10
11

12
13
14
15
16
17
18
19
20
21
22

38
39

@g? sustainability

]{W\DPI

Versdo de Autor:

Citar como: Pato, M.L. & Duque, A.S. (2023). Strategic Issues in Portuguese Tourism Plans: An Analysis of National
Strategic Plans since 2000. Sustainability 2023, 15, 5635.

Article

Strategic issues in Portuguese tourism plans: an analysis of na-
tional strategic plans since 2000

Maria Lucia Pato ¥, Ana Sofia Duque 2

Citation: To be added by editorial 3
staff during production. 24

Accepted: date
Published: date

25
Publisher’s Note: MDPI stays neu-
tral with regard to jurisdictiona16
claims in published maps and institi27

tional affiliations. 28

"

Copyright: © 2022 by the authorg]
Submitted for possible open accesg,
publication under the terms an§3
conditions of the Creative Commons
Attribution (CC  BY) 3
(https://crea‘civecommons.org/licens:éz5

s/by/4.0/). 36
37

license

1 CERNAS-IPV Research Centre, Polytechnic Institute of Viseu, Portugal; mljesus@esav.ipv.pt
2 CiTUR - Polytechnic of Leiria; ESTGV - Polytechnic Institute of Viseu, Portugal; ascduque@estgv.ipv.pt
* Correspondence: mljesus@esav.ipv.pt

Abstract: Planning is thinking about the future and allows territories to be better prepared to take
advantage of the opportunities and face the challenges that arise. In Portugal, tourism is one of the
pillars of the economy, generating wealth and creating several job offers. In recent years, this desti-
nation has won several international awards and distinctions due to the quality of services and tour-
ist offer. Part of this success is due to the planning carried out by the responsible entity, Turismo de
Portugal. This study consists of the analysis of strategic documents, implemented since the begin-
ning of the 21st century, in Portugal. A qualitative methodology of document analysis was used,
combined with the presentation of a case study, related to tourism planning, at a national level. The
results show a growing importance of the tourism sector for the Portuguese economy. As well as
the growing involvement of stakeholders in the construction of strategic plans, through public con-
sultation. Another aspect worth mentioning is the importance of sustainability in tourism.

Keywords: tourism planning; strategic plans; sustainability; national level; Portugal

1. Introduction

Tourism has been gaining increasing importance in the global economy in general
and particularly in European countries like Portugal [1]. Indeed, over the last two decades
tourism has been an important sociocultural and economic activity of the country and is
even considered the country’s largest export economic activity [2]. Accordingly, it influ-
ences the development process of many regions in the country and creates synergies with
other economic and non-economic activities. But if tourism is associated with several ben-
efits, it can also provoke effects on people’s lives and their environment [3, 4, 5].

Strategic planning in the tourism sector is considered a tool of the environmental,
economic, and social policy of a country since for one hand this led to a more equative
distribution of incomes, preserves the natural and man-made resources and traditions on
which human prosperity is based [2]. On the other hand, it can contribute to reduce re-
gional asymmetries and make a country more cohesive in terms of tourism development.

The elaboration of plans allows the organizations and destinations to manage all their
resources in a way that could benefit the stakeholders. In the area of tourism, planning
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assumes a crucial importance for organizations and destinations given the impacts (posi-
tives but also negatives) of tourism activity on the communities where the activity takes
place. Tourism planning also helps to sustain a more satisfied tourism market [6, 7]. In-
deed, this activity is recognized by various authors as an essential condition for successful
tourism development and management [6, 7, 8]. Like Williams refer “in the absence of
planning there are evident risks that tourism development will become unregulated,
formless or haphazard, inefficient and likely to lead directly to a range of negative eco-
nomic, social and environmental impacts.” [9] (p. 125).

Although (tourism) planning “is an extremely ambiguous and difficult word to de-
fine” [6] (p. 6), the pioneering work of Murphy defines tourism planning as “anticipating
and regulating change in a system to promote orderly development so as to increase so-
cial, economic and environmental benefits of the development process” [10] (p. 156). Yet,
public tourism planning can be understood as a potential tool for guiding tourism actions
in way to capable to create benefits and well-being beyond the industry [8] and tourism
destinations [11]. During the last four decades, more precisely after the eighties, the con-
cept of sustainability has gained a preponderant and essential weight in tourism develop-
ment. Tourism planning requires more than in other times an understanding of the mean-
ing of sustainable development and the guiding values for promoting sustainable tourism
[12]. Accordingly, it requires that communities be made to be sufficiently aware of the
tourism industry and them impacts, as well as the diverse processes to integrate and en-
gage in participatory planning, consensus building and conflict resolution between all
stakeholders [12].

The purpose of this study is to analyze the main strategic tourism plans that have
been implemented in Portugal, since the beginning of 21t century and guided the national
strategy throughout the new millennium.

A qualitative methodology of document analysis was used, combined with the
presentation of a case study, related to tourism planning at a national level. This paper is
structured in five parts. After this initial section (Introduction), Section 2 contains infor-
mation about Materials and Methods and here will be presented the methodology used
(2.1) and it’s presented the study case - Tourism planning in Portugal (2.2). Section 3 is
about Results presentation and it’'s organized in 5 subtopics, each one related to the five
phases of strategic planning process. In next section (4) the Discussion of the results will
be made and the last part is dedicated to the Conclusions.

2. Materials and Methods
2.1. Methodology

The present study has the purpose to describe tourism planning in Portugal as a case
study. As stated by Scott the focus on a particular geographical case study is the major
strategy used to analyze studies on tourism policy [13].

The case study often can imply diverse source of methods [14]. However, document
analysis is particularly applicable to case studies [15] since it can produce rich descriptions
of a phenomenon or program. According to Liasidou “document analysis helps in under-
standing and identifying what was said or written versus what was applied to shed light
on the historic development of tourism” [16] (p. 77). Additionally, these documents are
not only an essential source of information concerning the reaction and perspectives of
the government, but also the various stakeholders as the main actors in the tourism in-
dustry [17, 18]. In other words, these documents also reflect the role of successful net-
works and cooperation with different stakeholders as vital part of the development of
such policies [19].
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89 The methodology adopted was the documental analysis, based in the exploration of
90 the different strategic planning instruments developed and implemented in Portugal
91 since the beginning of the 21+t century, covering up the last two decades.
92 There are several potential applications for planning, however the nature of the plan-
93 ning process is pretty much uniform [9]. For this research, the authors followed the 5 stra-
94 tegic phases suggested by Alves [20]. See Figure 1.
‘ Ililplementation
4. Action Plan and
‘ monitorization
3. Strategy
‘ formulation
2. Analysis
. and Diagnosis
Organization
95
9% Figure 1. Phases of strategic planning. Source: Adapted from Alves [20].
97 Inspired by previous works from Ruhanen [21], Liasidou [16] and Nichols et al. [22]
98 it was built an instrument designed to analyze tourism plans contents. The instrument has
99 15 items divided into 5 sections (corresponding to the phases of strategic planning) and
100 was designed to analyze tourism plans contents (Table 1).
101 Table 1. Instrument used on plan analysis
Sections Items
e  Plan coordinating entity
1. Organization e Methodology and techniques used
e  Stakeholders involved
e SWOT analysis
2. Analysis and Diagnosis e  Benchmarking analysis
e Diagnosis of the current tourist situation
e Vision
e  Values
. e  Scenario construction
3. Strategy Formulation o Definition of strategic objectives (how many and
what are they?)
e  Hierarchy of objectives and lines of action
. o  Existence of the action plan
4. Action Plan e Projects definition (calendarization, indicators, ...)
5. Implementation and e  Observations on the implementation of the plan
Monitorization e  Observations on plan monitoring
102 Source: Own elaboration
103
104 Using the same technique used by Collins-Kreiner and Ramb each national plan was
105 analyzed in accordance with the items presented in Table 1. The analysis was based on
106 evaluation by the two authors, that used a yes/no categorical ranking, with the additional
107 writing of information that seemed pertinent to the analysis of results [23].
108 2.2. Tourism planning in Portugal: study case contextualization
109 To talk about the history of tourism planning in Portugal, it is not necessary to go
110 back a long way. The first strategic plan specifically dedicated to the tourism sector was

111 created only at the end of the 1980s - the National Tourism Plan - and was implemented
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112 between 1986 and 1989. This document aimed to affirm tourism as a strategic sector for
113 the revival of the Portuguese economy and sought to eliminate existing imbalances. The
114 main topics addressed in this pioneering plan were tourism planning, thermalism, anima-
115 tion, administrative structure, training of human resources, investments and tourism pro-
116 motion [24].

117 During the 1990s, there was no strategic plan dedicated exclusively to the tourism
118 sector. There were economic development plans and regional development plans, which
119 referred to tourism, but without highlighting its importance in the national context.

120 In the 21st century, in 2007, the National Strategic Plan for Tourism (also known by
121 PENT) was created and since then the Portuguese Government, with the support of Tur-
122 ismo de Portugal, started to design and implement national plans for tourism. This docu-
123 ment had a horizon of 7 years (2007-2015) and established a set of objectives, policies and
124 initiatives with the objective to pursue a sustained growth for national tourism [25]. Dur-
125 ing this period, the document underwent two revisions, the first in 2011 and the second
126 in 2013. The plan was structured in five strategic axes: 1) Territory, Destinations and Prod-
127 ucts: new products and tourist attraction centers; 2) Brands and Markets: development of
128 brands and new markets; 3) Qualification of Human Resources: qualification of human
129 resources, services and destinations; 4) Distribution and Marketing: tourist promotion; 5)
130 Innovation and Knowledge: integration of innovations and knowledge management [25].
131 In 2015, two complementary documents are developed and published: Tourism
132 2020: Action Plan for Tourism Development in Portugal [26] and Tourism 2020: 5 Princi-
133 ples for an Ambition [27]. Both documents target the year 2020 and “tried to identify pri-
134 orities for the use of community funds for the 2014-2020 programming period” [2] (p. 362).
135 About the document entitled Tourism 2020: Action Plan for Tourism Development in Por-
136 tugal it is structured around 5 strategic objectives, which are: 1) Attract: qualification and
137 enhancement of the territory and its distinctive tourist resources; 2) Compete: strengthen-
138 ing the competitiveness and internationalization of tourism companies; 3) Enabling: ca-
139 pacity building, training and research and development in Tourism; 4) Communicate:
140 promotion and commercialization of tourism in the country and regions; 5) Cooperate:
141 strengthening international cooperation [26]. In the other plan, Tourism 2020: 5 Principles
142 for an Ambition, as the name implies, were defined 5 principles to achieve an ambition:
143 “We have defined five principles that are harmoniously aligned to fulfill the ambition of
144 transforming Portugal into the most agile and dynamic destination in Europe: Person,
145 Freedom, Openness, Knowledge and Collaboration.” [27] (p. 49).

146 The document that is currently in force is the Tourism Strategy 2027 and was pub-
147 lished in 2017. This plan “it is based on a long-term vision, combined with short term
148 action, allowing for more strategic action in the present and being part of the future Euro-
149 pean support framework 2021-2027.” [28] (p. 12). There are five strategic axes that guide
150 this document, which are: 1) valuing the territory; 2) boost the economy; 3) enhance
151 knowledge; 4) generate networks and connectivity; 5) promote Portugal. In this docu-
152 ment, the national commitment to sustainability issues was already clear, but it became
153 more evident during the period of the Covid-19 pandemic [28].

154 During 2021, in the middle of the pandemic crisis, Turismo de Portugal launched a
155 new strategic document, which does not aim to replace, but to complement the existing
156 document [29]. The + Sustainable Tourism Plan 2020-2023 is currently in force, which is
157 developed around 4 axes of action: 1) structuring an increasingly sustainable offer; 2) qual-
158 ify the sector's agents; 3) promote Portugal as a sustainable destination; and 4) monitor
159 sustainability metrics [29].

160 Considering the main objective defined for this study, which is the analysis of the

161 strategic documents implemented in Portugal during the 21st century, these 5 documents
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will be analyzed: National Strategic Plan for Tourism; Tourism 2020: Action Plan for Tour-
ism Development in Portugal; Tourism 2020: 5 Principles for an Ambition; Tourism Strat-
egy 2027; + Sustainable Tourism Plan 2020-2023. The results are shown below.

3. Results
3.1. Organization

This first phase of the planning process is structural [20]. Here is given the indication
of the entity responsible for the elaboration and implementation of the plan, which in this
case study is always the same, Turismo de Portugal. In this first planning phase, the
stakeholders involved in defining the strategy and the methodologies used to build the
plan are also mentioned. Of the various methodologies used in the strategic planning of
tourism, there is one that deserves to be highlighted, the consultation of public and private
agents operating in the territories in question. See Table 2.

Auscultation processes are present in almost all analyzed plans. And this action can
include different techniques, such as conducting individual interviews, participating in
informal meetings, conducting online surveys, focus groups, among others.

Table 2. Methodologies used in tourism strategic plans

Tourism Plans

Methodologies used

National Strategic Plan for
Tourism (2007)

Not mentioned in the document.

Tourism 2020 - Action Plan for
Tourism Development in
Portugal 2014-2020

1.Document analysis (study of trends; community and
national documents; plans, programs and regional
strategies).

2. Interaction and dialogue with agents (conferences,
technical workshops, meetings/work sessions).

3. Public consultation (public and private institutions
from different sectors of activity).

Tourism 2020 - 5 Principles for an
Ambition

1.Documentary analysis: survey and analysis of several
key documents, namely international studies and re-
ports (UNWTO and IMF); Community guidelines and
regulations (European Commission); National strategic
references; and regional documents.

2. Participation and collective consultation: involving
the dimensions of territorial valorization, human re-
sources qualification, companies' competitiveness, tour-
ism promotion and international cooperation. The con-
sultation process included several national, regional
and local actors and from different sectors of activity
with influence on the tourist development of the coun-
try and regions.

Tourism Strategy 2027

Public consultation:

1. Technological platforms and website: online partici-
pation through questionnaires.

2. Focus Groups with more than 80 participants.

3. Strategic Tourism Laboratories/Public Sessions held
in all regions of the country, involving more than 1400
participants.

+ Sustainable Tourism Plan
2020-2023

Public consultation to collect suggestions and contribu-
tions, among tourism players and other public entities,
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associations and citizens. It was collected 106 participa-
tions: Public Administration (14); Academia/Schools
(2); Associations (31); Companies (31) and Citizens (28).

182 Source: Own elaboration

183

184 3.2. Analysis and Diagnosis

185 The second phase of strategic planning is, according to Alves a phase of great
186 technical rigor and scientific depth [20]. It is here that an analysis of the macro and micro
187 environment of the territory and/or company will be developed, externally evaluating the
188 opportunities and threats and internally its strengths and weaknesses. Often this task
189 comes in the form of a SWOT analysis..

190 On the other hand, at this stage, some key themes that are important for the object of
191 analysis must be identified and data on these themes must be presented. In the present
192 study, since the object of analysis is national tourism plans, the data presented is about
193 the evolution of demand, analysis of competition and trends that may affect the sector.
194 In National Strategic Plan for Tourism, the analysis and diagnosis can be found in
195 the first chapter, which is dedicated to the state of Tourism in Portugal. Here an economic
196 contextualization of the sector is made, since this is one of the most important for the
197 national economy. A summary of the evolution of the sector follows, where demand data
198 are presented (main outbound markets, evolution of the number of tourists and overnight
199 stays). Finally, a list is presented with the main opportunities and challenges that at the
200 time (in 2007) were significant for the sector, such as: “acceleration of growth in the
201 number of international tourists worldwide; aging of the European population; increase
202 in do it yourself (DIY) and decrease in organized trips; low cost development;
203 transformation of business models (importance of the internet)” [25] (p. 35-43).

204 In the second plan analyzed (Tourism 2020 - Action Plan for Tourism Development
205 in Portugal 2014-2020) we find chapter 3 dedicated to “Prospective diagnosis: major
206 international trends, trends in Portugal, tourism in the regions”. The major international
207 trends identified are divided into 5 groups: demographic and sociocultural, economic,
208 environmental, technological and transports. The work is presented in a very interesting
209 way as trends are identified for each of the groups and then a list of possible consequences
210 for the tourism sector appears. The chapter continues with the presentation of various
211 statistical data on the evolution of tourism in Portugal, revealing data that allow us to
212 compare Portugal with some of the main competing destinations (ex: Spain and France)
213 and that show the evolution and growth of tourism in the territory [26].

214 The Tourism 2020 Plan - 5 Principles for an Ambition was designed at the same time
215 as the previous one. Both were published in 2015 and are limited to the year 2020, so the
216 information available in the Analysis and Diagnosis chapter is very similar and in some
217 cases points is even the same, for example with regard to the analysis of world trends. In
218 this chapter it is possible to find statistical data regarding the tourist supply and demand
219 of the territory, emphasizing the growth of the sector. Finally, it is possible to find a very
220 complete SWOT analysis [27] (p. 38-39).

221 In Tourism Strategy 2027 the analysis and diagnosis is presented in an original way,
222 divided into two chapters. First comes the chapter “Where are we? — The performance of
223 tourism in Portugal”, where information about the evolution of tourism in the decade
224 2005-2015 is presented. Also in this chapter, the presentation of “Tourism today - 2016” is
225 made with reference to current data (for the time of construction of the plan) and ends
226 with the presentation of a SWOT analysis, where are refered “positive and negative
227 elements of the tourism value chain in Portugal, over the last decade” [28] (p. 41-42). The
228 next chapter “Changes, Outlooks and Challenges” is the culmination of the analysis of the
229 tourism sector and suggests some elements that will be important for the definition of the

230 strategy (Figure 2), which is the next phase of the plan.
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Information and Communication Technologies nstability in the emerging economies
as a driving force for the New Economy

ncrease in the number of megacities
Impact of millennials on redefining
and creating business maodels

More destinations offered
by low cost airlines
More focus on customized supply

Growth of tourism among seniors — Silver Age

Emergence of new destinations

Increase in the “Double income no kids”
segment (couples without children) Diversification of financing sources
(e.g. crowdfunding)

Shared economics

Figure 2. Some international trends that impact tourism. Source: [28] (p. 44)

Regarding the most recent plan, + Sustainable Tourism Plan 2020-2023, as it is a
complement to the current strategy and is a medium-term plan (3 years), the analysis and
diagnosis phase was not much developed. It only has an initial chapter, entitled
“Framework”, where the motivation for creating the document is explained. The creation
of this plan is based on two components: 1) the growing importance of sustainability for
the tourism sector and the need to achieve the 17 Sustainable Development Goals (SDGs)
by 2030; 2) the emergence of the Covid-19 pandemic that had major impacts on the
tourism sector [29].

3.3. Strategy Formulation

The third phase of strategic planning is related to strategy formulation, that is, the
“definition of the territory model that the community wants for the coming years, and the
way to achieve it.” [20] (p. 35).

One of the fundamental elements for the formulation of the strategy is the definition
of the vision of the territory. According to Bibri and Krogstie “future vision construction
is about identifying the desired future state, which consists of vibrant descriptions of au-
dacious goals and targets, as well as reflective statements addressing the aspired future.”
[30] (p. 6). It is critical that the vision provides a clear direction of what image the destina-
tion wants to project and that it facilitates the establishment of strategic priorities. We can
observe in Figure 3 the evolution of the vision defined for the Portuguese territory, in the
last two decades.

As can be seen, the vision of the territory has undergone slight changes over the
years, but there are two aspects that mark and accompany the various documents: the first
one is related to the growth of the tourism sector, and the importance of this activity for
national economy; and the second aspect is the growing concern with sustainability and
its implementation in the territory.
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National Strategic Plan for Tourism (2007)

Portugal should be one of the fastest growing destinations in Europe, through development based on the
qualification and competitiveness of supply, transforming the sector into one of the engines of growth for
the national economy. (Turismo de Portugal, 2007, p.45)

A 4

Tourism 2020 - Action Plan for Tourism Development in Portugal 2014-2020

Portugal wants to be the destination with the highest tourist growth in Europe, supported by the
sustainability and competitiveness of a diversified, authentic and innovative tourist offer, consolidating
tourism as a central activity for the economic development of the country and for its territorial cohesion.

(Turismo de Portugal, 2015a, p. 143)

W

Tourism 2020 - 5 Principles for an Ambition

Making Portugal the most agile and dynamic tourist destination in Europe.
(Turismo de Portugal, 2015b, p. 4)

A 4

Tourism Strategy 2027

Establish tourism as a hub for economic, social and environmental development throughout the entire
territory, positioning Portugal as one of the most competitive and sustainable tourism destinations in the
world. . (Turismo de Portugal, 2017, p. 47)

A 4

+ Sustainable Tourism Plan 2020-2023

Position Portugal as one of the world's most sustainable, competitive and safe tourist destinations, through
the sustainable planning and development of tourist activities, from an economic, social and environmental
point of view, throughout the territory and in line with the 2027 Tourism Strategy. (Turismo de Portugal,
2020, p. 3)

Figure 3. Portuguese strategic vision evolution, for the last 20 years. Source: Own elaboration

Still in this third phase, it is common to see one of the most important elements in
strategic planning, the definition of objectives and lines of action. Table 3 shows the inter-
nal organization of each of the analyzed plans, with the respective definition of objectives,
values and the respective unfold into lines of action.
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Table 3. Strategy formulation evolution in Portuguese tourism plans (in 21st century)

Tourism Plans

Values / Strategic assets

Objectives / Pillars / Axes / Strategic goals

Lines of action / Lines of strategic development

National Strategic Plan for
Tourism (2007)

Differentiating elements: climate and light;
history, culture and tradition; hospitality;
concentrated diversity.

Qualifying elements: modern authenticity,
safety and excellence in the quality/price ra-

1. Annual growth in the number of international
tourists above 5% and in revenues above 9%.

2. Lisbon, Algarve and Porto e Norte with the
highest absolute contribution to growth.

3. Annual growth of national tourism in the order
of 2.5%, promoting the sustainable development
of regions and centers and combating seasonality.

International markets: Bet on attracting tourists (4
lines of action).

Product strategy: Consolidate and develop 10
strategic tourism products (10 lines of action).
Guidelines for regions (8 lines of action).

|Air accessibility (7 lines of action).

Events (4 lines of action).

Offer enrichment (4 lines of action).

[Urban, Environmental and Landscape Quality (1
line of action).

Quality of service and human resources (3 lines

Tourism 2020 - Action Plan for
Tourism Development in Por-
tugal 2014-2020

Hospitality: people
History and Culture: cultural heritage
Tourist services: companies
Sea and Nature: natural heritage
Knowledge: Education and Ré&D institu-
tions

2. Compete: Strengthening the competitiveness
and internationalization of tourism companies.

3. Enable: Training and R&D in Tourism

4. Communicate: Promotion and commercializa-|
tion of the tourist offer in the country and regions
5. Cooperate: Strengthening international cooper-
ation

tio. .
. , o of action).
4. Increase in the sector's contribution to the econ- . e . .
. . . Promotion and distribution (5 lines of action).
omy, constituting itself as one of the main drivers . L
. Effectiveness and modernization of the perfor-
of growth in the Portuguese economy. . . .
mance of public and private agents (4 lines of ac-
tion).
1. Attract: Qualification and enhancement of the
Authenticity territory and its distinctive tourist resources.

Attract (6 investment priorities)
Compete (6 investment priorities)
Empower (6 investment priorities)

Communicate (6 investment priorities)

Cooperate (3 investment priorities)

Tourism 2020 - 5 Principles for
an Ambition

5 principles: Person, Freedom, Openness,
Knowledge and Collaboration.

1.A sustainable and quality destination
2.A destination for competitive companies
3.An entrepreneurial destination

4. A destination connected to the world

5. An effectively managed destination

A sustainable and quality destination (6 action as-
sumptions + 9 lines of action, which in turn un-
fold into multiple actions).

A destination for competitive companies (6 action
assumptions + 5 lines of action, which in turn un-

6. A destination that marks

fold into multiple actions).

Sustainability 2022, 14, x. https://doi.org/10.3390/xxxxx

www.mdpi.com/journal/sustainab

ility



Sustainability 2022, 14, x FOR PEER REVIEW

20f17

IAn entrepreneurial destination (6 action assump-
tions + 4 lines of action, which in turn unfold into
multiple actions).

IA destination connected to the world (6 action as-
sumptions + 6 lines of action, which in turn un-
fold into multiple actions).

IAn effectively managed destination (6 action as-
sumptions + 5 lines of action, which in turn un-
fold into multiple actions).

A destination that marks (6 action assumptions +
7 lines of action, which in turn unfold into multi-

le actions).

Tourism Strategy 2027

Single cross-sectional asset: people
Differentiating assets: climate and light; his-
tory and culture; sea; nature; water
Qualifying assets: food and wine; artistic-cul-
tural, sports and business events
Emerging assets: well-being; living in Portu-
gal

1.Add value to the territory.

2. Drive the economy.

3. Leverage knowledge.

4. Generate networks and connectivity.

5. Raise Portugal’s profile.

People at the heart of the tourism strategy (resi-
dents, tourists and professionals).

Add value to the territory (6 lines of action).
Drive the economy (5 lines of action).
ILeverage knowledge (5 lines of action).
Generate networks and connectivity (5 lines of
action).

Raise Portugal’s profile (4 lines of action).

+ Sustainable Tourism Plan
2020-2023

Contribute towards achieving the goals of
2027 Tourism Strategy.
Strengthen the role of Tourism in the 17
United Nations SDGs.

Promote the energy transition and the circu-
lar economy for tourism companies.
Involve stakeholders in a joint commitment to
transform supply and sustainability of the
destinations.

Stimulate a change of attitude throughout the

sector’s value chain.

Structure an increasingly sustainable supply (un-
fold into 8 objectives).

Qualify tourism professionals (unfold into 5 ob-
jectives)

Promote Portugal as a sustainable destination
(unfold into 5 objectives).

Monitor sustainability metrics in Tourism (un-
fold into 2 objectives).

The Plan includes 119 actions distributed by the
4 axes of action:

Axis I - Structure: 11 areas and 80 actions.
Axis II - Qualify: 1 area and 17 actions.
Axis III - Promote: 3 areas and 13 actions.
Axis IV - Monitor: 2 areas and 9 actions.

271

272

273

Source: Own elaboration
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275 3.4. Action Plan

276 If the previous phase serves the purpose of defining the vision for the territory, the
277 strategic objectives and the lines of action that will guide the future development, the ac-
278 tion plan serves to materialize these decisions through the definition of action programs
279 and projects [20]. In the analysis carried out on the national tourism plans, it was found
280 that the action plan often appears intertwined in other parts of the planning, being com-
281 mon to appear associated with the part of implementation and monitoring.

282 In the case of PENT - National Strategic Plan for Tourism, as soon as the chapter
283 referring to the formulation of the strategy ends, the implementation program is presented,
284 which is one of the examples in which phases 4 and 5 of the planning process appear to-
285 gether. Here it is mentioned that the strategic plan will be implemented considering 11
286 projects. An explanation of the scope of intervention of the projects follows, a graphic in-
287 dicating the impact and complexity is presented and a scheme with the expected timetable
288 for each of the interventions is presented. These are some of the elements that should be
289 included in an action plan. Alves [20] mentions that sometimes the strategic plans include
290 project sheets, which facilitate the understanding of the projects, the actions that will be
291 developed, measurement indicators and ways of financing the actions. In this plan, these
292 sheets can be found in the annexes, between pages 117 and 133 [25].

293 As for the Tourism 2020 - Action Plan for Tourism Development in Portugal 2014-
294 2020, as soon as phase 3 (strategy formulation) ends, the chapter “Management and Mon-
295 itoring Model” appears immediately, with no reference to the action plan. There is, how-
296 ever, an explanation, which is left to the readers: “the projects included in this strategic
297 reference constitute a recognition, in general, of their framework and contribution to the
298 strategic objectives of the Tourism Action Plan 2020. (...) It is also important to highlight
299 that this document is a “living” open plan and, therefore, will integrate other projects in
300 the future.” [26] (p. 166).

301 Something similar happens in the document Tourism 2020 - 5 Principles for an Am-
302 bition, where there is no reference to the actions that normally form part of the action plan.
303 Only in the final part of the plan appears, a paragraph that refers to the monitoring process.
304 In the Tourism Strategy 2027, the action plan is once again included in the chapter
305 entitled “Implementation”. The following explanation is left in the document: “The present
306 chapter lists the types of priority projects for developing tourism in the country as a whole
307 and in the regions in particular, thereby fulfilling its role as the short/medium term strate-
308 gic guideline for Tourism Strategy 2027.” [28] (p. 59). This description fits the definition of
309 action plan given by Alves [20]. On the document following pages, tables are presented
310 with the description of the priority projects, however there is no timetable for the actions,
311 nor the indicators that will allow the assessment of the correct implementation of the pro-
312 jects.

313 In the most recent plan, + Sustainable Tourism Plan 2020-2023, it appears that the
314 action plan is merged into chapter 3, where the 119 actions to be developed are presented.
315 The procedure applies to all 119 actions, first the presentation of the action appears (see
316 the example in Figure 4) and then the concrete actions to be implemented, the indicators
317 that will allow the evaluation of their implementation and the calendarization (see the ex-
318 ample in Figure 5).
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2 Extend tourism demand to the entire territory and througnout the year

Within the guidelines set out in the Tourism Strategy 20-27, it is important to
make Portugal a more cohesive country, enhancing the tourism supply throu-
ghout the territory and throughout the year. Thus, it is intended to contribute
to the sustainability of destinations and companies, to attract and settle popu-
lation and investment, to expand the cross-border supply and to promote new
products and collaborative ecosystems and innovation.

#

319 Figure 4. Example of an action presented in + Sustainable Tourism Plan 2020-2023. Source: [29] (p.
320 54)
321
KEYACTIONS INDICATORS CALENDAR
Development of communication actions for the promation
1 of low density territories, namely the inland territory of the Implementation of actions 2020-2023
country
Capacity building of the tourist operation on the
2 low density territories of the mainland and in Azores and Implementation of training 2021-2023
Madeira, namely regarding the Collaborative Networks set actions
up in the territory
Communication and marketing plans for tourism products
3 that extend tourism activity to the whole year and promote Implementation of the plans 2021-2023
longer stays
Communication actions to attract new tourist segments that implementation of
4 contribute to expanding demand throughout the territory comn;:unimtion s 2022-2023
and throughout the year.
322
323 Figure 5. Action plan presented in + Sustainable Tourism Plan 2020-2023. Source: [29] (p.
324 55)
325
326 3.5. Implementation and Monitorization
327 The last phase of strategic planning is described by Alves as being a transition be-
328 tween the elaboration of the plan and its execution [20]. For strategic documents to be
329 more than a mere exercise in reflection and effectively contribute to the transformation of
330 territories, it is necessary to understand their practical application and address implemen-
331 tation and evaluation actions [31]. To carry out this monitoring, it is necessary to identify
332 which indicators will enable the evaluation of the process and which agents are involved
333 in the process, that is, the entities responsible for monitoring the implementation of the
334 plan.
335 In National Strategic Plan for Tourism (2007) it is mentioned that:
336 implementation should be based on a structure composed of a monitoring steering — which
337 should monitor the project implementation process, approve proposed measures for the recovery of
338 delays and ensure the involvement of various entities — and a Program Management — composed
339 of a team dedicated exclusively to the management of the Program, with the mission of controlling
340 the execution in terms of objectives, time and budget. [25] (p. 114).
341 The importance of involving partners in the sector throughout this process is also

342 mentioned.



Sustainability 2022, 14, x FOR PEER REVIEW 30f17

343 In Tourism 2020 - Action Plan for Tourism Development in Portugal 2014-2020 the
344 implementation and monitoring of the plan will be carried out by the managing entity
345 (Turismo de Portugal). Also, by a Superior Council, a high-level body of a strategic nature
346 composed of a limited number of entities in central areas for tourism in the country and
347 regions. And by a Monitoring Commission, a body made up of several entities from dif-
348 ferent sectors of activity in different regions, which aims to promote the dynamism of pro-
349 jects to achieve the objectives of the Tourism Plan.

350 Consulting the document Tourism 2020 - 5 Principles for an Ambition, it is possible
351 to verify that there is not much information about this phase. It is only said that:

352 Turismo de Portugal is the competent entity for the preparation of an annual action plan that
353 includes the annual and multi-annual measures to be developed within the scope of compliance with
354 this document and identifies its timetable and those responsible for it. The plan must be submitted,
355 by 30 November of each year, to the tourism authority, for approval. At least one biannual meeting
356 should be held, with the active participation of relevant partners to reflect on tourism themes. [27]
357 (p. 111).

358 The last chapter of Tourism Strategy 2027 is dedicated to “Monitoring and Manage-
359 ment Model”. Here reference is made to the entities involved in this monitoring process,
360 which are [28] (p. 67):

361 1)  Turismo de Portugal as the National Tourism Authority is responsible for coordinat-
362 ing and invigorating Tourism Strategy 2027 and promoting its implementation; ensure coherence
363 between tourism investments and community financing instruments; and mobilize stakeholders
364 and monitor the strategy.

365 2)  Strategic Tourism Laboratories (STL): are ongoing consultation platforms for the ter-
366 ritories and markets for implementing projects and measures for Tourism Strategy 2027. The STL
367 shall take place in different regions of the country, to take into account the specifics of each territory.
368 STL shall also be held in external markets (where tour operators, travel agents, and opinion leaders
369 in the market will be heard), considering international dynamics and their implications.

370 3)  National Tourism Forum: a space for discussion and debate regarding tourism in the
371 country as a whole and in its regions in particular; sharing of good practices (projects and initia-
372 tives) related to the strategic priorities; report on the degree of implementation of Tourism Strategy
373 2027; and formulation of recommendations for short/medium term action.

374 The last document analyzed was + Sustainable Tourism Plan 2020-2023 and the last
375 chapter (5. Management and Monitoring) is dedicated to this planning phase. Here are
376 presented the organizations that will be part of this mission, to contribute to the monitor-
377 ing and implementation of the plan, namely Turismo de Portugal (as coordinating entity)
378 and multiple entities and groups as dynamic agents: Confederation of Turismo de
379 Portugal; Business associations and companies; Regional Tourism Authorities; Regional
380 Directorates for Tourism of Azores and Madeira; Regional Tourism Promotion Agencies;
381 NEST - Tourism Innovation Centre; Local, regional and central government bodies;
382 National and international entities of different natures, orking in the field of sustainability;
383 Academic bodies [29].

384 4. Discussion

385 Fifteen years after the launching of the first strategic plan, analyzed in this study,
386 some considerations can be pointed out. It is quite visible the difference in the way that
387 strategy was formulated between the first plan (published in 2007) and the following
388 plans (published in 2015). In PENT one of the biggest concerns was the definition of 10
389 tourist products (i) Sun and Sea, ii) Cultural and Landscape Touring, iii) City Break, iv)
390 Business Tourism, v) Tourism of Nature, vi) Nautical Tourism, vii) Health and Well-be-
391 ing, viii) Golf, ix) Resorts and Residential Tourism and x) Gastronomy and Wines) and

392 their importance for each one of the 7 Portuguese regions - Northern, Center, Lisbon,
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393 Alentejo, Algarve, Madeira, Azores. In the two tourism plans published in 2015, it’s pos-
394 sible to observe a different concern in strategy definition. The emphasis relays on the spe-
395 cific resources that each one of the 7 regions have. In fact, it is difficult to isolate a given
396 tourist product, even because the different types of tourism intersect and present particu-
397 larities in common.

398 Another note that can be pointed out is the growing intervention of private entities
399 on the planning process. In fact, in PENT strategic plan the reference of public and private
400 intervention is not done. On the contrary this participation is evident (and even growing)
401 in the next published plans. The documents launched in the after years (2015, 2017 and
402 2020) were built based on public consultation with different stakeholders, like: regional
403 entities of tourism, regional agencies of tourism promotion, sectoral associations, inter-
404 municipal communities, schools and academia agents and individuals (Turismo de Por-
405 tugal, 2015a, 2015b, 2017, 2020). This means that Turismo de Portugal, the national entity
406 responsible for the promotion and valorization of the activity in the country, recognized
407 the importance of involvement of all the stakeholders in the promotion and concretization
408 of the aforementioned plans. Indeed, as referred by Saito and Ruhanen is not a govern-
409 ment alone, neither a single tourism organization that can develop a successful tourism
410 destination [32]. Instead, it is acknowledged the increasing importance of collaboration
411 and particularly coopetition (which combines collaboration and competition) within a ma-
412 jor tourism destination (national scale) but also among smaller destinations (regions, cities
413 and villages [33].

414 The focus on entrepreneurship and innovation is also growing, which corroborates
415 the relationship between entrepreneurship and economic growth of country/region [34,
416 35]. Indeed, few references are made in the first strategic plan analyzed, while in the fol-
417 lowing plans the reference to entrepreneurship and/or innovation have grown, reaching
418 its maximum exponent in the last two strategies - Tourism Strategy 2027 and + Sustainable
419 Tourism Plan 2020-2023. Is important to look and recognize Portugal as a pole of interna-
420 tional reference in entrepreneurship and in the production of co-creative goods and ser-
421 vices for tourism [28], by developing solutions oriented towards the challenges of sustain-
422 ability by innovation ecosystem in tourism [29].

423 Last but not the least, the concept of sustainability in tourism is gaining a considera-
424 ble attention in the five strategic plans. Sustainability is a topic that is currently being dis-
425 cussed and constantly adapting, since it is related not only to an environmental dimen-
426 sion, but also to an economic and sociocultural perspective that led to the development of
427 nations [36]. Awareness about sustainability principles led governments, but also interna-
428 tional development agencies, trade associations, academic institutions and non-govern-
429 mental organizations to acknowledge that without sustainability, is not possible to reach
430 development that can bring benefits to all the stakeholders and that can solve serious and
431 urgent problems in regions where tourism take place [37]. Moreover, it is also recognized
432 that sustainable tourism is not applicable to just one certain type of tourism, but rather all
433 forms of tourism should strive to be more sustainable [38]. The attention related to sus-
434 tainable tourism reached the highest point in the last strategic document entitled + Sus-
435 tainable Tourism Plan 2020-2023. As previously mentioned, the vision of this plan is “to
436 position Portugal as one of the world's most sustainable, competitive and safe tourist des-
437 tinations, through the sustainable planning and development of tourist activities, from an
438 economic, social and environmental point of view.” [29] (p. 3).

439

440

441 5. Conclusions

442 Considering the analysis of the five strategic tourism plans, developed in Portugal
443 since the beginning of the 21t century, it is possible to verify some important contributions

444 of this work. First it underlines the importance of public participation in the planning
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445 process, in the development and implementation of the plans. In fact, without this in-
446 volvement a lot of stakeholders, including the civil society, will not be satisfied with the
447 process and the results achieved. In tourism planning, public participation has become
448 increasingly prominent [39]. The main purpose of this participation is to maximize the
449 positive impacts from this activity and protect local communities from tourism's adverse
450 impacts [2, 40].

451 The second aspect that deserves to be highlighted is the power of entrepreneurship/
452 innovation combined with sustainability on the affirmation of Portugal as a top touristic
453 destination. To guaranteeing sustainable and innovative tourism implies that the stake-
454 holders in the tourism sector, continuously adopt innovative and sustainable practices.
455 This will lead to product differentiation and to higher levels of cooperation, growth, and
456 progress in terms of visitor attractiveness and visitors” loyalty in the future [41].

457 Thirdly, it is possible to verify through the analysis of the plans that tourism is an
458 important engine of development for all regions of the country and not just for the most
459 famous, like Algarve, Lisbon and Madeira. The focus has been on diversifying the offer,
460 not only in terms of territory, but also in terms of tourism products. Tourism in Portugal
461 is best known for sun and sea product, but the country has much more to offer, especially
462 in rural areas (which correspond to the largest area of the country). This for instance ex-
463 plain the increasing interest in other relevant products such as rural tourism and wine
464 tourism [42]. This new tendency to diversify tourism in Portugal led to a growing promo-
465 tion of the country as a whole and led to the development of interior and laggard regions
466 as announced for diverse public and private authorities.

467 However, there are several challenges that tourist destinations face, such as try to
468 stand out from the competition, ensuring the safeguarding of heritage, promoting the des-
469 tination, combating seasonality, or even adapting to new technologies. More recently,
470 other concerns have emerged, on a global scale, such as the fight against the COVID-19
471 pandemic and the recent war in Ukraine. Therefore, from a political point of view, policy
472 tools should be sensitive and appropriate to the conditions and tendencies that affect tour-
473 ism activity, not forgetting the importance of the participation of the community in the
474 development of strategic plans. In the same way, concerns related with sustainability and
475 innovation, must integrate the purpose of any strategic plan [43].

476 This study has some limitations, that authors believe that can be the way to future
477 investigation. First, the analysis was only performed into national tourism plans, devel-
478 oped in Portugal. So, an interesting path for future research will be to extend the study to
479 other strategic plans, from different scales, such as the documents designed by regional
480 entities located in the 7 sub-regions: North, Center, Lisbon, Alentejo, Algarve, Madeira,
481 Azores. Second, the study is only based on documentary analysis. So, one interesting path
482 for future research would be an empirical study, integrating a qualitative technique, with
483 interviews to diverse agents (stakeholders) responsible for the creation and implementa-
484 tion of the strategic plans.
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