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Abstract

The rise of new business models based on shared content and experience has required tourism destinations to
adopt appropriate tools for the construction and promotion of their identity based on sociality, emotions,
interaction and connectivity. The aim of this paper is to analyse actors, actions, processes and relations related to
the adoption and development of storytelling practices in tourism destination management, analysing critical
aspects linked to the generation of content and the narration of territories. As an attempt to understand the
processes of innovation and value-creation underlying the development of storytelling in destination
management (“destination telling”), the Service Dominant Logic, and the actor-network theory interpretative
framework have been adopted. The study was conducted following the qualitative methodology of multiple case
studies. In view of the interviews and the analyses conducted, Destination Telling preconditions, contents,
managerial criteria and outcomes have been identified, in reference to each of the three stages (“planning”,
“narration” and “assessment”) the process has to be split. Finally, managerial implications for an involving
construction and sharing of stories to happen have been examined and discussed.

Keywords: collaborative practices, destination management, destination marketing, DMO, network, storytelling,
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1. Introduction

In managerial literature, tourist destination is defined as a geographical space in which exists an <accumulation of
tourist resources and attractions, infrastructure, equipment, service providers, other support sectors and
administrative organizations, whose integrated and coordinated activities provide customers with the experiences
they expect>>(Wang, 2011, p. 2), that is to say: an appealing sum of products, services and activities variously
arranged in a geographically defined space but recognised as a unified offer by the tourist’s experience of it
(Franch, 2010).

In these terms, destination management strategies are called to predict the development of “offers™ or, better,
“value propositions” that create a total experience for the customer. In fact, the transformation of product
economies first into service economies and then into experience economies (Vargo & Lush, 2014), the
characterisation of the contemporary era as a data-intensive age (Gerlitz & Helmond, 2013) and the rise of the
mobile channel, with personalization and peer-to-peer travel services being the main disruptors (Lucarelli & Olof
Berg, 2011), are all made such an experience to be actively constructed by each tourist, through personalized
interaction.

In more detail, a new tourist can be identified, who creates value not only for him/herself and the company, but
also for other customers as he/she often shares his/her travel experience in online social networks (Shaw, Bailey,
& Williams, 2011), This, in turn, has marked the rise of business models based on continuously reconfigurable
collaborative relationships and networking, leading to a significant reassessment of the role of the brand from a
question of “image” to one of “relationships”, from “control” to “collaboration”. Namely, from a “lovemark”
(Roberts, 2005), understood as “something that is loved” in that it is the expression of precise inspirational
values, the brand has evolved into a “wikibrand” (Moffit & Dover, 2012), i.e. “something in which one
participates”, an incontrovertible sign of interaction and integration with the consumer, able to bring benefits in
terms of distinctiveness, profitability, and the ability to develop innovation and make people live memorable
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experiences (Prebensen, Chen, & Uysal, 2014).

When viewing tourism in this light, customers become co-producers in the tourism experience as they are not
merely interested in buying the product but also buying the stories behind the product (Woodside & Megehee,
2010).

In this regard, it is of interest to observe that McCabe and Foster (2006, p. 196) recognised that <tourist
experiences are essentially ‘stories’ about events, places and people», while Chronis (2012, p. 445) noted that a
story «transforms an otherwise indifferent space into [an] attractive tourist destination>»

In order to reach this goal, and to face the ever-increasing competitive pressures, such a destination is expected
to be constantly active and resilient; smarter in defining a well thought-out wikibranding strategy; more open and
connected with its stakeholders; and more skilful in drawing on its brand assets as a lever for creating value and
winning loyalty by means of participation and engagement. Hence there is a need to use creativity and
experiences as a source of differentiation (Tan, Kung, & Luh, 2013), and to promote tourism destinations’
identity by such means as sociality, emotions, interaction and connectivity (Russo Spena, Colurcio, & Melia,
2013).

Today, Destination Management Organizations (DMOs) are increasingly adopting storytelling — or <the
interactive art of using words and actions to reveal the elements and images of a story while encouraging the
listener’s imagination», according to the definition by the National Storytelling Network (2011) — in order to
involve, entertain and activate the participation of actual and potential visitors. However, to the authors’
knowledge, the managerial literature has considered storytelling only by emphasising its connection to product
development (Mon Hippel, 1986), the provision of memorable experiences (Mossberg, 2008; Martin & Woodside,
2011; Campos, Mendes, Oom do Valle, & Scott, 2015), which also serves to build customer satisfaction
(Prebensen, Kim, & Uysal, 2016) and customer loyalty (Lichrou, O’Malley, & Patterson, 2008).

The processes and ways in which storytelling contributes to the development of a tourism destination are still
poorly studied, as are the effects of the joint construction of a story in terms of increasing the capacity of a
destination’s stakeholders for cooperation. As a result, the issue of modelling storytelling in destination
management and linking it to the marketing outcomes remains a challenge for researchers.

Based on such considerations, this paper aims to: a) study the key factors and practices of storytelling in
destination management, analysing critical aspects relating to content generation and place narration by both
managers and users; b) test the hypothesis that the application of storytelling to destination management
activities (what we refer to here as “destination telling”) could represent a fundamental managerial tool not only
outside but also within the destination itself, as it supports the construction of the destination identity and
enhances the stakeholders’ capacity for cooperation; ¢) model destination telling managerial practices, by
identifying the actors, actions, processes and relations linked to the generation of content and the narration of
territories by both managers and users. To this end, the value co-creation perspective (Prahalad & Ramaswamy,
2004; Cabiddu, Lui, & Piccoli, 2013; Roseira & Brito, 2014) and Service-Dominant Logic (Lusch & Vargo,
2006, Granroos, 2008; Polese & Di Nauta, 2013) are adopted, and combined with the actor-network theory
interpretative framework (Latour, 2005; Lugosi & Erddyi, 2009; Van der Duim, Ren, & J&hannesson, 2013).

2. Managing Storiesand Networks for Value Co-creation

Ever since the studies of “organizational sagas” (Clark, 1972) and “epic myths” (Mitroff & Kilmann, 1975),
narration has been considered one of the oldest and most effective devices for the creation, interpretation and
consolidation of identity, used by companies and individuals to confer sense and meaning on one’s experience
(Barthes, 1964). Indeed, on the one hand, by means of clarification, narration makes the participants’ knowledge
and experiences explicit (Snowden, 2001) and sets out common interpretative coordinates for events, choices
and behaviours, which in turn construct new forms of organisational knowledge that are able to orient people’s
acts. On the other hand, by means of disseminating knowledge, narration influences the development of
networks (Cross & Parker, 2004), subjecting the organization’s relational capital to an analytical process that
allows the identification of the most successful managerial practices (Mossberg, Therkelsen, Huijbens, Bjgk, &
Olssen, 2010), guarding against the threat of oblivion (Bruner, 1991).

Deweloping as multi-authorial and de-institutionalised forms of communication that are able to integrate
cognitive and emotional elements (Chronis, 2012), when applied to the business context (i.e. the DMO), stories
come to life in an iterative “dialogic loop” (Kent & Taylor, 1998), in which the public of reference are not mere
recipients in a one-directional process, but actors that participate in the construction of (destination)
conversations, which are designed to both identify and represent the culture, values, habits and traditions of the
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community living in it (i.e. the destination), in a symbolic but original way (Lugosi, 2014). That is to say, to
stimulate the development of a representative, distinctive and attractive identity (Woodside, Sood, & Miller,
2008) that can also be perceived as “authentic” by potential customers (i.e. visitors) (Wang, 1999). This has the
purpose of:

a) capturing the attention, conferring a distinctive personality on the organization (i.e. the destination)
brand (Crouch & Ritchie, 1999), while making it highly desirable and memorable (Chronis, 2005);

b) involving the participants, in that they immerse the narrators in the stories of their characters, with
whom they identify (Tussyadiah, Park, & Fesenmaier, 2011);

c) prompting the readers to act (i.e. to visit) on their own initiative, enabling a highly personalised
experience of the product (i.e. the destination offer) (Suvantola, 2002);

d) favouring the de velopment of emotional “loyalty” connections that can act positively on the consumer’s
memory (McGregor & Holmes, 1999) and on his/her ways of learning, by stimulating expectations with regard
to the outcome of the story (Denning, 2006);

e) making customers “delight” in and achieve deeply satisfying levels of sense making (Pera, 2014).

In these terms, the participatory narration of experiences while living the destination (the proper trigger of
storytelling) can be analysed through the collaborative innovation perspective, which has been widely discussed
by both marketing and managerial literature (Franke, von Hippel, & Schreier, 2006; Fuller, Jawecki, &
Muhlbacher, 2007). A perspective where the distinction between "producers” or “active players” and “consumers”
or “passive audiences” disappears, as value is not only created by the seller who delivers it to the buyer.

Rather, in most cases it is co-created by both parties through collaborative processes that involve the access to
mutual resources and capabilities as well the coordination of such resources and capabilities (Grénroos, 2011;
Day, Fawcett, Fawcett, & Magnan, 2013). A perspective in which all the actors who participate in the process of
value creation (companies, employees, consumers, social partners and all other parties with an interest in sharing
operationally available resources each according to their specificities and needs) are no longer seen as mere
suppliers of goods and services, but as systems, constellations, or networks of resources and expertise working
together, with a view to mutual exchange and benefit. Then, the act of narrating, or reading, or sharing stories
makes the consumer (i.e., the visitor) the key player in the value-creation process (Payne, Storbacka, & Frow,
2008), while (DMO) managers have the task to support it and foster with adequate services, by leveraging the
deep knowledge of the product/service (i.e. the destination) while in use by the consumer and, therefore, by
leveraging his experience, history, and location.

As tourism destinations are characterized by multi-scalar and multi-level stakeholder networks - including
destination management organizations (DMOs), public administration at municipality or regional level, public
and private attractions, various types of tourism-related service providers and actual storytellers, all of them with
different interests and agendas - managing such inter-organizational relations has proven crucial (Therkelsen &
Halkier, 2010).

However, in order to reach this goal, participation is a necessary but not sufficient condition: as highlighted by
the Service Dominant Logic (MVargo & Lusch, 2004), value is the result of both "operant” and “operand”
resources, which have to be combined through commitment, integration, and mutual communication, in a
holistic perspective.

It arises the need to ensure the broadest possible consensus and to make stakeholders acknowledge the
legitimacy of the destination management’s actions (Wang, 2011), which in turn leads to new opportunities and a
greater level of effectiveness, which would not have been achieved by the stakeholders acting alone (Bramwell
& Lane, 2000). In detail, stories create conversations that highlight, by means of metaphor, the destination’s
tangible and intangible assets (lazzi, Rosato, & Gravili, 2015), making it possible to find innovative managerial
solutions and combine profitability with sustainability (Carrubbo, Moretta Tartaglione, Di Nauta, & Bilotta,
2012), understood as the safeguard of the cultural heritage and values of the destination and its residents (Ryan,
2002; Alkier, Milojica, & Roblek, 2015).

In fact, storytelling enables the destination’s stakeholders and residents to rethink their experiences and actions,
reconstructing their meaning to share the same vision and values, and highlighting their potential for
development in accordance with a common interpretative approach (Rasmussen, 2005). This in turn generates
trust and commitment (Barone & Fontana, 2005), encourages cooperation (Herskovitz & Crystal, 2010), makes
potential visitors group the lived or liveable experiences into themes (Pine & Gilmore, 1998), and creates a
tourist offer that will be perceived as a rich but unified range of products/services (Bramwell & Lane, 2000),
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eliminating any distortions and/or discrepancies (Hsu, Dehuang, & Woodside, 2009).

In this perspective, the application of storytelling to destination management (what we refer to as “destination
telling” — DT) consists of seeking and fostering social and emotional interaction and connectivity (Papadatos,
2006), which leverage participatory processes even from a Service-Dominant perspective and makes activities
such as collaborative projecting and “content communitying” the preferred channels for the construction of a
common ethos, able to spread rapidly through different social circles.

3. Methodology

As an attempt to understand the processes of innovation and value-creation underlying the development of
storytelling in destination management, as well as to analyse the actors, actions, processes and relations linked to
the generation of content and the narration of territories by both managers and users, the actor-network theory
interpretative framework (Latour, 2005; Lugosi & Erddyi, 2009; Van der Duim, Ren, & J&annesson, 2013) has
been adopted.

The conceptual framework and other extended issues relating to DT have been developed based on previous
theory as well as multiple interviews with destination staff, business representatives and (online) community
members at four destinations in Italy, in accordance with a multiple case study qualitative approach (Yin, 2013).

To this end, after a preliminary literature review, an on-desk survey of all (20) Italian DMOs was undertaken,
looking at cases of DT practices. This survey rewvealed that not all the (12) monitored projects could be
considered suitable exemplars; then, each of them was evaluated in detail, specifically assessing:

a) the degree of innovation (Nowvelli, Schmitz, & Spencer, 2006; Aquilani & Abbate, 2015);
b) the ability to highlight the potential of tools based on Web 3.0 (Ferrari, 2015);

C) the ability to develop long-term horizontal participatory processes (Bailey & Koney, 2000; Saxena,
2005);
d) the ability to integrate on- and off-line promotional activities (Fog, Budtz, Munch, & Blanchette, 2011).

The performance of each criteria was measured on a 5-point Likert scale (1 = very poor, 5 = very good), in order
to compare DT processes’ effectiveness against competitors.

Howeer, it would be problematic if the performance results were aggregated and used directly as a measure of
DT effectiveness, because variance exists in the degree of complexity associated with them. As a solution, the
degree of complexity was rated, based on managerial literature, on a 5-point Likert scale (1 = not complex at all,
5 = very complex), in order that the more complex criteria applications to be weighted more compared with their
less complex counterparts. Then, the effectiveness score in each criteria was finally calculated by using the
product of the rated value of performance and complexity (i.e. effectiveness = performance xcomplexity), and a
rank was obtained.

With this model, if for instance one DT project performs fairly well only in with complex criteria, its overall
effectiveness score should not be very high from the perspectives of value co-creation processes or available
(operand and operant) resources allocation effectiveness. In comparison, project implementing more complex
applications should obtain high effectiveness scores. In detail, the latter were obtained from the following
regions: EmiliaRomagna, Puglia, Umbria and Friuli \Venezia Giulia.

A series of in-depth interviews (about two hours each) with different managers of the DMOs promoting the
specific projects of interest, as well as with among-industry representatives and both online and offline
community members were conducted, in order to identify relationships, functions and challenges arising from
the development of DT projects, as well as to test the hypothesis that the application of storytelling to destination
management activities could represent a managerial tool not only outside but also within the destination itself.
The interviews were transcribed, codified, and analysed. Data saturation (Glaser, 2002) was achieved after
conducting in-depth interviews with 7 DMO managers and 30 among-industry representatives, online and offline
community members over a four-week period (see Table 1).
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Table 1. Sample description

Stakeholder Sector Position Age
1 Regional DMO Director 45
2 Regional DMO Director 40
3 Regional DMO Social Media Manager 30
4 Regional DMO Community Manager 32
5 Regional DMO Social Media Manager 35
6 Regional DMO Social Media Manager 30
7 Regional DMO Director 43
8 Accommodation (hotel) Social Media Manager 38
9 Accommodation (holiday farm) Social Media Manager 33
10 Accommodation (hotel) Owner 36
11 Accommodation (holiday farm) Director 31
12 Accommodation (hotel) Director 50
13 Accommodation (Convention service) Owner 53
14 Accommodation(b&b) Social Media Manager 51
15 Incoming Director 48
16 Incoming Owner 46
17 Incoming Owner 49
18 Attractions Director 46
19 Attractions Director 41
20 Attractions Communication Manager 39
21 Arts and culture (archeological park) Director 52
22 Arts and culture (museum) Social Media Manager 43
23 Arts and culture (museum) Director 57
24 Axrts and culture (museum) Content Manager 35
25 Events organization Actistic Director 44
26 Events organization Social Media Manager 33
27 Events organization Owner 49
28 Events organization Social Media Manager 29
29 Non-profit Director 37
30 Non-profit Social Media Manager 33
31 Retail Owner 61
32 Retail Director 54
33 Travel blogger 37
34 Travel blogger 31
35 Travel writer 43
36 Press agent 56
37 Travel Journalist 44

Then, a conceptual framework of Destination Telling was drawn up, in order to make explicit the contribution of
storytelling to the broader process of tourism destination management. In detail, the theoretical model was
defined by three major constructs (besides an analysis of DT contents in themselves), with the emphasis on the
nature and dynamics of DT marketing. These include: (i) the activation construct, which refers to those elements
without which the narrative, social and environmental conditions for stories to flow could not be delineated; (ii)
the stage construct, which captures the actors, dynamics and infrastructure of DT processes; and (iii) the
outcome construct, which describes the consequences of DT activities.

Finally, managerial implications for an involving construction and sharing of stories to happen were examined
and discussed.

This ensured consistency with the objectives of the study and provided substantial clues to the nature of the
phenomena, even with reference to their ground, accuracy, and generalization (Eisenhardt & Graebner, 2007).

4. Destination Telling: A Conceptual Framework

The results of the interviews conducted show that DT, as a form of narration, is characterised by multiplicity and
interactivity, which both involve all the key elements of textuality — themes, characters, tools and resources - and
by a high degree of dynamism and inclusivity in the creation and use of what is narrated, which always makes
“the teller” and “the reader” switch their roles, in a deeply empathic loop.

This is achieved via the development of a collaborative process that is both broad and deep, informal and among
equals, but does, however, require the presence of an “authority” that guides it from a long-term perspective. The
absence of such an authority may result in a more limited willingness among narrators and readers to engage in
dialogue —an essential condition if narration is to succeed.

In this regard, DMO management is called upon to act as catalyst and facilitator: on the one hand, it has to gather
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the demands of the destination’s stakeholders (i.e. Operators, Residents, and Public Institutions), activating
participatory processes founded on listening; on the other, it has to create platforms for the involvement of the
stories’ potential ‘“readers”, as well as for the management of relations and feedback. And it is precisely the
development of these platforms, characterised by a high level of transmediality (Jenkins, 2006), which enables
the management to encourage participation in the narrative process, to activate dialogue among various authors
and readers, and thereby to participate itself inthe narrationas a proper actant (Figure 1).

ACTIVATION STAGE OUTCOME
DMO Actual :
managers tourists :
encourage Oiiitises \ / community
gather L experience
Potential P
: . tourists
. 3 of ey g V7 o3 : y
sisvile teller dialogue reader : emmoiion
empathy :
participate . fun
Public :
g Institutions :
. Residents Online :

community

Figure 1. Destination telling dialoguing loop: actors and relations

Indeed, DT aims at the construction, around the destination, of an ecosystem of meaning, where each subject
involved in the shared narration of content and services — a narration that, as a matter of fact, acts as a proper
form of planning — suggests a possible way of experiencing the destination itself, potentially exploitable in terms
of promotion and marketing.

Both DMO managers and community members agree that the process that leads to the construction of such an
ecosystem consists of three essential stages (planning, narration and assessment of results) and it cannot begin
without first meeting certain fundamental requirements, including:

a) the adoption of an attitude of honesty and respect for the ideas thus gathered (an attitude which is strongly
required by online community tellers and readers), recognising the creative contribution of each of the
participants in the narration, which starts with the realisation that they are the ones who confer rhetorical force
on the story, in that they infuse their personal stories, motivations and choices.

b) the creation of empathy, which allows the management of the destination to draw on the storytellers’
collective intelligence, with the aim of generating innovation, providing increasingly memorable experiences and
thereby maintaining the competitiveness of the destination itself (Tung & Ritchie, 2011).

During the planning phase, the objectives of the storytelling activity and the theme of the story to be told are
identified, the narrative framework (e.g. characters, media, timing, literary genres, etc.) is set (Note 1) strategies
to attract and maintain interest are drawn up (this, because of the secondary role played by incentives of an
economic nature), the servicescape is established (Booms & Bitrer, 1981), and the key players who are able to
activate the growth — both sequential and intertwined — of the narrative units are identified. Destination managers
do this by selecting, on the basis of the destination’s resources, the most interesting ideas to propose, with the
aim of suggesting, during the narration phase, new points of view and/or relations between characters, thereby
prompting the storytellers to deploy special narrative effects that can draw the interest of readers and induce
them to keep reading. It is via this growth that ideas proposed by some users are taken up and developed by
others, making use of the pleasure that people feel when cultivating their own interests and transmitting to others
the results of their intuitions.

Listening carefully to the passions, interests and needs of current and potential consumers is also useful, from
DMO managers’ and business operators’ perspectives, for identifying first and foremost the conditions of
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credibility of the narration and, subsequently, the narrative cores that are most compelling for the public. It is on
these that the narrated stories will be developed by means of a series of touch points that can positively influence
the perceptions, actions and relations between storytellers.

However, in order for this to happen, the “authority” that makes the narration flow from a long-term perspective
needs to be aware of the bidirectional, multi-modal, modular, authentic and non-extemporaneous nature of DT,
as properly managerial criteria.

e Bidirectionality refers to the situation in which the destination manager and the tourist (current and/or
potential) continuously exchange the roles of reader and (co)author, sender and recipient of the message.

e Multimodality is the case in which each user, like a modern bricoleur (Levi-Strauss, 1964), can — at any
time, on the basis of his or her specific needs and interests — recreate the touch points on which the
narration is based, and can thereby experience the destination’s resources in a highly-personalised way. It is
therefore not a question of a merely “additive” activity or one that affects only the narrative forms and
structures, but of a different system of signifying that is able to make full use of the transmedial dimension
via which the narration dewvelops, and to create narrative sub-plots, designed for particular niches of
consumers/readers.

e Modularity is an expression of the shift away from the canonical scheme, which is linear and
mono-authorial. In contrast, with modular narration, each story takes shape as the result of a broader
sequence of stories. As the narration proceeds, the individual tales of the users are configured as separate
objects that can also be selections, adapted and combined to meet the need for a personalised aesthetic
experience.

This enables us to better understand the notion of authenticity, as the narrated stories construct tools for the
effective representation of the self (Kim & Jamal, 2007). This is also shown by the fact that the narrators rarely
use pseudonyms, choosing rather to appear in the stories in which they are characters with their own names. In
this sense, participation in the narration is <easily at hand and simple to use>[Lundby (2008), p. 4], because it
draws directly from one’s own personal experience; the act of narrating one’s lived experiences thus becomes
one of the preferred ways of attributing meaning to a mass of available information, as well as a way of
constructing — fulfilling from the recreational point of view — a universe of meanings that are shared by the
members of the community, which is then defined precisely inthese terms.

However, DMO managers and operators agree that the effectiveness of this activity is closely dependent on
careful planning (hence its non-extemporaneous nature), which is also necessary in order to reduce the risks
arising from the redistribution, in accordance with the principles of democratic empowerment, of processes that
were once the exclusive prerogative of destination management, which could then lead to the loss of full control
over the destination’s identity.

The actual launch of the narration enables the content of the six Ws (D’Autilia, 2013) — Who, What, Where,
When, Why and While — to be made explicit, so as to amuse and intrigue narrator and reader alike, and abowe all
to make them feel emotions by deploying the following strategies identified by Fontana (2011):

Penetration, understood as the ability of the narration to enter the readers’lives;

Multiplicity, i.e. the plurality of communicative channels and media on which the narration is provided;

Construction of a world that is able to become an integral part of the ‘real” one;

Extractability, understood as allowing the reader, via the story and its characters, to identify new lines of
development of his or her own identity;

e Seriality, which means that the segments of stories that constitute the main narration can be opened up, closed
and reopened, not only within the same medium but also between different media;

e Subjectivity, i.e. inducing the reader to see the story through the eyes of a character, in order to obtain a greater
identification with what is being narrated;

e Performance, understood as the activation of a community around the narrated object.

Thanks to the immediacy, apparent simplicity and originality of the story, the words, images and sounds through
which the narration unfolds thus become the expression of the culture, ethics and values — in addition to the past
relational investments — of the destination’s internal (typically: the DMO, the public and private operators, the

community of residents) and external (the current and potential tourists, as well as the communities of users
already active online that often act as “catalysts”) stakeholders.
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It is precisely these aspects that makes it necessary to conduct a systematic and neutral survey, in order to
determine the degree to which the story has actually involved the users and supported the DMO in the pursuance
of the desired goals. So, the assessment phase is based on such activities as the analysis of conwversations,
ethnographic observations, mapping of social graphs and influencers, and measurement of engagement, whose
results will then be shared among the destination’s internal stakeholders.

For these reasons, the monitoring must be conducted by the DMO in compliance with the principles of
transparency (seen in the clarity of the criteria and the tools used to verify effectiveness and efficiency in the
pursuance of the desired benefits), meaningfulness (i.e. the relevance to strategic decision-making of the
parameters used for assessment), reliability (manifested in the adoption of clear, objective and werifiable
assessment parameters), circularity (i.e. dissemination of the results of monitoring to all the actors of the DMO)
and the continuity (or constant periodicity) of the surveys.

Therefore, in view of the interviews and the analyses conducted, Destination Telling can be systematized as
described in Table 2. In detail, preconditions, contents, managerial criteria and outcomes are identified, in
reference to each of the three stages (“planning”, “narration” and “assessment”) the process has to be split.

Table 2. An integrative framework for destination telling management

STAGES
Planning Narration Assessment
PRECONDITIONS e Honesty e Immediacy o Neutrality
e Respect o Simplicity o Systematicness
e Empathy o Originality o Willingness to share
CONTENTS o  Objectives e Who o Conversations
e Resources e What e Social graphs
o Key-players e Where ¢ Influencers
e Touch point e When e Engagement
e Conditions of credibility e Why
e While
MANAGERIAL e Bidirectionality e Penetration e Transparency
CRITERIA e  Multimodality e Multiplicity e Meaningfulness
e Modularity ¢ Construction of a world ¢ Reliability
e Authenticity o Extractability e Circularity
¢ Non-extemporaneity o Seriality o Continuity
o Subjectivity
e Performance
OUTCOMES o Narrative framework e Stories e Service experience
e Engagement strategy e Common values o Visibility
e  Servicescape e Shared ethos o Destination image

In these terms, and in order to strengthen destination identity while promoting it significantly to a wider audience,
DMOs should focus their storytelling strategies on the integrative framework and not on single encounters,
tailoring marketing actions to specific stages inaDT management process.

5. Managerial Implications

We have described DT as a multi-authorial process that, by creating a proper ecosystem of meaning, can provide
the DMO with elements of knowledge useful for consolidating the value of the destination brand from the
perspective of co-creation. In fact, if stories get «the brand to work coherently and consistently because [...] pull
together pieces of a picture into a more emotional and meaningful whole> [Douglas (2009), p. 23], this is
particularly true when we consider that a tourism destination is a complex entity driven not just by competitive
dynamics with regard to the world outside it (the destination vs. its competitors), but also by those practices
which, ina context of co-opetition, develop within it (Wang & Fesenmaier, 2007).

Therefore, it is increasingly necessary to develop managerial actions based on the understanding of the informal,
collaborative and network dimensions underlying the narrative process, an additional aim of which is to
configure participatory models of governance that are based on flexible structures, in which information flows
easily, in a framework of continuous learning. This, by transversally applying, in each of the essential stages
(planning, narration and assessment) the construction and sharing of the stories, consists of a proper storytelling
management, which may be understood in three ways:

e interaction management, here defined as the ability to dewvelop horizontal and collaborative processes
among all subjects potentially involved in the narrative project;
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e  content management, understood as the ability to make the best use of the storytelling skills of the narrators,
with the aim of increasing the emotional link with the destination itself by making the stories about the
destination attractive and compelling;

e crisis management, seen in the ability to respond in a personal, rapid and effective way to all claims and/or
comments that might damage the destination’s brand value, in order to neutralise any negative word-of-mouth
publicity and prevent such judgements being repeated inthe future.

As observed, DT can act as an innovative, relevant and effective management tool not only in reference with the
relationship between destination as a whole and its external stakeholders, but also in defining relationships
among all the different kind of subject working within it.

In particular, when appropriately governed by the DMO, these practices allow to enhance the contribution of the
various stakeholders in enhancing destination identity and, in this way, in strengthening the sense of belonging of
each personinvolved in the process of destination development.

Indeed, by emphasising the elements of interactivity, involvement and participation implicit in narrative practices,
it is possible to develop long-term inclusive and collaborative behaviours that are able to increase the brand’s

online recognisability, fuelling viral word-of-mouth phenomena, as reflected by the interviews conducted. From
the content of these stories it is also possible for the management to draw more specific indications concerning

the needs, desires, expectations and experiences of their targets of reference (both internal and external), which

they can make use of when it comes to the construction of the integrated tourism product, enhancing the

distinctiveness and competitiveness of the destination.

Destination telling management Stages Benefits

Interaction management ' ( for DMOs ]

the ability to develop horizontal and | destination || investments | | competitive

(1) Planning

collaborative processes among all L image ness
subjects potentially involved in the
narrative project | awareness || visibility ||cooperation
distincti- WOM | sustainability
™ Veness

Content management

the ability to make the best use of the )

storytelling skills of the narrators, with | (2) Narration ] for Tourists

the aim of making the stories attractive ' ] '
and emotionally compelling

| personal sense || community
growth making affiliation

Crisi . experience || identifica reputation
risis managemen .

| : tion s :
the ability to respond in a personal, (3) Assessment | delight citizenship

rapid and effective way to all claims
and/or comments that might damage the
destination’s brand value

emorability

Figure 2. Destination telling management, stages and benefits

In this sense, the shared construction of stories favours the development of lasting relationships, which can boost
operational efficiency in relations with stakeholders, even at the intersectoral lewvel. In fact, the analysis
conducted clearly shows that one of the elements that most strongly influences the contribution of DT to a
broader process of destination development is precisely the nature of the relations that are established between
the public and private actors operating within it.

In addition, stories provide a real framework within which to aggregate the entire destination offer, guaranteeing
comprehensibility, uniformity and consistency to all the promotional and marketing activities developed by the
various subjects operating in the DMO. In these terms, while one of the main objectives of the adoption of DT
practices is to provide a more intense and richer user experience of the destination, it is also true that the shared
development of stories helps to perpetuate and safeguard its cultural and environmental heritage.
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Finally, it must not be forgotten that today’s always-connected travellers seek information and assistance not
only before, but even during their trips. This results in a shift of focus for tourism operators from the time of the
booking to that of the travel and staying, in order to become mobile travel assistants. Then, through DT DMOs
can offer consumers versatile and culturally appropriate experiences, both online and offline, not only by
showing the multitude of travel options, but also by offering — through stories — trusted reviews and accurate
local information.

In these terms, DT acts as a value co-creation catalyst at all stages of the buying process, including post-purchase,
which supports both the DMO and storyteller in the pursuance of the desired benefits. On the basis of the data
collected, with regard to destination, such benefits can be assigned to three macro-categories: the construction or
consolidation of the destination’s image, with due consideration of de-seasonalisation; its visibility, given the

reduced investment in communication (compared to the budget necessary for a traditional media campaign); and

the construction of a user service/experience that is increasingly fulfilling and memorable. On the other hand,

through participation in the narration process, customers are supported in their personal growth, in achieving

deeply satisfying levels of sense making, and in gaining reputation and credibility in community affiliation, by

feeling like proper citizens (Figure 2).

6. Conclusions

The analyses conducted allowed to depict a conceptual framework of Destination Telling where subjects,
relations, and operational logic are identified, in order to ensure effectiveness and efficiency in its application in
terms of destination management.

In detail, they have shown that the application of these tools can become useful to destination management
practices both in the relationship with external stakeholders, and in the key of innovative communication and
relationships with internal stakeholders, as they strengthen those aspects of destination identity building and
promotionwhichare at the base of the whole enhancement processes.

The adoption of storytelling in the overall destination management plan will on the one hand support the
marketing information system, making it possible to obtain useful information on the development of a
distinctive destination identity in real time, as well as identify and satisfy the needs of current and potential
tourists by providing memorable experiences. On the other hand, it will help to consolidate collaborative
practices among the stakeholders of the DMO, as it is a tool for integrating the various experiences of the actors
in the destination, which works thanks to the sharing of interpretative schemes that are able to positively
influence commitment, climate and motivationand, consequently, the level of service offered.

This paper represents a fresh attempt at expanding the framework on destination marketing and management.
Conwventional research usually focuses on developing tools and techniques to understand and approach consumer
markets, then places the emphasis on the external environments for tourism destinations. Howewer, in the
tourism context, the destination products are produced in such a way that different elements are assembled at the
time of consumption in order to provide the total customer experience, then require a value-creation network
based on simultaneous coordination and cooperation among various (both operand and operant) stakeholders,
who have to work together harmoniously in order to achieve a common goal. As such, successful DT practices
entail a profound understanding of the critical aspects in the collaboration process, which is a possible future
research perspective inorder to improve the model developed here.

Moreover, limitations lie mainly in the risk of restricting the observation to certain experiences of storytelling
which, while partly justified by the exploratory nature of the research, reduce its generalisation. It is therefore
expected that the results of the interviews and, more importantly, the frameworks proposed, will broaden their
informational basis, through a study of the structural data pertaining to the network of interactions that stories
generate, which would also make reference to consumer perceptions, the results of individual projects and the
consequences of storytelling practices for destination performance.
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Notes

Note 1. The roles of the characters and the system of relations between them are generally defined by applying
the classic model by Greimas (1984), which can be analysed as the result of the tension between a Subject -
typically the Tourist, an Object of value — his/her needs, expectations, experiences, an Opponent — often
consisting of obstacles of an economic nature or a time limit, and the Helper — a role gererally played by the
DMO, which in this way enables the fulfilment of adream.
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