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Master Arts Management
AA 14/15

TOURISM STAKEHOLDER MANAGEMENT
Convenor: Roberto Formato

Master Arts Management AA14/15

Agenda, 5" November 2015

9:00-10:20 From Government to Governance.
Stakeholder mapping
10:30 - 12:00 |Stakeholder analysis
Stakeholder strategic management
13:00 - 14:20 |Stakeholder communication
Corporate Social Responsibility (CSR)
14:40 - 16:00 |Case study — Tavev Revival Project
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Tourism Stakeholder Management

FROM GOVERNMENT TO
GOVERNANCE

/% [ED

Government vs. Governance

GOVERNMENT GOVERNANCE

Formal body invested with | | All processes of governing,
the authority to make whether undertaken by a
decisions in a given government, market or
political system network
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Tourism as a multi-level, multi actor system

MULTI-LEVELS

¢ Trans-territorial organizations
(e.g. Oresund, among Denmark
and Sweden)

e Supranational organizations (EU,
UNWTO, IATA, WTTC)

¢ National state

¢ Sub-national state

e Regional governments
¢ Local councils

MULTI-ACTORS

Accommodatiom

Attractions

Travel agents & tour operators
Transport operators
Resturants

Taxis

Ancillary services

Destination Marketing Organizations (DMOs)

e Public-Private Organizations

¢ Bring together public agencies, tourism producers,

destination communities

e With respect to destination marketing and/or

development
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Examples of DMOs
.~ LEADER
X0 2014-2020 DOLOMITI
roupe Lt E 21 Haute Provence Luberon SUPE RSKI

THE

PA
VA L E Y ”B’arcelonaTurisme

Convention Bureau

Legendary.®
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Tourism Stakeholder Management

THE STAKEHOLDERS
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Stakeholder Theory

“The theory of Who or What really counts”

[Freeman, 1994]

* Who or what are stakeholders of the
organization? - question of stakeholder
identification Is there

* And to whom (or what) do managers pay a gap?
attention?

/% [ED

Apple

Critique:
— There are have been repeated reportings on

inhuman working conditions at Chinese supplier to
Apple

— Although Apple is one of the most valuable firms in

Core Facts (in 2011): the world

Founded April 1, 1976 The P

Headquarters California, U.S. e Fress:

Retail Stores 357 — Apple’s Chinese workers treated “inhumanely, like

Revenue US$ 108.249 bn machines” (Guardian)

Operating income ~ US$ 33.790 bn — Rash of suicides in China where Apple products are

Profit USS$ 25.922 bn produced (ABC)

Employees 60,400 — Apple’s iPad and the human cost for workers in
China (NYT)
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Broad and narrow definitions of
stakeholders

¢ Stanford memo 1963: “those groups without whose support the
organization would cease to exist”

¢ Rhenman (1964): “are depending on the firm in order to achieve their

personal goals and on whom the firm is depending for its existence”
e Evan & Freeman (1988): “have a stake in or a claim on the firm”

e Savage et al. (1991): “have an interest in the actions of an
organization and...the ability to influence it”

¢ Nasi (1995): “interact with the firm and thus make its operation
possible”

/% [ED

Narrow definition of stakeholders

e Attempt to define relevant groups in terms of
their direct relevance to the firm’s core
economic interest

e For example, several scholars define
stakeholders in terms of their necessity for
the firms survival
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Broad definitions of stakeholders

¢ Based on the empirical reality that organizations can be vitally
affected by, or they can vitally affect, almost everyone

e |tis complex for managers to apply

e Managers should possess the ability to recognize and respond
effectively to a disparate, yet systematically comprehensive, set of
stakeholder “entities”

¢ Suche entities may or may not have legitimate claims, but are able
to affect or are affected by the firm nonetheless, and thus affect
the interests of those who do have legitimate claims
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Tourism Stakeholder Management

STAKEHOLDER MAPPING
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Sorting criteria

¢ Arelationship exists

e Power dependence

—  Stakeholder dominant (the organization is dependent on the
stakeholder)

—  Firm dominant (the stakeholder is dependent on the organization)

—  Mutual power dependence relationship

¢ Basis for legitimacy of relationship (i.e. contractual
relationship)

e Stakeholder interest (legitimacy not implied)

Defining stakeholder attributes

e Power
e Legitimacy

e Urgency
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POWER LEGITIMACY

4, Dominant

1. Dormant 2. Discretionary

7. Definitive

6.D dant
5. Dangerous epencan

URGENCY
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3. Demanding

“United breaks guitar”

e Canadian musician Dave Carroll

e |ts guitar broke during a United Airlines
flight in 2008

e |t could not get any refund

e He wrote a song about his story and posted
on You Tube

e The video reached 10 mn visualizations in

United Breaks Guitars
two years and first rank on I-Tunes . vt sotioet

e United Airlines stocks fell by 70% after few
months

e He wrote two more songs with his band
about this event

http://www.youtube.com/watch?v=5YGc4z0qgozo
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Tourism Stakeholder Management

STRATEGIC STAKEHOLDER
MANAGEMENT
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Step model for
communication strategy

1. Situation analysis
Defining objectives

Defining target groups

> W N

Media selection

v

Budget
6. Implementation

7. Evaluation

18/12/2015
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1. Situation analysis

e Where does the organization/institution stand?
e External perception
e Internal perception

e Perception of different stakeholders

e Where are our competitors? Do we have
roadblocks?

e What is our Unique Selling Proposition (USP)?

Tools for situation analysis

e Opinion polls, image study, desktop research
¢ Media monitoring

¢ Analysis of complaints

e Employee-management relations

e Community relations

e Competitor analysis/SWOT analysis

11



SWOT analysis

Opportunities

/% 1ED

Unique selling proposition (USP)

e A Unique Selling Proposition distinguishes a
business apart from all others

e Instead of competing you “eliminate” competitors
with a well conceived USP

[Kim and Mauborgne (2005), Blue Ocean Strategy]

STRATEGY:
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Example: Domino’s Pizza

e “We deliver fresh hot pizza to
your door in thirty minutes
or less, or the pizza’s FREE!”

e The message: what we do +
what we offer + our
guarantee

YOU GOT 30 MINUTES™

/% [ED

2. Strategy and objectives

Strategic intent
Is a well-though trhough statement of where one wants to be at a given time

Vision

The vision statement is the summary of where an organization wants to be in an ideal
world. It should contain the purpose, strategy, values and necessary behaviour to
follow

Mission
The mission statement tackes the question why we are in business and how things
are done

Differentiation

It is one of the key principles of corporate strategy. The objective is to maintain a
competitive differentiation so as to attract more donors and supporters than other
organizations in the same policy field. Based on the analysis of the market and
competition, we are now well positioned to define a USP
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Strategy Input by Michael Porter

http://www.youtube.com/watch?v=ibrxIPOH84M&feat
ure=related

http://www.youtube.com/watch?v=mYF2 FBCvXw&fea
ture=related
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Objectives

e What?

e Develop clearly defined and measurable objectives
e What do we want to achieve?

¢ Do we have the capacities?

e What time frame are we talking about?

/% [ED

14



18/12/2015

SMART!!!

e Specific: related to specific outcomes (direction of
intended outcome: to increase, develop, decrease,
minimize....)

¢ Measurable: quantified
e Actionable: realistic
e Relevant: in line with the organization’s trust

e Timely: related to time frame

Tool for positioning

HIGH relevance
for target groups

Relevant for the strategic
positioning, if the organization
improves its characteristics

Characteristics with high
relevance for strategic
positioning

WEAKNESSES

STRENGHTS

Negative
characteristics

Negative
characteristics

Relevant for strategic
positioning if relevance is
increased through
communication

Characteristics without
relevance for strategic
positioning

LOW relevance
for target groups

/% [ED
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3. Defining Target Groups

Stakeholder

Any group or individual who can affect or is
affected by the achievement of the firm’s
objectives [Freeman, 1984]
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Stakeholders

Private sector Public sector stakeholder Civil society stakeholder
stakeholder
e Corporations and e Ministers and advisors ¢ Media

businesses (executive) « Churches/religions
* Business associations e Civil servants and e Schools and universities
o Professional bodies deparments (bureaucracy) |, Social movements and

« Individual business leaders | ¢ Elected representatives advocacy groups
(legislature) e Trade unions
¢ National NGOs

¢ International NGOs

¢ Financial institutions
e Courts (judiciary)

e Political parties

¢ Local government/councils
e Military

e International bodies
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Tourism Stakeholder Management

STAKEHOLDER COMMUNICATION

4. Media selections

MANY RECIPIENTS

PERSONAL
INFORMATION

/% [ED

MASS MASS
INFORMATION COMMUNICATION

v Interactive TV

Radio Teletext Internet

Printed media Newsgroup

" Videotext

Cinema Intranet
Outdoor advertising Chatroom
Brochures Forum
IMPERSONAL PERSONAL
COMMUNICATION COMMUNICATION
Database Conference
Merchandising communication
. Conference call
Mass-mailing R Seminar
-Rom
Call-center Group work
Personal letter Fax E-mail Personal meeting

FEW RECIPIENTS

PERSONAL
COMMUNICATION

18/12/2015
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Low Budget NGO-Campaigns

https://www.youtube.com/watch?v=s8kw\VU5pujg

https://www.youtube.com/watch?v=Ug50dN3QpJI&fe
ature=player embedded

https://www.youtube.com/watch?v=he psMwSjcw

/% [ED

Newsworthiness

e Timeliness

e Proximity

e Prominence

e Conflict

e Number of people involved
e Shock value

e Possible future impact

18/12/2015
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Tourism Stakeholder Management

CORPORATE SOCIAL
RESPONSIBILITY

/% 1ED

EU definitions
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Development of CSR and sustainability
debate

Union of social and
environmental goals

UN
Global

Stakeholder oriented
issues management

Corporate
Bruntland Sustainability
Report
Study “limits of growth”
. World Conservation ~ Rio Johannesburg
Environmental debate Strategy Conference  World Summit
1970 1980 1990 2000 2010

/% 1ED

Contribute of organizations to sustainable
development

Society as a whole
(Macro level)

*

Contribution of Company/Industry

Company/Industry
Corporate Corporate (Micro-economic
Citizenship Sustainability level)

/% 1ED
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Carroll’s concept (1979)

Desired
Expected
Required

Required
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View point of neoliberal economic
theory

e CSR “..shows a fundamental misconception of the
character and nature of a free economy. In such an
economy, there is one and only one social
responsibility of business — to use its resources and
engage in activities designed to increase the profits
so long as it stays within the rules of the game,
which is to say, engages on open and free

competition without deception or fraud...” [Friedman,
1970]

¢ The business is business!
Milton Friedman (1912 — 2006)
¢ Social problems have to be solved by the state

/% 1ED
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CEO opinions on CSR & sustainability
(UNCG, 2010)

“Consumers are asking
who is behind the brand,
so we have to make it

“Sustainability is essential to
building our brand and our trust
with consumers”

visible (Didier Lombard, France Telecom)

(Paul Bulcke, Nestlé)

looking at companies and rewarding those

“The financial community is increasingly

“We have lost trust and we
need to regain it with a culture
of responsible behavior”
(Kaspar Villiger, UBS)

that think smartly about their use of
resources”
(Paul Polman, Unilever)

Source: United Nations Global Compact CEO Survey 2010 (n= 766 CEOs worldwide)
http://www.unglobalcompact.org/docs/news_events/8.1/UNGC_Accenture_CEO_Study_2010.pdf
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Drivers of CSR & sustainability

Question: Which factors have driven you, as a CEQ, to take action on
sustainability issues? (3 top issues)
Answers:

- Brand, trust and reputation (72%)

- Potential for revenue growth (44%)

- Personal motivation (42%)

- Consumer/Customer demand (39%)

- Employee engagement & recruitment (31%)

- Impact of gaps on business (29%)

—  Government/regulatory (24%)

- Pressure from investors/shareholders (12%)

Source: United Nations Global Compact CEO Survey 2010 (n= 766 CEOs worldwide)
http://www.unglobalcompact.org/docs/news_events/8.1/UNGC_Accenture_CEO_Study_2010.pdf

18/12/2015
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The link between competitive advantage
and CSR

“The prevailing approaches to CSR are so
disconnected from business as to obscure many of the
greatest opportunities for companies to benefit
society”

[Kramer & Porter, 2006]
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Significance of CSR & sustainability

93% od CEOs believe that

— Sustainability issues will be critical to the future

* 96% of CEOs believe that
— Sustainability issues should be fully integrated into the strategy and
operations of the company (up from 72% in 2007)

e 88% of CEOs believe that

—  They should be integrating sustainability through their supply chain.
Only 24% believe that this has been achieved within their company

Source: United Nations Global Compact CEO Survey 2010 (n= 766 CEOs worldwide)
http://www.unglobalcompact.org/docs/news_events/8.1/UNGC_Accenture_CEO_Study_2010.pdf

/% [ED

18/12/2015

23



Relationship between CSR and economic
performance

e Empirical findings:
— Many studies report no or positive relationship

—  Only few find a negative relationship

e Meta analysis of 52 studies (Orlitzky, Schmidt & Rynes, 2003)
found that there is a positive relationship between
social/ecological responsibility and financial performance

Source: United Nations Global Compact CEO Survey 2010 (n= 766 CEOs worldwide)
http://www.unglobalcompact.org/docs/news_events/8.1/UNGC_Accenture_CEO_Study_2010.pdf
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CSR in stakeholder discourse

Civil society / NGOs
Development of standards (human rights,
labour laws, environmental protection

Consymers Corporations
Sustainable CSR with economic
consumption/boyco perspective
tts CSR communication & mktg

CSR Discourse

Investors X
Media

Corporate Al
Governance Positive and

Transparence negative coverage

Minimizations of risks {?

Governmen / Politics
Between regulation/deregulation

supporting stakeholder dialogue Source: Bassen, Jastram & Meyer (2005)
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Corporate social performance

Principles of CSR:

e Institutional principle:
legitimacy

e Organizational
principle: public
responsibility

e Individual principle:
managerial discretion

/% [ED

Three levels

Process of social
responsiveness:

¢ Environmental
assessment

o Stakeholder
management

* [ssues management

Outcomes of
corporate
behaviour:

e Social impacts
e Social programs

¢ Social policies

e Atopic that

What is an issue?

18/12/2015

— Does or might affect the firm

— Raises different expectations and demand from stakeholders on the
one hand and the company on the other hand

—  Bears a potential conflict

— Is of public interest

(¥

Danger Opportunity

/% [ED
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Prioritizing social issues

Generic Social
Issues

Social issues that
are not significantly
affected by a
company’s
operations nor
materially affect

its long-term
competitiveness.

Value Chain
Social Impacts

Social issues that
are significantly
affected by a
company's
activities in the
ordinary course
of business.

Social Dimensions
of Competitive
Context

Social issues in the
external environment
that significantly affect
the underlying drivers
of a company's
competitiveness in
the locations where

it operates.

Source: Porter & Kramer (2006)
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Looking inside out: mapping the social
impact of the value chain

!
A Firm Infrastructure /
] (e.g., financing, planning, investor relations) /
:E Human Resource Management /
& {e.g., recruiting, training, compensation system) /
2 Technology Development
l‘é" {e.g., product design, testing, process design, material research, market research)
Procurement
{e.g., componants, machinery, advertising, & servicas)
Inbound Operations  Outbound  Marketing & After-Sales
g Logistics leg., Logistics Sales Service
L. le.g., incoming  assembly, le.g., order le.g., sales le.q., installation,
= material component processing, foruta_, customer support,
E storage, data, fabrication, warehousing, Eésg:_gs'ﬁn' complaint resolution,
- collection, branch report proposa?r repair}
] service, operations) preparation) writing, Web
E customer site)
o access)
== 7 S -

Source: Porter & Kramer (2006)

S
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Looking ouside in: social influence on
competiveness

Context for firm
strategy and rivalry

The rules and incentives
that govern competition

Factor (input) 1 Local demand

conditions conditions
Presence of high quality, < > The nature and
specialized inputs available sophistication of local
to firms v customer needs

Related and
supporting industries

The local availability of
supporting industries

/% 1ED

Responsive and strategic CSR

Corporate Involvement in

Society: A Strategic Approach

Generic Social Value Chain Social Dimensions
Impacts Social Impacts of Competitive
Context
Good citizenship  Mitigate harm i Strategic philanthropy |
from value chain ! that leverages capa-
activities | bilities to improve

! salient areas of
competitive context

1
1 Transform value-

| chain activities to

Responsive | benefit socisty Strategic
CSR | while reinforcing CSR

| strategy
1

______________________________________________ a Source: Porter & Kramer

(2006)
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McDonald's goes green, changing iconic look
in Germany

McDonald's is changing its look in Germany. The classic yellow-on-red design
of its farmed "golden arches" is being changed to yellow-on-green, in a move
that aims to signal the chain's eco-friendly attitude.

Even in Europe, MaDonald's has been an icon almost as long
asit's been a fast-food chain. aw, part of itz well-known
image- the famed M-shaped "golden arches" against a red

backzround -is getting a makeover.

McDonald's Therove is part of alarger irnage upgrade that the burger
franchise has undergone across much of Europe. And the

altered logo iz justone of the company's successful strategy
Changingawell-knowniconisa  ghangesin Germany, which also invelves expanding itz

boldmove coffee-bar business.

The first McDonald's restaurants to "go green” will be those
that newly built, ineluding a 1.4 million euro ($2.1 illion)

"flagship" restaurant in the Murnich airpert.
Germany on the cutting edge

"Mow that the interiors of ost restaurants have been
modernized and redesigned, its time to take on the exteriors,
with green instead of red," said Holger Beek, vice president of
MeDonald's Germany, in an interview with the Financial

Tirnes Deutschland.

The color was chesen because it invekes respeot for the

environment, he said.

o s ; : Mickey I's German face: Heidi
MeDonald's' German unit is considered to be on the cutting lum

>¢ lE D edge in terms of design and product salaction for the chain.
Thefirst McDonald's coffes bar was tested in fustralia in 1993, and now, nearly halfofall

the MeDonald'sin Germany - bz outof 1,350 - have an integrated MeCafe,

CSR under suspicion of “greenwashing”

The act of misleading consumers and other stakeholders regarding
the environmental practices of a company or the environmental

benefits of a product or a service

t's Easy

ing
| Pre e areer

frombitors

http://www.youtube.com/watch?v=3GEfqM3P4ZA&feature=related http://www.youtube.com/watch?v=GfPe3820Fmo
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CSR under suspicion of “greenwashing”

To cover up or gloss over deficiencies, vices or scandalous behavior
by means of misleading or biased communication

— -—

HOMELESS
WORLD CUP

MELBOURNE 2008

Nike plans to turn Tokyo’s Miyashita park
into “Nike Park”.

Nike is sponsor of the homeless world cup

Homeless people who once lived in the park
and their supporter protest against Nike
plans.
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CSR under suspicion of “greenwashing”

sl ¢

Mc Donald’s official restaurant to 2010 South Africa World Cup

e In 1971, only 4 percent of 6- to 11-year-old kids were obese

e By 2004, the figure had more than quadrupled, to nearly 20 percent, with nearly 40 percent
now considered overweight

e A lack of exercise probably isn't the cause of the increase, because many studies show that
exercise levels in kids haven't changed much in the past few decades

e Kids in the U.S. today consume more calories, and more junk food, than any similarly aged
population in the history of the world

18/12/2015
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CSR consumer effect model

Input

CSR Actlvity
Type
‘Community Suppart
Diversity

Employee Supgort
Environment
Nar-LS Operations
Product
Investment
MoneyiGaods
Time

Parzonnal
Expertise

Consumer
CSR Support
Overzll Artitudes

Company
Marketing Strategy
Industry

Stze/Demographice
CSR
Disunctiveness
Coherence
Reputation (Cause}
Fit
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-

Qutcomes: Qutcomes:
Internal External
Company ‘Company
R Purchase.
Stk Price Premium
Attitude Loyoly
WOM
Atachment o
Consumer C\:;‘w?sr
avior
e Modification
lIssue/Cause Issue/Cause
Awareness - Supgort:
Amitude Time, Monay, WOM
‘Consumer
Segment Characteristics
‘Company
Marketing Strategy
Competitors
TSR Activity
Marketing Strategy

Source: Bhattacharya C.B. and Sankar S. (2004)

Strategic Impact Management

CASE STUDY: TATAV REVIVAL

PROJECT
/% [ED
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Websites

*  http://Iwww.unglobalcompact.org/docs/news_events/8.1/UNGC_Accenture_CEO_Study_2010.pdf

+  http://www.youtube.com/watch?v=5Y Gc4z0gozo

*  http://Iwww.youtube.com/watch?v=ibrxIPOH84M&feature=related

*  http://www.youtube.com/watch?v=mYF2_FBCvXw&feature=related

*  https://www.youtube.com/watch?v=s8kwVU5puijg

+  https://lwww.youtube.com/watch?v=Ug50dN3QpJI&feature=player_embedded

*  https://www.youtube.com/watch?v=he_psMwSjcw

*  http://www.youtube.com/watch?v=YUmyzfVrALI
*  http://Iwww.youtube.com/watch?v=3GEfqM3P4ZA&feature=related
*  http://lwww.youtube.com/watch?v=GfPe3820Fmo
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CONTACT
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Laurea in Management Engineering
M.Sc. Tourism Planning and Development
Executive Master in Public Management
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