

Executive Summary
This paper will analyse the effectiveness of the tourism policies, strategies and management implemented by the national and regional Spanish tourism boards. By analysing historical, current, and future strategies the strength of the Spanish tourism industry is evident, as highlighted by its positioning within the global destination rankings. By comparing with other countries, it can be seen that there are areas of strategy in which Spain is proactive and areas in which it is reactive, this balance allows for recommendations that will help secure the stability of Spain’s tourism industry in the future. This relates to the assignment brief of “Assessing the management needs and strategies of a global destination.”
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[bookmark: _Toc42172349][bookmark: _Toc42696292]Introduction
This paper will evaluate the destination management, strategies, marketing, campaigns, and policies within Spain. With tourism’s contribution to Spain’s Gross Domestic Product rising 4.75% from 9.85% in 2009 (OECD, 2017) to 14.6% in 2018 (Knoema, 2018) since the financial crisis in 2008, a detailed analysis will highlight the importance of strong strategies, policies and destination management to the recovery and success of the industry. Located in southwestern Europe, Spain shares borders with Portugal and France (Carr & Smith, 2020). Due to the vast size of Spain, it has three climates, Mediterranean, maritime and semi-arid, which allows for a variety of travel experiences (World Travel Guide, 2020). In the UNWTO's (2019) International tourism highlights Spain is ranked second in the number of international arrivals it receives, holding an 11.7% share of all worldwide arrivals, which contributed 73,765 million dollars to the Spanish economy. Whilst Spain has a huge draw for sun and beach tourism, with 8,000km of coastline and over 230 beaches having received prestigious awards by the Spanish Tourism Quality Institute for excellent facilities, clean and safe beaches with environmentally friendly approaches (Spain.info, 2020), it also has a lot to offer the business and culture tourism markets. According to a recent SWOT analysis (See appendix 4) Spain has an extraordinary natural, historical and cultural resources, a prime example would be that 15 Spanish cities have been declared World Heritage Sites by UNESCO (UNESCO, 2020). In 2018 the tourism industry in Spain overtook construction as an employment driver, with more than two million employed within the industry (Salvatierra, 2018).
[bookmark: _Toc42172350][bookmark: _Toc42696293]Strategy
Mintzberg (1987) states that strategy is "A pattern or plan that integrates an organisation's major goals, policies and action sequences into a cohesive whole" Having a tourism strategy will help a destination avoid business drift, survive any industry instability, avoid organisational fragmentation and support collaboration and coordination both internally and externally of the industry, this all ultimately helps the industry to stay proactive rather than become reactive. According to Tribe (2010), strategic decisions should be "complex rather than simple, integrated rather than isolated, proactive rather than reactive, involve major rather than minor change". The strategic management process has four stages, strategic intent which concerns establishing a vision, designing a mission and setting objectives, strategic formulation this looks at potential strategies and analyses the environment through SWOT or PEST, strategy implementation is the stage that develops and manages new systems and structures and the strategic evaluation analyses the performance of the new strategy (Business Jargon, 2020), see appendix 1. This will be contextualized within the example of Spain.
[bookmark: _Toc42172351][bookmark: _Toc42696294]Destination Management
According to Visit England (2020) "A Destination Management Plan (DMP) is a shared statement of intent to manage a destination over a stated period, articulating the roles of the different stakeholders and identifying clear actions that they will take and the apportionment of resources."  and is a form of strategy that encompasses, planning, development, finances, marketing, and operations. These plans are implemented to benefit the destinations tourism economy by effectively managing resources through identification and prioritisation of areas of need, strengthening the quality of visitor experience, management of social and environmental impacts and increasing the support and funding to the industry, but also to make it a better place to live through incentives such as strengthening the amenities available to both the locals and tourists, such as restaurants, public transport or leisure facilities or by increasing the accessibility to jobs (Visit England, 2020).
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“Tourism policy represents a means by which local, regional, national and supranational institutions and organisations and accomplish the adopted goals of tourism development” (Vucetic, 2009). With tourism affecting economic, socio-cultural, and environmental aspects of the destination, policies are in place to protect and effectively manage the effects of tourism on those areas (LinkedIn, 2015). 
[bookmark: _Toc42696296]Conceptualisation
These theoretical frameworks can be used to analyse the use and effectiveness of historical, current and future Spanish tourism strategies on national and regional scales.  
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[bookmark: _Toc42172355][bookmark: _Toc42696298]Historical Spanish Tourism Strategy
The Spanish national stabilization plan (1959) and development plan (1963) was the beginning of its tourism industries growth (O’Callaghan, 2020) During what is commonly known as the Fordist phase (1951- 1975) Spain’s tourism strategy was to become a mass package holiday destination (Garcia, 2014). This strategy aligns with Porter’s (1985) generic competitive strategies. During this time period, the international package holiday was relatively new, Thomas Cook & Son began promoting packages to Italy, Spain and Switzerland during the 1950s (Leadbeater, 2019). Spain's focus on becoming known as 'the' package destination was a competitive focus strategy aimed at a smaller tourist segmentation that in the process excluded other areas of the tourism market to allow for a singular focus that would ultimately become the destination's brand (Nedelea, 2014). In a recent SWOT analysis (See appendix 4) it is suggested that the package holidays “dependence on the sun and beach product” could be a weakness for the tourism industry. 
[bookmark: _Toc42172356][bookmark: _Toc42696299]Recent Spanish Tourism Strategy -Plan Renove 2009
To combat the devastating impact of the 2008 Spanish financial crisis the ‘Plan Renove' strategy (2009) was implemented. This was a program that offered tourism businesses low-interest rate loans to improve the industry by supporting small businesses and enhancing their offerings to the tourist, a set of requirements were laid out to make a business eligible for this loan, many of which regarded to creating an environmentally sustainable industry, see appendix 1 for the complete list (OEDC, 2010). Plan Renove was deemed a success in 2011 as reports suggested the recovery of the industry heavily relied on the 300 million euros available to businesses over the previous years.
[bookmark: _Toc42172357][bookmark: _Toc42696300]Recent Spanish Tourism Marketing Strategy- Horizon 2020
The ‘Spanish Tourism Plan Horizon 2020’ was developed in 2008 with the goal to “Make the Spanish tourism system the most competitive and sustainable by 2020, contributing the maximum level of social well-being” (España, 2008). This plan aimed to develop new economic advantages, improve product value to the tourist, stabilise the sustainability of the tourism model and improve the competitiveness of the destination. Each objective lays out ways in which it can be achieved, an example would be that to improve value Spain needed to emphasize the quality of what they have to offer in service, equipment and infrastructure, specifically developing an attention to detail culture regarding service, see appendix for further information.
Spain faced several challenges during the span of this strategy to become more sustainable (TURESPANA, 2012). Spain discovered it needed to reduce the seasonality of tourism demand and to overcome this they introduced the Europe Senior Tourism Program that ran between October and April to produce active holiday experiences for over 55's as a package deal, receiving over 31,000 bookings, the success of this is still seen in 2020 with current statistics showing 150,000 seniors have taken part since (EST, 2020). They also faced challenges regarding conserving and giving value to natural and cultural heritage tourism, this was tackled with the ‘Cultural Tourism Promotion’ (2010-2012), which aimed to promote cultural products including museums, performing arts, world heritage sites, the Spanish language and traditional Spanish lifestyles (IBP, 2020). On the official Spanish tourism website, the diversity of cultural experiences available ranges from a ‘Picasso Walking Tour’ in Barcelona to Doñana National Park (España,2020). This is another huge success as between 2012 and 2018 cultural tourism sites and attractions saw a 23% increase in attendance (Gerrad, 2018). 
As the year 2020 is here, Spain is now expected to release a review of its Horizon strategy, as this document is not yet available it is paramount to this paper that the researcher can review the strategy from a personal standpoint, using the Visit Wales (2016) strategy progress review of its Partnership for Growth strategy as guidance. Regarding the Horizon 2020 goal to improve Spain's competitiveness, it should be acknowledged that whilst there has only been a small percentage share increase (+0.3%) of tourist arrivals between 2009 – 2019 it has remained a key competitor within the top 5 worldwide destinations for ten years (UWNTO, 2020). They also showcase the increase in value available to tourists travelling to Spain through the diverse range of tourism products, which was one of their main objectives when the strategy was initiated. 
[bookmark: _Toc42172358][bookmark: _Toc42696301]Future Spanish Tourism Strategy- Sustainable 2030
The next strategy Spain’s tourism industry is developing is the ‘Sustainable Tourism Strategy 2030’, addressing the medium- and long-term challenges regarding socioeconomic, environmental and territorial aspects of sustainable tourism. Spain has recognised that it is no longer feasible to measure the success of its tourism model solely on the number of arrivals and that the sustainability of the model will ultimately keep the Spanish tourism industry alive (Gobierino de España, 2020). With a set goal of “laying the foundations for the transformation of Spanish tourism towards a model of sustained and sustainable growth, which allows it to maintain its position of world leadership. The new model will be supported by capacity improvement competitiveness and profitability of the industry, in the natural and cultural values destination differentials, and the equitable distribution of benefits and the burdens of tourism.” (Goierino de España, 2019). The secretary of state for tourism has moved onto stage two of strategy development, strategy formulation and has produced a SWOT analysis of the current tourism industry, see appendix 4. 
This strategy sets out five foundational objectives: 
1. Collaborative governance
2. Sustainable growth
3. Competitive Transformation
4. Tourist space, companies and people
5. Product marketing and tourist intelligence. 

It could be argued that this is a reactive strategy following in the footsteps of Nordic countries ‘Plan for Nordic Tourism Co-Ordination 2019-2023’ which sets out similar objectives including sustainable growth and collaboration of governments. This plan has a shorter span and has already reached the implementation stage (Nordic Council of Ministers, 2019). However recent reports suggest Germany has some of the world’s leading sustainable tourism practices (Climate Action, 2018). In 2016 Germany launched a national competition to highlight its most sustainable tourism destination, intending to raise the industries awareness of its impacts as well as to encourage and support the development of sustainable practices (One Planet, 2018). The criteria included assessment of the economic, environmental, social and management of sustainability issues. The finalists were rewarded with the opportunity to feature in a national advertising campaign. This helped the country to gain strategic coherence regarding their move towards becoming a sustainable tourism destination (DMU, 2017).  The Spanish strategy aligns itself with the European sustainable development goal for 2030 (European Commission, 2020), highlighting the value and importance, Spain as a country places on a sustainable future.
[bookmark: _Toc42172359][bookmark: _Toc42696302]Regional Tourism Strategies
Due to the vast size of Spain, regional strategies, policies and marketing schemes are key to successful destination management, this has been conceptualized for this paper in Barcelona, Spain. In 2019 Barcelona received 9.12 million arrivals, which was an increase of 8 million since 1990 (Statista, 2020).
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The 1992 Barcelona Olympics provided the city with a significant investment of $11.4 billion funding new roads, sewage systems and the development of a 78% increase in beaches and green areas within the city. The benefits to Barcelona's tourism industry were exponential boosting it from the eleventh best city in Europe to the sixth (Taylor, 2012). As a tourism strategy by hosting the Olympics Barcelona expanded its tourist capacity and put its name out there to the world as a leading tourist destination, during the planning for the Olympics it saw the creation of the Tourism de Barcelona consortium, which still governs the tourism industry there today. In the years following the games Barcelona boosted its marketing towards sporting events as the infrastructure was now in place to support them and marketed itself as the only major urban, sand and sun destination, due to this the city predicted a 150% rise in hotel beds between 1990- 2004 (84% rise between 1990- 2002) and between 1992-2001 an increase of 147% cruise dockings boosting it to the position of leading Mediterranean port (Duran, 2002).  The success of the destination management during this period is what has shaped Barcelona to become the destination it is today.
When compared with the effects on tourism of the London Olympics in 2012 the success of Barcelona's use of the games to increase its tourism positioning is incomparable. Whilst similarly to Barcelona, London received a boost to the number of tourist arrivals during the Olympic year, costs as high as 14.6 billion dollars occurred, and it has been suggested that no profit was made concerning the Olympics (International Olympic Committee, 2013), whereas in Barcelona costs of 9.3 billion dollars were spent predominantly on infrastructure and they ultimately made a profit of 10 million dollars (Flyvbjerg & Stewart, 2012). London followed in the footsteps of Barcelona and also ran a post-Olympic sporting event marketing strategy including a 90 million dollar conversion of the stadium to a football ground for their ‘Gold Event series’ that was equally as successful (Bond, 2013), cementing Barcelona as a proactive leader in regards to its utilisation of the Olympics to boot tourism. 
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During the diagnosis stage of preparation for Barcelona's tourism strategy for 2020, it was identified that the city was suffering from 'overtourism' (Barcelona Tourism Department, 2017). This suggests the city has passed Butlers product lifecycle stagnation stage and unless it is addressed could lead towards the decline of Barcelona as a tourism destination. Overtourism is not a sustainable practice as it impacts on all three pillars of sustainability, by addressing this issue Barcelona are already working towards the 2030 sustainability strategy. To help rejuvenate the city it was proposed that the number of tourists needs to be curbed, and the 2020 tourism policy addresses this through the accommodation sector. New policies include not issuing licences for new accommodations and regulations which reduce the number of short-term lets within the city (Responsible Travel, 2020). Theoretically, this will reduce the provision of accommodation to tourists and therefore limit tourist numbers, however, this could also lead to illegal lettings and accommodations that aren't regulated which could ultimately impact the destination image and cause it to fall from 5th highest ranked tourist city in the world (Catalan News, 2019). This plan has many other programs that aim to return Barcelona to being a sustainable tourist destination that values the social, economic and environmental on an equal plane, see appendix 5.
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The future of Spanish tourism was threatened by the 2017 terror attacks in Barcelona and Cambrils, in which fourteen people died (Zhou, 2017), leading to Spain raising its threat level to severe and travel advise warned tourists to avoid high-risk areas, in response, they released a 2017 National Security Strategy and an updated Counter-Terrorism Strategy in 2019 which centres around preventing, protecting, persecuting and preparing a response for any future terrorist attacks (Gobierno De Espana, 2019). In early 2020 the invisible attack of COVID-19 threatened the worldwide tourism industry. Whilst it is still too early to comment on the specific impact on Spain's tourism industry, in April 2020 Spain lost 90% of air connectivity, which accounted for a loss of 11.5 million seats and saw an 87% drop in flight searches to Spain (Rokou, 2020). With tourism and hospitality businesses slowly reopening with much lower capacities the economic impact for European countries including Spain that heavily rely on tourism may be devastating (Henley, 2020).
The author has made the following recommendations to improve the strength and resilience of Spain’s tourism strategies, policies, and destination management. 
1. Whilst the package holiday put Spain on the map it has so much more to offer and it may strengthen its destination management to further focus on its niche tourism products including its golf tourism which has already been part of a successful marketing strategy and its religious festivals as Spain has so much to offer including its world-renowned Semana Santa celebrations.
2. With the significant loss of tourism levels due to COVID-19, in the future, Spain may need to implement similar strategies that were used in the 2009 plan renvoe to bail out businesses that are damaged by the loss of tourism.
3. With so much money being spent on Barcelona’s infrastructure in preparation for the Olympics they may now want to look at the technological advances available to the industry as their base product is well established, specifically the use of social media within its marketing strategy as current offerings are minimal, perhaps a campaign similar to the Visit Wales #EPIC (Inspiretec, 2020). 
4. With plans already in place to combat overtourism within Barcelona through accommodation, they may also benefit from evaluating other options including limiting flights and reducing seasonality by marketing the highlights of out of season events. They may also wish to look to Amsterdam for inspiration on creative solutions that aren't prohibitive strategies, such as the 'Discover the City' app which notifies the tourist when a certain attraction is very busy and offers lesser-known alternatives, to diversify the tourist attractions (Caffey, 2017).
5. To further their future sustainability program, it might be advisable to assess the policies and competition that took place in Germany to improve awareness of their tourism industry as discussed above.

The worldwide future of tourism is currently in an unstable position but proactiveness and cohesiveness of National and Regional tourism boards in Spain will ensure a swift and stable return to normalcy through effective policies, strategies, and management. 
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Appendix 4
	STRENGTH
· Extraordinary tourist, natural and historical and cultural heritage resources. Spain is the leader in the number of blue flag beaches, the second country in the world in declared cultural historical heritage protected by UNESCO (World Heritage humanity). It is also the European leader in protected natural areas adhering to the European Charter for Sustainable Tourism; and leader in Biosphere Reserves.
· An excellent sun and beach product, in which Spain enjoys a magnificent positioning in its natural markets in Europe. World leader in tourism vacation.
· Excellent climatology, geographical proximity and high connectivity (especially air) with the main issuing markets.
· A very appropriate lifestyle for the tourist experience. Wide offer of entertainment and leisure.
· High fidelity of international tourists with a repetition rate in their holidays to Spain higher than 80%.
· High levels of quality and service of the tourist offer. Good value for money.
· Critical infrastructure such as airports, roads, trains and ports adapted to use tourist recognized for its quality.
· High levels of security throughout the territory and quality public services. Very especially health care.
· Public-private ecosystems highly experienced in the exercise of their responsibilities.
· Great professionalism of the workers in the sector.
· Large and medium-sized cities consolidating as short break destinations , with good internal connection and with Europe

	WEAKNESS
· The dependence on the sun and beach product. A product that works extraordinarily well and it should be empowered to make it more efficient in the face of possibility of losing profit margins.
· The great dependence on certain markets. The United Kingdom, France, and Germany they represent more than 50% of international visitors. Currently, they are developed plans to attract other markets, with positive results, but proportionally small.
· The high seasonality in the consumption of the Spanish tourist offer, derived, largely measure, from previous dependencies.
· The saturation of the citizen space of some urban destinations. According to the INE, of the total of 1,800,000 hotel beds throughout the territory, 330,000 are in cities, a number that has remained stable in recent years against the growth of the 50% per year experienced by the supply of tourist homes. In the main cities in the country, the number of places in housing for tourist use may exceed that of hotel beds since 2016.
· The obsolescence of some pioneering holiday destinations that affects their competitiveness.
· The untapped potential of tourism in rural areas, despite the fact that Rural accommodation companies have tripled in the last 15 years, to 17,000 tourism continues unconsolidated as a viable economic alternative for many inland territories.
· The digital divide, which excludes many SMEs from tourism, either because they do not are visible in the digital space, either because they are unable to meet the demands of the new connected client.
· The new platforms, which have pulverized the tourist models of our cities and destinations.
· And finally, the progressive precariousness of working conditions in the sector, which they especially affect women.


	OPPORTUNITY
· The increase in international and national demand.
· Improved connectivity.
· The appearance of new highly experiential demand segments.
· The development of new tourist products and the developed digital environment for your promotion and consumption. A powerful tourist offer has been developed in cities and in the rural environment, with high levels of quality, but its weight in the tourist balance is still little.
· Market diversification with the incorporation of emerging markets such as Asians, who prefer alternative products to the sun and beach, and for whom Spain is an attractive proposal, with a capacity for improvement in its positioning.
· The importance of the tourism sector as a vector for the development of the SDGs 2030 and the call from the international community to join them as a strategy.

	THREATS
· Brexit, which will involve a change in the legal situation of residents in our main tourist market.
· The tourist recovery of competing destinations in the Mediterranean.
· The foreseeable pressure of demand on infrastructure, natural resources and destinations as a result of its growth.
· Competition in the allocation of resources, mainly economic, for attend to the necessary modernization of the system.
· Climate change, and its impact on water resources, coastal destinations and climatology.
· The progressive depopulation of rural areas, and the education and training of people who have to attend the tourist sector.
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