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INTRODUCTION

On May 30-31, 2005, Stuart Umpleby  and Andriela Vitic conducted a demonstration of the Participatory Strategic Planning procedure developed by the Institute of Cultural Affairs.  The participants were students in tourism in Kotor, Montenegro, and managers and executives in the tourism field from the Kotor region.   Some faculty members also took part, including Mrs. Djurdja Perovic, Ms Marija Ivanovic, and Mr. Vlado Vukasovic.  The Participatory Strategic Planning (PSP) process involves five steps:

1. Operating Vision

2. Underlying Contradictions

3. Strategic Directions

4. Systematic Actions

5. Implementation Timeline

Each step of the PSP process uses the Consensus Workshop method. This method entails five steps:

1. Context

2. Brainstorm

3. Cluster

4. Name 

5. Resolve

About 30 people participated in the exercise.  The exercise was conducted in English with occasional translation into Serbo-Croatian.  The purpose of the exercise was to demonstrate group facilitation methods, to learn what students and faculty members are thinking about the future of their region and to encourage the participants to use such methods for improving the performance of the tourism industry in Kotor.  Due to limited time the fourth and fifth steps in the Participatory Strategic Planning process were combined.

The focus question was, How can we improve the tourism industry in the Kotor region?
When a planning exercise is conducted with a business or government agency, usually it is conducted during a weekend, often in a "retreat" setting, when there is more time.  Ideally people from outside the organization are also involved particularly during the final parts of the planning activity.  These people can relate their experiences with similar problems, suggest alternative actions, and provide sources of needed materials or skills.  In addition outside observers may be impressed with the planning exercise and decide to conduct one in their organizations.

RESULTS OF THE PLANNING EXERCISE IN KOTOR

VISION

High quality, tourism-related infrastructure

More parking places

More parking lots

Improved roads

Better roads

Better infrastructure

New bus station

AC marina

Well functioning traffic lights

Convenient walking paths

Port of Kotor building marina

Environmentally controlled construction

Better quality control

Better, more frequent inspections

Less corruption in inspections

Culture of customer service

Better, more friendly, smiling service

Tourist guides from Kotor

Learning from the competition

More cultural events

More overnight guests

Historically related cultural performances

Colorful, artistic decorations

More animation for tourists

A famous boating event

Cleaner environment

Clean the environment

Clean city walls

Solve garbage problems

Cleaner sea and cleaner streets

Clean beaches

Better promotion in general

Focus on people over 60

Very attractive websites

Symbols unique to Kotor

Free maps

Tourist information in foreign languages

Better water supply system

Better water supplies

Water generally

Solve the water problem

Solve sea pollution due to national cruise liners

Modern facilities in old style tourist buildings

Build new hotels

New modern hotels

More national restaurants

Use of modern technology

Better electricity supply

Build internet cafes

Use of computers in hotel administration

More jobs for inventive young people

Young people are ok!

Employ young people from our faculty

Well-developed financial strategy

Higher tourist taxes

Government – business cooperation

CONTRADICTIONS

Lack of knowledge (need for education in human resources)

People who are not capable for their jobs

Not all people are professional in tourism and hotel industry

Small number of professional workers in tourism and hotel industry

Too few people are educated for tourism

Lack of professionally qualified people

People do not understand what tourism includes

Lack of experience

Lack of practical experience (schools, universities)

Lack of communication at all levels and between levels

Lack of communication between people and government

Lack of confidence in local government

Little horizontal and vertical connection among tourist organizations and others

Political crises

Too little cooperation between sectors

Bad organization

Not enough interest of government in tourism students

Traditional way of doing things

Consciousness of people

Bad motivation of employees

Desire to do everything in a short time

Local people do not care about the environment (short term thinking)

Inadequate, old water supply

Lack of respect for the environment

Lack of money

Economic problems

A lot of money is needed to resolve all problems

Bad financial situation

Not enough investment

Too little money

Lack of focus on cultural / tourist events

Slow process of innovation

Lack of good ideas

People’s attitudes

Inadequate tourist products

Incomplete marketing

Bad promotion

Lack of awareness of ecological issues

STRATEGIES

Make all-year tourist products

Create a multi-attraction pass

Design multi-day tours

Make international sporting events

Revitalize the cultural heritage

Develop fishing tourism

Make more national restaurants

Organize church tours

In every promotion include traditions of our country

Improve marketing

Public influence (more programs on TV, the web, etc.)

Make new prospects, maps and guides

Inform people through tourism newspapers

Be involved in a worldwide promotion

Improve internet presentations of our tourism products

Work on state branding

Expand education in tourism

Improve school system for future tourism employees

Explain to people what tourism means

Education courses and leaflets, etc.

Training in tourism and business

Training in project planning and management

Create appropriate government structures / strategies

Make good national and regional tourism organizations

Decentralize decision-making

Pass laws regarding tourism

Create a financial plan

Foreign investment

Raise money through taxes

Get more money

Accept European standards in tourism

Take examples from competition

Take advice from foreign experts

Design environmental projects

Improve individual attitudes toward the ecological environment

Conduct planning activities

Improve communication

Improve port to handle large ships

Make Kotor a cruise shipping center

Bring supplies of water from the north of Montenegro

IMPLEMENTATION TIMELINE (numbers refer to the four quarters of the coming year)

Make all-year tourist products

1. Make season longer with discounts, extra services

2. More traditional and modern events (carnivals, concerts, sports events)

3. Social and cultural activities (theater plays, cinemas,…)

4. More water activities (sightseeing, one-day excursions)

Improve marketing

1. Search market to identify the most likely types of customers

2. Present tourism products at fairs and in mass media

3. Analyze costs and benefits of various media

4. Measure results of media campaigns

Expand education in tourism

1. Assessment of needed knowledge and skills, write report and distribute to tourist agencies and service providers

2. List companies wanting training of workers.  Market and publicize training programs for workers.  Find qualified trainers and space for training.

3. Conduct “A” course

4. Conduct “B” course.  Include a study trip.

Create appropriate government structures / strategies

1. Move responsibility from government to local communities

2. Create local tourism organizations

3. Make regular registration of tourists

4. Collect money through taxes

Create a financial plan

1. Identify types of financial resources

2. Find human resources that will cost less (students)

3. Search the global market for needed resources

4. Examine results and adjust strategy

Accept European standards in tourism

1. Organize a campaign about standards in European tourism destinations

2. Bring laws from part of state in which forming would help foreign experts (?)

3. Implement new laws in tourism and hospitality companies (?)

4. Control implementation of laws by the state

Design environmental projects

1.  (In Serbian)

Arrange planning activities
Improve port to handle large ships

1. Find people who will invest in port improvements

2. Create a plan for expanding the port.  Just cruise ships or also freight?

3. Identify steps in creating a port with all modern facilities.

4. Consider implications of Kotor as a larger port

Bring supplies of water from the north of Montenegro

1. Accumulate information about water supply possibilities.  Hire a consulting firm?  Use the University of Montenegro geology department?

2. Create a hydrology plan compatible with environmental and other concerns.

3. Gather interested parties to discuss alternatives, funding, time frame, etc.

4. Improve collection of water bills as one way of raising money.
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