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What your community can achieve through the TExTOUR 

Cultural Tourism guidelines? 

 

What can be expected from these guidelines? 

This is a step-by-step guide to achieve sustainable cultural tourism. This guidance is 

useful for any local community interested in developing their tourism sector through 

own heritage resources. Based on the TExTOUR methodology there are six different 

steps developed. The first one is to establish contact with the local community while 

the second till fifth step is to co-develop strategies and an action plan related to 

cultural tourism development. These first steps are estimated to take 6 months. The 

final step within this guide is the implementation of the co-developed action plan 

itself.  

 

By following this guidance, you can expect to have a ready action plan on how to 

boost your cultural tourism based on local heritage resources.     

 

What does TExTOUR mean with action plan? 

A cultural tourism-led action plan aims consists of number of actions that will together 

achieve a greater strategy for the local community. TExTOUR encourages a 

valorisation and use of cultural and natural heritage as the resources in each action. 

Each Replicator is expected to learn, replicate, and tailor actions from other good 

practices of cultural tourism. 

 

What are Milestones? 

The milestones (#M) are achievements on the Replicator’s journeys to reenergize 

their territories and are necessary steps to build their cultural tourism-led action 

plans.  
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It is considered necessary to achieve the milestones in the right order to be able to 

move forward to the next step. Below you will find an overview of the upcoming year’s 

steps and milestones for Replicators. You will get a better insight to each step in 

section 3. 

 

How much time does it take to follow all step of this guidance? 

This guidance is supposed to support the establishment of a sustainable cultural 

tourism and does not take the time that is put into implementation of strategies and 

actions into account. There are six different steps within the TExTOUR step-by-step 

methodology: 1) Establish a community of involved stakeholders; 2) Identify your 

strengths and heritage resources; 3) Establish relevant actions; 4) Define a 

sustainable business model; 5) Establish a way to follow-up and self-evaluate the 

action plan; 6) Define final action plan; 7) Implement activities. Each step is 

illustrated in section 3.3.  

The figure (1) below illustrates the estimated timeline from start to finish establishing 

an action plan. 

 

Months 1 2 3 4 5 6 7 8 9 10 

Step 1.    M#1        

Step 2.    M#2       

Step 3.     M#3      

Step 4.     M#4      

Step 5.      M#5     

Step 6.      M#6     

Step 7.       M#6    
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Steps to achieve sustainable Cultural Tourism development 

 

TExTOUR has developed a 6-step model for achieving a sustainable cultural tourism 

development. By following each step Additional Replicators will achieve the foreseen 

milestones. This guidance contains the six steps in developing cultural tourism in your 

local territory.  

 

 

 

These six steps are divided into three phases.  

• Participatory phase: This phase contains the first step about engaging local 

stakeholders. It introduces you to understand who, why and how to engage 

local inhabitants. 

• Co-defining cultural tourism strategies phase: This second phase contains four 

different steps. Each step has an associated workshop. The first three 

workshops focus on a co-development of strategies and actions for developing 

local cultural tourism: Workshop 1: co-map strengths and heritage; Workshop 

2: Based on workshop one, this workshop focuses on co-developing actions; 

Workshop 3: The actions are run through a business-canvas model workshop 

that defines prospects of actions based on economic availability; the fourth and 
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last Workshop (4): initiators define targets and goals to achieve through this 

action plan.  

• Implementation phase: Although this is the last phase and step (6) of the 

guidelines it is also the beginning in the sense that actions will be initiated.   

 

Each step of the phases is explained following the order below.   

Participatory phase 

Step 1: Establish a community of involved stakeholders 

Co-defining cultural tourism strategies phase 

Step 2: Identify local strengths and heritage resources 

Step 3: Establish relevant actions 

Step 4: Define a sustainable business model 

Step 5: Establish a way to follow-up and self-evaluate the action plan 

Step 6: Define final action plan 

Implementation phase 

Step 7: Implement strategies and action plan 
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Participatory establishment 

 

Step 1. Establish a community of involved stakeholders 

Time estimation: One month 

Milestone #1: Established a stakeholder community  

 

This step is based on D1.2 Stakeholder engagement plan. Stakeholders included in 

four diverse types: public organization, private business, civic sector, mixed 

organizations. Non-governmental organisations (NGOs) are special type of 

stakeholders, as they can represent different governance arrangements (public-civic, 

public-private, private-civic). Thus, they should be considered as a “mixed” type.   

Stakeholders are subsequently divided according to their field of activity: Public 

administration, financial sector, Culture, Education, Commerce, Research, Tourism, 

Gastronomy, etc.   

For the purposes of the TExTOUR engagement plan the most suitable and 

encompassing definition of stakeholders for sustainable tourism has been given by 

Waligo, Clarke and Hawkings (2013, pp. 343). It is very broad – thus easily applicable 

– and puts the emphasis on impact. Based on this: 

“stakeholders are identified as groups or individuals who are associated with 

sustainable tourism development initiatives and therefore can affect or be affected by 

the decisions and activities concerning those initiatives.” 
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Note that this step does not end with Milestone #1 but is a continues task throughout 

and beyond this guidance.  

 

How to engage stakeholders? 

Stakeholder engagement can be defined as an umbrella term that covers the full 

range of organizational efforts to understand and involve stakeholders and 

communities in activities and decisions. It can help organizations meet tactical and 

strategic needs, improve transparency, and build the trust of the individuals or groups 

whose support is critical to the long-term success of the project. Different levels of 

stakeholder engagement can be identified, depending on the aims of the project and 

the managing organization 

 

Even before stakeholder engagement begins, it is necessary to define the purpose of 

the engagement: why is it necessary to engage the people, what is the common goal 

we want to achieve? Once these questions are answered can the stakeholder 
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engagement start with the process of identification. It is a process that requires a 

structured approach, consisting of the consecutive actions that enable a successful 

mapping of interested stakeholder and community groups, as well as the best 

methods to reach them.  

 

 

The process always includes an assessment for monitoring purposes, putting a feed-

back loop in place. This means to be precise: 

• Identifying the stakeholders and community to be involved: who are to be 

involved? (This phase includes assessing, analysing, prioritising, and 

understanding the different incentives) 

• Identifying the best times to engage with stakeholders and community: when 

should the outreach activities begin and how long should they last? 

• Choosing the best methods for engagement: how can the target groups be best 

reached, what are the most effective methods? Is it necessary to innovate 

methodologically? 

• Assessing the engagement process: the last step allows a post-engagement 

review of the processes, including the possibility of both qualitative and 

quantitative monitoring and a chance for improvement. 
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Co-defining cultural tourism strategies phase 

 

 

Within this phase there are four recommended workshops. General advice and 

recommendations that should be considered for each workshop can be found in Annex 

1.  

 

 

 

Step 2. Identify local strengths and heritage resources  

Time estimation: Two weeks 

Milestone #2: Map of strengths and resources in territory 
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This step contains a workshop called Co-mapping. The first of the four workshops on 

co-creating strategies to implement participative cultural tourism focuses on the 

process of co-mapping the existing local heritage resources and the values and 

expectations of both local communities and stakeholders.  

The aim of the first workshop is to both define a vision shared by the participants as a 

group and to help them identify both heritage and social resources they could involve 

in the process.  

 

 

 

 

Co-mapping will support you to engage the community, through an identify of existing 

local heritage resources as well as to define their hopes, values, and goals regarding 

their area.  

The workshop consisted of two different parts: 

• From Individual to Shared Goals: The first part of the workshop will allow 

participants to explore the reasons behind their choice in participating to these 
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workshops and the overall engagement with the activities of TExTOUR, creating 

and understanding a shared purpose beyond the personal motivations.  

• Co-Mapping Local Heritage Resources: In the second part participants operated 

on a map of the area identified by the pilot partners and marked on it their 

perceived local heritage resources and assessed them in terms of use and 

exploitation.  

 

While the first activity focused on gathering general ideas from the participants in 

terms of shared values, hopes and goals for their local areas, the second activity 

targeted the core part of the workshop with the co-mapping of the local resources and 

their assessment in respect to tourism. In addition to heritage resources, participants 

are also asked to identify possible local community groups/stakeholders on the maps 

that are not included in the participatory process yet but having potentials to 

participate to the following workshops.  

 

Essential material 

- General workshop recommendations found in Annex I  

- Workshop guidelines found in Annex II 

- Action cards found via the TExTOUR website (here) 

-Action cards proposed by pilots found in Annex III  

 

Step 3. Establish an action plan 

Time estimation: Two weeks 

Milestone #3: A collection of suggested actions 

The third step of constitutes of a workshop aiming to define actions. This is inspired 

by good practices in heritage-based tourism, coming from various parts of the world, 

learning about ICT services applied to tourism, the pilot coordinators and the 
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participants are asked to select and/or create a set of actions that would be based on 

the goals expressed in the previous workshop.  

At the end of the second workshop, your territory will collect actions or create 

completely new ones. The aim is to highlight and steer reflections on the themes at 

the core of TExTOUR (social innovation, technological innovation, sustainability, and 

inclusion), to ensure those will be used to further select and develop 3 to 6 actions 

that will be brought to workshop three. 

It is recommended that the workshop hosts consider the feasibility of the selected 

action cards. They should reflection on the selected cards from a sustainability and 

inclusion aspect. A shortlist number of actions are suggested for the next coming 

workshop.  

 

 

 

Essential material 

- Workshop guidelines found in Annex III 

- Action plan template found in Annex IX 
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Step 4. Define a sustainable business model  

Time estimation: Two weeks 

Milestone #4: A feasible business model   

 

 

The fourth step of these stages contains an implementation built on the traditional 

Business Model Canvas (BMC) tool, expanding the scope of the BMC to introduce the 

concepts of inclusion, ICT, social innovation, impact, and sustainability into the 

Canvas template. This activity can support your territory in creating a coherent and 

realistic action plan. 

The core activity of the third workshop builds on the traditional Business Model 

Canvas tool and adapt it to the needs of sustainable and smart cultural tourism 

development. A ‘Business Model’ is a common phrase used to explain how the 

different elements of an ‘enterprise’ work together to deliver value to the end-user or 

customer. It describes the rationale of how an organisation creates, delivers, and 

captures value, in economic, social, cultural, or other contexts. It also describes how 

‘profit’ is made from this ‘value proposition’.  
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A ‘Business Model Canvas’ is simply a tool to capture a visual format of a Business, 

centred around the Value Proposition. The original Business Model Canvas consists of 

three key elements:  

• Value proposition: what the customer or end-user wants?  

• Value creation and delivery: What is needed to create and deliver the value 

proposition (Key partners, Activities, Resources, Customers, Channels, etc.)?  

• Value capture: This includes an analysis of the proposed Cost Structure and the 

Revenue Streams, i.e., how much will it cost to deliver the value proposition and how 

to generate income from the product or service that is delivered?  

Within TExTOUR, the Business Model Canvas is adapted to focus on the specific 

aspects at the core of the project and pivotal to a smart, sustainable, and inclusive 

development of cultural tourism.  
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Essential material 

- Workshop guidelines found in Annex IV 

- A printable version of the TExTOUR Business Model Canvas found in Annex VI 

 

Step 5: Establish a way to follow-up and self-evaluate the action plan 

Time estimation: Two weeks 

Milestone #5: A set of targets to achieve through the action plan 

At the end of the fourth workshop, there should be a set of targets used for evaluating 

the impact of the action plan. Such targets are meant to be achieved within the 

foreseen time of the actions.  

The workshop will support your territory in defining feasible and relevant targets that 

can be achieved through the proposed actions. Once the types of targets are defined, 

measurable figures are assigned to each target.  
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Essential material 

-Workshop guidelines found in Annex VII 

- List of targets and KPIs found in Annex VIII 

 

Step 6: Define a final action plan 

Time estimation: One week 

Milestone #6: A finalised action plan 

This step summarises all information gathered at previous stages within the co-

development phase. This step can give your territory a finalised action plan with 

detailed actions. It is suggested that the people/person that has hosted the workshop 

will put together the final action plan.  

 

Essential material 

-The action plan template found in Annex IX 

 

 

Implementation phase 

 

 

Step 7. Implement activities 

Time estimation:  

Milestone #6: Start the implementation of the action plan 

Keep a constant eye on the process allows adjustment in between the different steps 

that will help keep the goals of inclusion and diversity in the participatory process on 

track, will assess the level of engagement and awareness among local communities 
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and stakeholders and hopefully will provide a clearer idea of the success and 

criticalities of the TExTOUR methodology.  

 

 

 

Two main tools are used for these goals: a reporting system, which allows pilot 

partners to collect both evidence and reflections on each of the workshops’ activities 

and results, and a survey for each workshop directly targeting the participants to 

collect their impressions and evaluations on the experiences.  

 

 


