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[bookmark: _Toc195618539]Executive Summary
This report presents a strategic case study review of Visit Malta, the national tourism organisation responsible for promoting the Maltese Islands as a year-round destination. The purpose of this review is to assess the effectiveness of Visit Malta’s current strategies in relation to market competitiveness, visitor experience, and sustainable growth. Adopting the perspective of a Chief Executive Officer (CEO), the analysis applies a range of strategic frameworks including SWOT analysis, PESTLE analysis, and Porter’s Five Forces. These tools are used to evaluate the organisation’s internal capabilities, external challenges, and its position within the wider Mediterranean tourism market. The review concludes with evidence-based recommendations designed to enhance the organisation’s future strategic direction and performance.
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Visit Malta operates under the governance of the Malta Tourism Authority (MTA), which plays a central role in shaping the country’s tourism narrative. The organisation is responsible for branding Malta, Gozo, and Comino on an international scale through marketing campaigns, strategic partnerships, and the development of tourism infrastructure. As a small island destination, Malta is highly dependent on tourism, which contributes approximately 27% to national GDP and attracts over 2.3 million international visitors annually (Malta Tourism Authority, 2022). Visit Malta’s activities are vital to maintaining the destination’s competitiveness and aligning its tourism strategy with broader national goals.
Despite strong tourism performance in recent years, Visit Malta faces a series of significant strategic challenges and opportunities. One key concern is seasonal over-tourism, which places strain on local communities, public services, and the natural environment during the high season. Recent figures published by the National Statistics Office (NSO, 2024) show a steady rise in tourist arrivals throughout the year, including traditionally quieter months (Cordina, 2025). This trend suggests a growing need for the organisation to implement strategies that encourage off-season travel and improve spatial distribution of visitors across the islands.
Visit Malta must also respond to increased competition from neighbouring Mediterranean destinations such as Greece, Croatia, and Cyprus. These countries have made substantial investments in sustainable tourism, cultural heritage, and digital marketing innovation, making them strong contenders for similar tourist segments (MedTourism, 2022). In this context, Visit Malta is under pressure to continually evolve its product offering, enhance destination branding, and explore new market opportunities.
In addition, the organisation must carefully manage the balance between economic growth and sustainable tourism practices. Given the tourism sector’s high contribution to GDP, there is a risk of over-dependence on tourism revenues. The (OECD Tourism Papers, 2025) advocates for more robust, data-driven strategies to support resilience and sustainability in small-island economies. Visit Malta has the potential to lead by example through the integration of sustainable tourism principles aligned with the United Nations Sustainable Development Goals (SDGs), positioning Malta as a responsible and future-ready destination.
[bookmark: _Toc195618541]Methodology
This case study employs a qualitative strategic analysis approach to evaluate the effectiveness of Visit Malta’s current strategies. To conduct a comprehensive internal and external review, three well-established strategic frameworks are applied: SWOT Analysis, PESTLE Analysis, and Porter’s Five Forces. These models were selected for their relevance and wide application within strategic management and tourism research.
The SWOT Analysis enables the identification of Visit Malta’s internal strengths and weaknesses, along with external opportunities and threats. This model is widely used in organisational assessments to support strategic decision-making (Gürel & Tat, 2017). It offers a foundation for understanding how internal competencies align with external conditions, particularly in dynamic tourism markets.
The PESTLE Analysis is used to evaluate macro-environmental factors—political, economic, social, technological, legal, and environmental—which are especially significant in tourism due to the industry’s sensitivity to global change (Johnson, Whittington, Scholes, Angwin, & Regnér, 2017). This model allows for a contextual understanding of Malta’s external operating environment and its influence on long-term strategic planning.
Porter’s Five Forces is applied to assess the competitiveness of the tourism industry in the Mediterranean region. The model examines the bargaining power of buyers and suppliers, the threat of substitutes and new entrants, and the intensity of rivalry within the sector (Porter, 2008). This analysis is essential for understanding Malta’s competitive positioning and the strategic pressures facing Visit Malta.
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[bookmark: _Toc195618543]SWOT Analysis
The SWOT framework is a valuable strategic planning tool that assesses an organisation’s internal strengths and weaknesses, as well as external opportunities and threats (Gürel & Tat, 2017). In the context of Visit Malta, the model provides insight into how the organisation’s internal capabilities align with the changing demands of the tourism industry.
[bookmark: _Toc195618544]Strengths
Visit Malta benefits from a strong digital marketing presence, particularly through its visually driven campaigns and well-maintained tourism portal. Its ability to leverage Malta’s rich cultural heritage, warm climate, and English-speaking population positions the destination competitively within the Mediterranean region. Furthermore, Malta’s accessibility, particularly through its international airport and budget airline partnerships, has enabled sustained tourist arrivals, even during uncertain economic periods.
[bookmark: _Toc195618545]Weaknesses
A key weakness is the country’s reliance on mass tourism during the summer months, which has contributed to overcrowding in major tourist zones such as Valletta and St Julian’s. Limited diversification in product offerings, especially for off-season travellers, has also been identified as a gap in strategy. Additionally, labour shortages within the hospitality sector have impacted service quality in recent years, posing a risk to Malta’s reputation for customer satisfaction (OECD Tourism Papers, 2025).
[bookmark: _Toc195618546]Opportunities
Visit Malta has the potential to strengthen its position by promoting year-round tourism and targeting niche markets such as cultural, wellness, and eco-tourism. The growing demand for authentic and sustainable travel experiences presents an opportunity for Malta to reposition itself as a responsible destination aligned with the United Nations Sustainable Development Goals (Guterres, 2023). Further investment in green infrastructure and regional tourism dispersal could also alleviate pressure on heavily visited areas.
[bookmark: _Toc195618547]Threats
The rise of competing Mediterranean destinations that offer similar experiences—often at lower costs—poses a significant threat. Countries such as Croatia and Greece have improved their digital strategies and invested heavily in sustainable tourism, attracting the same European market segments targeted by Visit Malta (Mediterranean Tourism Foundation, 2025). By evaluating these four components collectively, it becomes evident that while Visit Malta has built a solid foundation in branding and destination promotion, its long-term strategy must address systemic weaknesses and external risks to remain competitive.

[bookmark: _Toc195618548]PESTLE Analysis
The PESTLE framework offers a comprehensive examination of macro-environmental factors, Political, Economic, Social, Technological, Legal, and Environmental, that influence strategic decision-making within the tourism sector (Johnson, Whittington, Scholes, Angwin, & Regnér, 2017). Applying this model to Visit Malta provides insights into external forces shaping its operational context.
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Malta's political stability and membership in the European Union facilitate seamless travel for EU citizens, bolstering tourism. However, global geopolitical tensions and shifts in international relations can impact travel patterns and perceptions of safety, necessitating adaptive strategies from Visit Malta.
[bookmark: _Toc195618550]Economic
The tourism sector is a significant contributor to Malta's economy, accounting for approximately 27% of GDP (Malta Tourism Authority, 2022). Economic fluctuations in source markets, currency exchange rates, and global financial uncertainties can influence tourist spending and arrival numbers, requiring vigilant economic monitoring and flexible marketing approaches.
[bookmark: _Toc195618551]Social
Changing demographics and traveller preferences are reshaping tourism demand. There's a growing inclination towards authentic, culturally immersive, and sustainable experiences. Visit Malta must align its offerings with these evolving expectations to remain competitive and relevant.
[bookmark: _Toc195618552]Technological
Advancements in digital technology have transformed how tourists plan and experience travel. The proliferation of online booking platforms, virtual tours, and social media necessitates that Visit Malta invests in robust digital marketing strategies and technological infrastructure to engage potential visitors effectively.
[bookmark: _Toc195618553]Legal
Compliance with international travel regulations, health and safety standards, and data protection laws is paramount. The dynamic nature of legal requirements, especially in the post-pandemic landscape, requires Visit Malta to stay abreast of legal developments to ensure seamless tourist experiences.
[bookmark: _Toc195618554]Environmental
Environmental sustainability is increasingly central to tourism strategies. Malta faces challenges such as limited natural resources and the impacts of climate change. Visit Malta must prioritize sustainable practices, including promoting off-peak travel and supporting eco-friendly accommodations, to preserve the destination's appeal and ecological integrity.

[bookmark: _Toc195618555]Porter’s Five Forces Analysis
Porter's Five Forces framework offers a structured approach to assess the competitive environment of an industry by examining five key forces: the threat of new entrants, the bargaining power of suppliers, the bargaining power of buyers, the threat of substitute products or services, and the intensity of competitive rivalry (Porter, 2008). Applying this model to Visit Malta provides insights into the external pressures that influence its strategic positioning.
[bookmark: _Toc195618556]Threat of New Entrants
The tourism industry in the Mediterranean is characterized by relatively low barriers to entry, especially with the rise of digital marketing platforms and budget airlines facilitating access to emerging destinations. New entrants can quickly attract tourists by offering unique experiences or competitive pricing. Visit Malta must continuously innovate and differentiate its offerings to maintain its market share.
[bookmark: _Toc195618557]Bargaining Power of Suppliers
Suppliers in the tourism sector include accommodation providers, transportation services, and local attractions. In Malta, the limited size of the island and its resources can lead to a concentration of suppliers, potentially increasing their bargaining power. However, the government's regulatory frameworks and partnerships can help balance this power dynamic.
[bookmark: _Toc195618558]Bargaining Power of Buyers
Tourists have access to a plethora of information and options, enhancing their bargaining power. They can compare destinations, prices, and experiences with ease. Visit Malta needs to focus on delivering exceptional value and unique experiences to attract and retain tourists.
[bookmark: _Toc195618559]Threat of Substitute Products or Services
Alternative destinations in the Mediterranean, such as Greece, Croatia, and Cyprus, offer similar climates, cultural experiences, and price points. These substitutes pose a significant threat, especially if they provide better value or unique attractions. Visit Malta must emphasize its unique selling propositions, such as its rich history and English-speaking environment, to stand out.
[bookmark: _Toc195618560]Intensity of Competitive Rivalry
The Mediterranean tourism market is highly competitive, with numerous destinations vying for tourists. Seasonal fluctuations exacerbate this rivalry, as destinations compete for the same peak-season travellers. Visit Malta must implement strategic marketing campaigns and diversify its offerings to mitigate the effects of intense competition.

[bookmark: _Toc195618561]Conclusion & Recommendations
The strategic review of Visit Malta has identified key strengths, risks, and opportunities that shape the organisation’s current position and future potential. The analysis demonstrates that while Visit Malta has a strong brand presence, growing digital capabilities, and a favourable geopolitical position within the EU, it remains vulnerable to external shocks, seasonal over-tourism, and increasing competition from neighbouring Mediterranean destinations. Furthermore, long-term sustainability remains an urgent strategic priority, both in terms of environmental resilience and economic diversification.
The findings also reveal that shifting consumer preferences towards more responsible, experience-led, and culturally immersive travel offer significant strategic opportunities for Visit Malta. However, capitalising on these trends will require a shift away from traditional mass tourism models towards more sustainable and segmented tourism strategies.
To address these challenges and enhance strategic performance, the following recommendations are proposed:
1. Promote Year-Round Tourism
Develop targeted marketing campaigns to encourage off-season travel, particularly for niche markets such as wellness, heritage, gastronomy, and religious tourism. This would ease pressure on popular sites during peak months and support regional economic distribution.

2. Invest in Sustainable Infrastructure and Partnerships
Strengthen collaboration with local communities, accommodation providers, and transport authorities to support environmentally conscious initiatives, such as eco-certification, pedestrian zones, and waste reduction policies.

3. Differentiate the Brand through Cultural Identity
Emphasise Malta’s unique history, language, and traditions across Visit Malta’s branding and promotional materials. This would allow the destination to stand out in a competitive Mediterranean market and appeal to culturally curious travellers.

4. Enhance Digital Experience and Smart Tourism
Expand the use of immersive technology such as virtual reality tours, AI-powered itinerary planning, and multilingual content to create inclusive and accessible digital experiences, particularly for independent travellers and Gen Z audiences.

5. Adopt a Data-Driven Strategy Approach
Introduce a more rigorous performance monitoring framework that uses visitor data, customer feedback, and sustainability indicators to guide future strategic decisions. This will improve adaptability and ensure strategies are aligned with changing global trends.
In conclusion, Visit Malta has the potential to evolve into a leading sustainable destination if it builds on its current assets while addressing critical challenges through innovative, inclusive, and forward-thinking strategy development. Implementing the recommendations outlined above would position Visit Malta as not only a competitive Mediterranean destination but also a responsible leader in global tourism.
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