done, how to
do it, and ensures sustainable development of the tourism industry through
ongoing monitoring, adjustment, and community involvement. Detailed
operation of activities and attractions, or site level planning, is not a function

of this organization.
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1 The planning scope should be established mandate, purpose of the planning
exercise, public involvement, etc.

1 Establish terms o reference for the CTO and ground rules for decision-
making and participation. Consider aspects such as size, structure,
remuneration, decision-making authority, budget and funding, organization
life span (temporary, ongoing, etc.). Identify key responsihlities and tasks.
Initiate sub-committees or working groups for key areas.

Some major areas of responsibility can be:

Involvement in community tourism strategy planning.

Guiding and evaluating physical development, programs and activities.

Ongoing monitoring of tourism development and impacts [watchdog role].
Guiding impact mitigation and adjustment to tourism strategy.

Ensuring that sustainable tourism is being implemented.

Establishing subcommittees for managing various aspects of the overall tourism
strategy, mobilizing volunteers and non-government organizational resources to
assist in tourism management.

Assisting with ongoing community education and awareness of tourism activities.
Investigate tourism operation laws and legalization of entity for business
management. For a community wishing to operate a tourism business, or a non
profit entity that exists that wishes to begin operating tourism experiences, it is
important to investigate the laws around tourism operations at the national,
regional and local levels. Specific types of legal entity options may be available,
both for -profit and non -profit, and the pros and cons of each should be weighed
in order to determine the course of action.

E R I L
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STEP 4: Develop A Community TourismVision
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vision for tourism is critical when one considers the complexity, dynamism, and
interconnectedness of the tourism system. Typically, numerous participants provide
tourism services and facilities, and diverse community views and attitudes may exist
toward tourism development. Environmental and resource conservation pressures, as
well as increasing global and regional competition for tourism dollars increase the
challenge of developing tourism which satisfies the visitors and the community
members.

Some of the questions to be answered as part of this process include: What ¢ the
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kind of impact do they want to have? How does the community plan to spend the

income?
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The Benefits of a Community Tourism Vision

1 Holistic, integrated decision-making is a fundamental requirement of sustainable
development. A vision statement created by involving a broad segment of the
N-2aA« °©FE N-AKBT °3-/&F TX J 3X°3X X«°JO° /[EX °
values, and aspirations pertaining to tourism in the localarea.

1 A community tourism vision statement provides a tangible framework for
development decision-making and tourism strategy planning. It can be used to
demonstrate to developers, decision makers, visitors, and residents that the
community has specificideals and values, as well as aspirations and goals for its
future direction.

1 Recognition of interdependence and having a stake in the issue are essential for
collaboration and cooperation. Through the process, participants can come to
have an improved gopreciation of their interdependence and better recognition of
the need to work cooperatively in order to ensure that personal and collective
goals with respect to the community and the environment they live in, are
achievable.

1 The process of developing avision statement is also important in that it facilitates
the understanding of common values, goals, and interests among the participants.
Greater understanding of the issues and problems related to tourism
development may also be obtained. A collaborative visioning process can
therefore help generate greater cooperation in the community through a better -
informed participant base.

1 Even ifitis not a binding document, a community-formed vision statement can be
used to demonstrate to elected public representatives the desires and aspirations
of the community, particularly when the community needs to ask for help for
example with funding, with equipment or infrastructure improvements.

1 Effective facilitation of the process is important to ensure that the dis cussions
bring out the relevant elements of the community vision in a reasonable time
frame. Without the aid of knowledgeable and experienced facilitators, the diverse
views and intangible belief systems of a wide number of participants can make a
community visioning process lengthy and time consuming.

Possible Elements of a Community Tourism Vision Statement:

1 Uplifting statement of future desired state (aspirations, goals).

1 Image of what the community is (character, history, etc.).

1 Community beliefs, values, and attitudes that would affect the future direction of

tourism

1 What is important regarding community quality of life, sense of place, and
authenticity; what is cherished and desired to protect or enhance; environmental,
economic, political and socio-cultural values.
What is sacred, and not to be shared
Statement of type of development and kind of growth desired - what are the
ways that income will be invested into community development needs?
1 What positive impacts the community wants to see

= =
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1 What negative impacts it wants to avoid
1 What changes are wanted and what changes are not wanted

Case Example

Planning for Tourism and the Management of the Parwa Restaurant in Huchuy

Qosco, Peru

When Planeterra began working with the Huchuy Qosco community in Lamay, in
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development plan that was facilitated by the Planeterra field team but generated by

the community members; representatives of the sixty-five families that live in Huchuy
Qosco and make up the Huchuy Qosco Association, the body that oversees tourism in
the village. They are the owners of the Parwa Community Restaurant that was
established primarily to serve lunch to the many thousands of people passing through
the area enroute to the famous Machu Picchu historic site. The Planeterra team
collaborated with the community to establish all of their goals and practical ways the
income generated would be spent to invest in the business and ongoing maintenance
and improvements, benefits to employees, and social and infrastructure programs in
the village for improving quality of life. The plan guided projects for the first years of
operation, and income was spent on an internet and computer library, a sanitation
system for the village, water tanks for each home, a scholarship program for children, a
social security program for elderly, amang other programs. Additionally, during this
process, a cultural guide was developed: what items they wanted to share, what stories
they wanted to tell, and what elements they wanted to hold sacred, or private, only for
community members, so that they would have a reference tool for helping to develop
the visitor experience to their village restaurant and organic gardens.

Learn more about Parwa Community Restauranthere.

STEP 5: Implement Mechanisms for Ongoing Support

Ongoing community involvement and support of tourism is critical and should not end
after the community visioning exercise. Raising awareness and educating community
members about tourism and visitors to the area, abou tourism-related developments
and their impacts (both positive and negative), is tremendously valuable in creating a
knowledgeable community, whose attitudes, interests, and support of tourism develop
on an informed basis. Since attitudes are affected byunderstanding of tourism
development and its impacts, keeping the community regularly updated in these areas
and obtaining their opinions is necessary.

Community Participation/Engagement

Various community members can be involved in tourism to varying degrees, ranging
from information gathering to direct decision making, ownership, and employment in
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planning, project development, and service delivery. In the context of sustainable
tourism development, a clear distinction has to be made between consultaion and
participation. While community consultation is highly recommended, this is not
synonymous with participation. Sustainable tourism development requires participation
which allows people the right to be able to order and influence their world. In ord er to
accomplish this notion of empowerment, opportunities have to be created to enable
community members to participate as fully as possible in directing the development of
their community.

Local people can get involved directly in the tourism planning process (via committees,
workshops, and other channels in the CTO), and indirectly through public meetings,
surveys, etc. Direct participation in tourism-related projects is also highly recommended,
since this creates a sense of ownership in the outcome of the process (i.e., a
stakeholder). Participation also enables the benefits of tourism to be distributed more
widely among the community members, both directly and indirectly. More direct local
involvement in decision making for example, may enable residents to request for a
specific portion of tax benefits from tourism to be allocated toward community
development and the protection of the tourism resource base.

Community awareness and transparent information exchange or sharing programs
An ongoing program with community members to obtain feedback and provide
information regarding tourism in the community can be used to accomplish the
following:
91 Provide information on ongoing costs and benefits of tourism.
1 Alert members to potential problems and solicit suggestions to manage these
problems.
1 Foster pride and interest in community assets being used for tourism.
1 Solicit comments and ideas on ongoing development projects and proposals.
1 Generate enthusiasm and support for tourism activities by ensuring that
community organization members stay informed and updated, feeling more in
control, motivated and empowered.

Actions to establish communication policies:

1 Create tourism awareness programs and documentation (to communicate
information on visitors, developments, impacts, benefits, etc. to community
members).

1 Establish codes of conduct for visitors and communicat the tourism vision
(informing visitors as to what residents expect and value can help to minimize
community dissatisfaction with visitor tourist behavior and may aid in maintaining
local values and culture).
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Case Example

- K J « X °opArinér, Jukil Lodge, developed and owned by the Santiago de Agencha
community in Uyuni, Bolivia, encountered some challenges in their first year of
operation due to a lack of transparency with all community stakeholders. The
managers were not sharing, o a timely basis, the revenues and expenses of the lodge
(not out of wish to hide information, just simply due to the learning curve of managing

a lodge for the first time). This led to some doubt, mistrust and internal conflict in the
community. Planeterra facilitators helped them develop their financial reporting
process, as well as their communications process, to create a more transparent system
and to lead to a more informed community association.

Learn more about Jukil Lodgehere.

Case Example

Planeterra partner, Coope San Juan in the village of San Juan, Costa Rica were unsure
of how best to prevent inappropriate behaviour from visiting tourists in their

community. The community of rural families provides home stay accommodation and
had noticed some culturally inappropriate clothing being worn by travellers in the
community after visiting the local river for swimming. In a village where bathing suits
are not commonly owned and instead regular clothing is worn for bathing in the river,
the locals were shocked at the vistors walking around in their bathing suits (or lack of
NK-°| X" ® C| X« °| XE z-° MJN! ©°- o] X zJa
area. The Planeterra team helped Coope San Juan put together a full code of conduct,
including guidance for the community and host families to post and share at the
beginning of the visit so that both visitors and hosts could be comfortable and
respected. SeePart 2 for discussion on codes of conduct with links to examples in
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Learn more about Coope San Juarhere.

Communication channels

Larger destinations may want to use communication channels such as social media (and
radio or television stations if applicable), community newsletters, public meetings and
open government meetings to update, exchange information, and communicate with the
community. Face-to-face communication is effective in allowing active interaction
between the speakers and listeners but can be time and cost intensive. Mass
communication through social media is an efficient means of reaching a larger number of
people in a given time and cost frame. In addition, direct experiences by the residents in
the local tourism industry can be part of a public awareness program.
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Community attitudes, satisfaction and impact surveys

Attitudes and impacts change over time; hence these should be reevaluated periodically
to identify issues and ensure ongoing community support. Written in-person or online
guestionnaires, informal and formal consultation with identified leaders and key
community groups and members, as well as éedback through public meetings are some
means for obtaining this information. Be prepared to address dissatisfactions or negative
attitudes through informal or formal channels (e.g., public meetings, community
newsletter, social media)

Conflict Management

The complexity of the tourism system is characterized by multiple stakeholders,
fragmented control over tourism - related resources, and a high degree of
interdependence among the various components in the system as discussed in Section 1
of this workbo ok. Added to this is the high level of uncertainty and complexity

commonly associated with assessing the cumulative effects of human use and impact on
natural environmental resources. The interdependence of tourism and the environment
means that both economic values and environmental values need to be considered in
development decisions, alongside the values of the host communities, residents, visitors,
and political interests. All in all, tourism issues are complex, and tourism impacts can
have serious andfar-reaching consequences on the destination.

Tourism destinations, based on the above context, have to ensure that their decision
making and planning processes are designed to help them reduce or manage these
uncertainties and complexities. A key aspet is to be able to manage the diversity of
stakeholder values, opinions, and attitudes on tourism development, from a conflict
management and conflict resolution perspective.

Managing the objections and opinions of stakeholders is critical for tourism organizations
involved in development. Controversy can be harmful to the tourism planning process,
resulting in delays and community resistance to proposals (due to perceived threats of
negative impacts) can make it very difficult for developers to establish a mutually
beneficial working relationship in the destination. While a detailed treatment of this vital
issue of conflict management is not possible in this workbook, the following points
provide some useful direction:

1 Anticipate and prevent conflicts where possible.

1 Establish mechanisms which enable effective communication, consultation, and
participation of stakeholders in development decision making.

1 Investigate community values and attitudes and involve the community (through
consultation and more direct participation) prior to making commitments on
issues that can have a significant impact on the community and environment.

1 Identify and involve key stakeholders in the conflict management and conflict
resolution processes.

9 Itis better to be as inclusive as possible. Recognize, however, that this will require
managing a diversity of opinions, interests, attitudes, and values from
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stakeholders with varying knowledge and communication skills. The participation
mechanisms you develop have to be ableto deal with these challenges. Different
mechanisms may be required for different situations and should ensure that the
information is comprehensible to the recipient.

Review

Getting the community ready for tourism starts with an assessment of its needs and
readiness for tourism. Evaluating the role of tourism in the community, and the existing
level of support for tourism is an essential part of the planning process. Evaluating the
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is a key action. A community tourism vision statement should be developed, preferably

with the help of broad -based input. This statement is a longterm projection of the
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upholds. A review of the tourism vision statement should be done as part of an ongoing
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Generating ongoing community support, awareness and involvement intourism is critical

to the success of tourism at the local level.
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SECTION 4

ASSESSING THE COMMUNITY'S
TOURISM POTENTIAL

Assessing the community's tourism potential requires an understanding of the
community's resources, its tourisminfrastructure as well the quality of the community's
physical environment and the capacity of community members to operate various
aspects of a tourism enterprise including delivery of tourism services. This section
provides a range of techniques for conducting this assessment and is divided into three
major parts.

4.1 The Community Situation Analysis

An important first step to getting your community ready for tourism is to conduct an
inventory and assessment of the resources in the community and surrourding region.
We call this process a Community Situation Analysis. The importance of this analysis is
to understand your community and to determine the opportunities for tourism
development, whether development of a new destination, business, or experience.

This Community Situation Analysis process provides you with an illustrative set of
community resources which is not intended to be exhaustive but gives you a detailed
framework to help guide the inventory process in your own community. Based on this
inventory of resources, you must determine what is appropriate for tourism in your
community and what your community priorities are. The worksheets which follow in the
appendix will allow you to keep a database of your community resource assessment
which can be amended as your community develops and grows.

The Community Situation Analysis components include:
1. Community resources - natural, cultural, knowledge, traditions, agriculture, crafts,
music, etc. (this can include existing experiences)
2. Tourism infrastructure - services like accommodation, community centres,
kitchen, craft workshops
3. Community Design - how the visitor will experience the physical environment
4. Skills and Capacity of community members

As illustrated in Figure 4.1. The community resourcesinventory and assessment involve

determining what your community has to offer visitors. The infrastructure inventory and
evaluation involve determining how tourists will be accommodated. The community
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design section discusses how visitors will be welcomedinto the community and what
kind of physical environment they will experience. The skills and capacity inventory
takes into account the skills already existing and can help to identify areas of training
needed in order to develop a new experience or tourism enterprise.

COMMUNITY =
RESOURCES COMMUNITY
INVENTORY DESIGN
Community
Situation
Analysis
TOURISM SKILLS AND
INFRASTRUCTURE CAPACITIES

Figure 4.1: Community Situation Analysis

4.1.1 Community Resource Inventory

The Community Resource Inventory provides guidelines by which to look at your
community and region. This will provide the foundation for your assessment. List all of
the resources you can think of to fit into the resource categories. Regional resources
include nearby attractions, iconic destinations, historic sites, natural sites, other places of
interest, special events and other communities. You will determine the size of the region
you wish to include in your inventory and assessment based on factors sut as proximity
and season. Community resources include your natural heritage, cultural heritage,
traditional knowledge, customs and traditions, agricultural practices, crafts, music, food,
accommodation and other activities (this can include existing expeiences such as
cultural tours, meal experiences, home stays, handicraft experiences, walking tours, and
more)

Conducting this task in a comprehensive manner can benefit everyone in the community.
There are a number of objectives for this process:
1 To determine what you have
1 To determine the location of all your tourism resources both within the
community and in relation to other tourism sites or routes (use a map!)
To assess the tourism qualities of resources and experiences
To determine what stage of readiness for tourism the experiences and
resources are in
To develop some initial priorities and goals
To outline an action plan

= =4 =4 -8 -9
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In this section we look at a number of dimensions or qualities of your community. The
worksheets are designed to allow your community to assess a range of factors. They are
intended as suggestions, and you will want to adapt them for your own purposes. (See
Figure 4.2).

Tourism related ptakehalder Residents’

Sl involvement in : e 5
strategies in perceptions of Visitor surveys Tourism numbers

% experience :
community plans tourism
development

Wayfinding and
visitor information

Vacant stores and

buildings Retail activity Non-retail activity Parking

Quality of visitor Marketing and Impact of the Tourism related
services branding tourism economy partnerships

Urban design

Political
commitment to Intangible elements
tourism

Transportation
networks

Governance
structures

Figure 4.2: Community Resource Inventory Elements

We present you with some examples of some of these components of the community
inventory and assessment as a way of illustrating how finegrained an assessment can
be. If you are doing this for an organization that is looking to develop its tourism
offerings, you can focus your inventory on the skills and cultural or informational assets
you have to share with visitors. Some data may be readily available for assembly; others
may have to be collected. You may want to assignthe information gathering process to
different groups in the community or within your organization. Seek out community
leaders who are familiar with historical and cultural information.

We strongly encourage you to locate all of your resources and attractions on a map.
You can use this not only to identify where all of your tourism assets are, but also to
assess your location in relation to the popular tourism routes and destinations nearby, to
help you determine the quality of your location and feasibility for half -day visits.
Broader community planning may wish to partner with a university or local government
to do a mapping process using Geographic Information Systems. For a smallescale
initiative, drawing it out as a group activity can help you plan your visitor experience as
you will start to think of your location in terms of logistics, how your visitors will move
through your space, how much time they will spend at each spot, and with this you will
develop your itinerary options.
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