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Abstract 

Digital transformation in destination management 

Development of a multi-sided platform business model for destination management organ-

isations 

Digitalisation poses great challenges for regional tourism management. However, many 

organisations are currently undergoing a transformation from a marketing to a destination 

management organisation (DMO), which is why only a few have managed to adopt new 

digital approaches and to assert themselves as DMOs within the destination and against 

ever growing global platforms.  

The presented master thesis therefore deals with this issue and aims to pave the way for 

DMOs to develop and use digital business models themselves. 

The objective of the thesis is to develop a systematic process for the development of own 

DMO business models and to evaluate whether the establishment of a multi-sided plat-

form as the recipe for the success of global platform providers is also suitable for DMOs. 

For this purpose, an extensive literature research was conducted and semi-structured ex-

pert interviews were evaluated. In addition, the Anchor Point Canvas was developed as a 

supporting framework for the modelling of business models for companies with historically 

grown structures and constraints.  
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Kurzreferat 

Digitale Transformation im Destinationsmanagement 

Entwicklung eines Multi-sided Platform-Geschäftsmodells für Destinationsmanagement-

organisationen 

Die Digitalisierung stelle das regionale Tourismusmanagement vor große Herausforderun-

gen. Viele Organisationen befinden sich allerdings aktuell im Wandel von einer Marketing- 

zu einer Destinationsmanagementorganisation (DMO), weshalb es bislang nur wenige  

geschafft haben, neue digitale Wege einzuschlagen und sich als DMO innerhalb der Desti-

nation und gegenüber immer stärker werdenden globalen Plattformen zu behaupten.  

Die vorliegende Masterthesis beschäftigt sich daher mit diesem Thema und soll den Weg 

für DMOS ebnen, digitale Geschäftsmodelle selbst zu entwickeln und zu nutzen. 

Ziel der Arbeit ist es, einen systematischen Prozess zur Entwicklung eigener DMO  

Geschäftsmodelle zu entwickeln und zu bewerten, ob der Aufbau einer Multi-sided Platform 

als Erfolgsrezept globaler Anbieter, auch für DMOs geeignet ist. Dazu wurde eine umfang-

reiche Literaturrecherche durchgeführt sowie semi-strukturierte Experteninterviews ausge-

wertet. Darüber hinaus wurde im Rahmen der Thesis das Anchor Point Canvas als unter-

stützendes Werkzeug bei der Modellierung von Geschäftsmodellen für Unternehmen mit 

historisch gewachsenen Strukturen und Einschränkungen entwickelt. 
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1. Chapter of Introduction  

Big data is like teenage sex: everyone talks about it, nobody really knows how to do it, every-
one thinks everyone else is doing it, so everyone claims they are doing it...1 

If one follows the discussions within destination management, it can be assumed that there 

is little difference in the way tourism organisations deal with the topic of digitalisation and 

digital transformation in general. 

The Internet is the driving force behind the fourth phase of industrialisation and can be seen 

as a new basic technology that is upsetting entire industries and displacing numerous pre-

viously established business models in the production and service sectors. This fourth 

phase of industrial development confronts companies and managers with great challenges 

due to its extreme speed. The term digital transformation, which has been frequently used 

in the literature in this context since around 2013, describes measures for integrating digital 

tools and modifying existing business models in order to remain competitive in changing 

markets. Since then, numerous "playbooks" and "guides" on digital transformation have 

been published that try to keep pace with the ever-evolving technological developments 

and provide applicable practical tips and recommendations for action for managers and 

business owners.2 The fact that this is only partially successful is described by Leibold and 

Voepel in their in 2018 published book Digital Rebirth. According to them, companies can 

only survive the transition to the next phase of the industrial revolution if they use digital 

transformation activities not only to increase the efficiency of their existing business models. 

Rather, companies must reinvent themselves from scratch and question all existing struc-

tures in order to not be replaced by agile competitors and digital start-ups.6 In the context 

that the Internet is the driving technology for the next phase of industrialisation, experts call 

data the "oil of the future" and thus an essential resource.3 That the digitalisation thereby 

affects all economic sectors and reinterprets the rules of the game for all players can be 

seen in a wide variety of examples from recent years. Wikipedia has created a platform for 

the global exchange of knowledge free of charge and put conventional print encyclopaedias 

under enormous competitive pressure.4 Apple's iTunes almost completely replaced the CD 

producer market.5 On-demand suppliers such as Spotify have changed the way consumers 

buy music, completely eliminated the industry's existing power relationships and reduced 

the margins of previously dominant companies enormously.6 Another example is Uber, 

which attacked the business model of taxi drivers and established the term "ride sharing".7 

Also, the tourism industry is not spared from the radical changes caused by digitalisation, 

which is proven by the platforms such as booking.com or Airbnb, which have grown strongly 

in recent years. With their online sales channels, these online travel agencies (OTA) ensure 

that customers' purchasing behaviour is changing and recently contributed to Thomas 

Cook, a tour operator with almost 180 years of experience in the tourism industry, going 

 
1 Ariely 2013, n. pag. 
2 For example Rauser 2016; Rogers 2016. 
3 Leibold; Voelpel 2018, p. 16 f. 
4 Rogers 2016, p. 2 f. 
5 Rauser 2016, p. 5 f. 
6 Leibold; Voelpel 2018, p. 41. 
7 DPO 2017, n. pag. 
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bankrupt in September 2019 despite enormous efforts.8 Already in 2018 only three groups 

bundled more than 92% of European hotel bookings via portals, the Priceline Group with 

booking.com, the Expedia Group and the German HRS Group. The result is an increasing 

dependence of the hospitality industry on these providers.9 It is therefore not surprising that 

various actors in tourism are now taking measures to keep pace and tourism organisations 

are putting the topic of smart and digital tourism on the priority lists. In 2019, the state of 

Baden-Württemberg, one of Germany's pioneering tourism regions, defined digitalisation 

as one of the most important areas of work in its new tourism concept:  

The highly dynamic nature of digital development often makes it difficult for tourism stakehold-
ers to be up-to-date. At the same time, digitalisation offers a number of unexploited opportu-
nities. Far too often, digital activities in tourism organisations and businesses are still limited 
to communication and distribution. But digitalization is much more than marketing!10 

The state of Brandenburg describes digitalisation in its tourism strategy as follows:  

Digitalisation poses great challenges for the tourism industry. It not only calls into question 
existing communication and distribution channels, but also organisational structures, internal 
procedures and processes, staff qualifications, technical infrastructures and equipment.11 

On the one hand, this shows that the tourism industry has recognised the opportunities and 

challenges of digitalisation, on the other hand, the pressure to put the issue on the agenda 

suggests, that the industry has an enormous need to catch up. Accordingly, destination 

management organisations (DMO) face major challenges that force them to question their 

self-image, their tasks within the destination and their existing structures. In addition, they 

are increasingly threatened by their financing situation, which is mostly based primarily on 

public funds. However, "changes in the financial situation due to strained public budgets 

and the question of the voluntary abandonment of tourism, changes in the (EU) funding 

landscape, […] legal developments, especially in EU state aid, public procurement and tax 

law and their increasingly consistent application"12 are leading to a situation in which the 

classic business model of many DMOs is under threat. It is noticeable that the business 

model of the large competing companies is mainly based on the development of multi-sided 

platforms. Therefore, the master thesis investigates to what extent DMOs can use this busi-

ness model in order to be competitive with the presented global platforms, to generate 

added value for the entire region and its guests and to create additional financing possibili-

ties. 

 

 
8 Thomas 2019, n. pag. 
9 Kwidzinski 2018, n. pag. 
10 Ministerium der Justiz und für Europa Baden-Württemberg 2019, p. 30 Translation of the author: “Die hohe 

Dynamik der digitalen Entwicklung macht es den Akteurinnen und Akteuren im Tourismus oft nicht leicht, auf 
dem aktuellsten Stand zu sein. Gleichzeitig bietet die Digitalisierung etliche noch ungenutzte Chancen. Viel zu 
häufig beschränken sich die digitalen Aktivitäten in Tourismusorganisationen und -betrieben nach wie vor auf 
die Bereiche Kommunikation und Vertrieb. Aber Digitalisierung ist weit mehr als Marketing!” 

11 Tourismus-Marketing Brandenburg 2017, p. 49 Translation of the author: “Die Digitalisierung stellt die Touris-
musbranche vor große Herausforderungen. Sie stellt nicht nur bestehende Kommunikations- und Vertriebs-
wege infrage, sondern auch Organisationsstrukturen, innerbetriebliche Abläufe und Prozesse, Personalquali-
fikationen, technische Infrastrukturen und Ausstattungen.” 

12 Bengsch; Feige n. y., n. pag. Translation of the author: “Veränderungen bei der finanziellen Situation durch 
angespannte öffentliche Haushalte und die Frage nach der freiwilligen Aufgabe Tourismus, Veränderungen in 
der (EU-) Förderlandschaft [...] rechtliche Entwicklungen, v.a. im EU-Beihilfe-, Vergabe-, Steuerrecht und de-
ren immer konsequentere Anwendung.“ 
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On the one hand, for several years, there have been various theories about the future, 

roadmaps, large strategy papers and nationwide tourism concepts, with which the changes 

and challenges of digitalisation were supposed to be mastered. On the other hand, there 

have so far been few lighthouse projects that are intended to serve as role models for the 

entire industry.13 In reality, though, two thirds of all DMOs are still dependent on public funds 

and complain about a lack of room for manoeuvre due to the strong interference of politics 

and various interest groups.14 For this reason, it is not surprising that a global crisis such as 

the Corona pandemic, which first hit China at the beginning of 2020 and then almost all 

parts of the world, is exposing the deficits through half-hearted digitalisation efforts. Months 

of massive revenue losses put the entire industry under enormous pressure and DMOs are 

now trying to complete the digital transformation faster than ever. The current developments 

brought about by the Corona crisis were thus also described as change management on 

speed15 during the first Future Day for destinations on 20 April 2020. Even though at the 

time of writing it is not yet clear what impact the virus will have on regional tourism, it is 

becoming evident that DMOs will have to fundamentally question their existing business 

models and find new ways to drive forward the digitalisation within their destinations, as top-

down approaches and advice from outside have so far had little effect. 

1.1 Objective of the thesis 

Within the framework of the present master thesis, the aim is therefore to investigate how 

DMOs can meet the challenges of digitalisation by developing new digital business models. 

Thereby, the focus is especially on multi-sided platforms, which in recent years have proven 

to be a successful model for large platform providers in tourism, such as booking.com or 

Airbnb. The question of whether and to what extent DMOs can compete with these provid-

ers by developing an own platform business model will be answered in the context of this 

thesis. The ultimate goal is to develop a systematic process for regional tourism organisa-

tions and to facilitate the entry into the world of digital business models with business model 

design tools. The aim of these digital business models is to make DMOs financially more 

independent and strengthen their position within the destination with respect to their stake-

holders.  

 
13 European Capital of Smart Tourism 2020, n. pag. 
14 Scherhag n. y., n. pag. Bengsch; Feige n. y., n. pag. 
15 Schneider; Böhm 2020, n. pag. Translation of the author: "Corona ist Change Management auf Speed"; “1. 

Zukunftstag für Destinationen” 
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1.2 Procedure and structure of the thesis 

In the first part the theoretical and conceptual basics will be explained. The basics of desti-

nation management, digital transformation and business models are highlighted and the 

most important terms are defined. The elaboration of the methodical basics serves as a 

basis for empirical research as well as for the modelling of a design process for digital busi-

ness models in destination management and a multi-sided platform business model for 

DMOs. 

In the second part, the methodology of the investigation carried out within the framework of 

the thesis will be presented. This includes the research design, the survey instrument and 

the evaluation method. Subsequently, the results of the semi-structured expert interviews 

are presented, summarized and interpreted. 

Finally, the research question will be answered on the basis of all the findings obtained, a 

critical outlook as well as recommendations for further research approaches in the field of 

digital transformation in destination management will be given.  
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2. Destinations and touristic offer 

In order to understand what the task and function of a DMO is, the term destination must 

first be defined more precisely. In doing so, it must be clarified what a tourist destination is, 

what elements it is made up of and how individual destinations can be distinguished from 

each other. Afterwards, the term destination management is described in more detail and 

the DMO and its tasks are defined. 

2.1 Definition of the term destination 

Destinations are a fundamental part of a journey, which is regarded as the core element of 

tourism. According to Freyer, a trip, regardless of its motivation, consists of three phases, 

the preparation phase, the implementation phase and the follow-up phase. According to this 

spatial consideration, the preparation and follow-up phases take place in the home location, 

while the implementation phase takes place to a certain extent on both the outbound and 

return journey, but for a major part within the tourist destination.16 Nevertheless, it is im-

portant to clarify what a destination actually is and how it is distinguished from other desti-

nations.  

Kasper describes tourist locations as “crystallisation points of touristic activity”17 and thus 

states that the focus of tourist demand is the location itself and not an individual company. 

According to Freyer, the term tourist location can be used as a synonym for the international 

term destination. Tourism is, however, only a partial aspect of a destination. According to 

Freyer, destinations are geographical, natural, socio-cultural or organisational units with 

their attractions in which tourists are interested.18 Beyond that a destination can also be 

seen as a business location, living space for locals or a space for politics and administration. 

In the context of this study the term refers primarily to the tourist component of the destina-

tion. The UNWTO (until 2005 World Tourism Organization) defines the term as follows: 

A local tourism destination is a physical space in which a tourist spends at least one overnight.  
It includes tourism products such as support services and attractions and tourist resources 
within one day’s return travel time. It has physical and administrative boundaries defining its 
management, and images and perceptions defining its market competitiveness. Local desti-
nations incorporate various stakeholders often including a host community, and can nest and 
network to form larger destinations. Destinations could be on any scale, from a whole country 
(e.g. Australia), a region (such as the Spanish ‘Costas’) or island (e.g. Bali), to a village, town 
or city, or a self-contained centre (e.g. Center Parc or Disneyland).19 

Destinations are not comparable with traditional businesses. Rather, they are collective pro-

ducers20 who, in the form of a consortium of several individual companies and organisa-

tions, perform numerous social, cultural and public service tasks in addition to their eco-

nomical and more market-oriented activities. Reasons that make a destination interesting 

for tourists can have various sources. In this context, Freyer speaks of an original offer, a 

 
16 Freyer 2015, p. 320. 
17 Kaspar 1996, p. 70 Translation of the author: “Kristallationspunkt touristischen Geschehens” 
18 Freyer 2015, p. 320. 
19 World Tourism Organization (UNWTO) 2007, p. 1. 
20 Kaspar 1996, p. 33. 
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certain configuration of natural, climatic, historical and economic factors that make it inter-

esting for those not familiar with the location and a derived offer. The former is made up of 

tourist infrastructure (accommodation, tourist transport, supra-company tourism organisa-

tions), leisure infrastructure (e.g. cultural and sports facilities, hiking and cycling paths) or 

other offers specially created for tourists (e.g. wellness, trade fairs or events).21 According 

to UNWTO, six basic elements of tourist destinations can be identified. 

• Attractions / Product: Tangible (natural, built and cultural attractions) and intangi-

ble factors (uniqueness, emotional and experiential triggers) that build the tourists 

initial motivation to visit the destination. 

• Price: Includes the price level of the entire range of services, including all individual 

services such as overnight stays, meals, entrance fees for attractions and travel 

costs. Currency exchange rates can also have an influence. 

• Image / Promotion: Perceived character of the entire destination for the tourist, 

including uniqueness, service quality or even security of the destination.  

• Accessibility / Place and Process: All factors that reduce the barriers for visiting 

the destination. These include mobility offers (e.g. bus, train, plane, motorways), but 

also travel restrictions or, for example, visa requirements. 

• Amenities / Physical Facilities: Infrastructure and services (e.g. accommodation, 

visitor information, guides) that allows the tourist to stay and move within the desti-

nation. 

• Human Resources / Personal: All interactions of tourists with the tourism work-

force but also the local citizens.22 

Individually, however, these elements are not of great value to the visitor. This means that 

a destination must always bundle and carefully coordinate several of these factors in order 

to unfold its touristic potential.23  

Even if the components of a destination can generally be well described, it is not clear how 

destinations are distinguished from each other. In the literature, a fundamental distinction 

is made between the perspective of the demand side and the supply side. The demand side 

describes the destination from the tourist's point of view. Accordingly, the size of the desti-

nation is defined by the purpose of the trip and includes the elements and services required 

to satisfy the needs of the guest.  

The more distant the destination is, the broader the destination is defined. The narrower the 

purpose of the trip, the smaller the destination. An Asian person may travel all over Europe 

during one week. Therefore, Europe is his destination. For a surgeon who is only interested 

in one congress, the congress hotel may be the destination.24 The size of the destination is 

thus subject to the individual requirements of the guests and can vary greatly depending on 

the preferences of the target group or the season. One trend that is evident, though, is that 

 
21 Freyer 2015, p. 321 f. 
22 World Tourism Organization (UNWTO) 2007, p. 1 f. 
23 Freyer 2011, p. 79. 
24 Bieger; Beritelli 2012, p. 57 Translation of the author: “Je weiter entfernt das Reiseziel ist, desto weiter wird 

die Definition der Destination gefasst. […] Je enger der Reisezweck ist, desto kleiner wird die Destination. […] 
Ein Asiate bereist möglicherweise ganz Europa während einer Woche. Damit ist Europa seine Destination. 
[…] Für einen Chirurgen, der nur an einem Kongress interessiert ist, ist möglicherweise das Kongresshotel die 
Destination.“ 
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the greater the distance between the place of departure and the destination, the larger the 

size of the destination is.25  

Equally ambiguous is the definition of destinations based on the supply side. The touristic 

offer, which is the combination of natural and derived offers as described above, determines 

how the boundaries of a destination are defined. Also, geographical conditions that charac-

terize a particular natural offering contribute to the differentiation of different destinations.26 

According to Mundt regardless of whether a destination is an entire country, region, place 

or individual tourist attraction, all players must ensure that they become visible to potential 

guests and convince them of their attractiveness. This results in an interplay of competition 

and cooperation between the actors at different levels. For example, towns or individual 

attractions compete with each other for guests on a micro-level, but have to cooperate on 

a macro-level as a region or country in order to compete with other actors on the same 

level.27  

When defining destinations, it must also be taken into account how the range of services 

has developed in a historical context. There are strong differences between destinations 

that have developed historically, also known as community model, and destinations that 

were created from scratch, often in the middle of deserted, untouched nature.28 The latter 

are also known as the corporate model, as they are often created and operated by individual 

large companies. The community model of destinations is particularly widespread in the 

European region. Here, tourist businesses and structures have developed over generations 

and led to a close interlinking of politics, tourism service providers and local residents. In 

these regions, tourism is an important economic factor and deeply rooted in public life. In 

contrast, the corporate model of destinations is strongly present in the American region. 

The tourism offer was created without the existence of social structures and usually devel-

oped by individual large companies without the influence of politics or the public. The two 

models are to be seen as extremes or poles. In the meantime, there are various practical 

examples which show that it is possible and can be economically beneficial for destinations 

to develop further in the direction of a community or corporate model.29  

In the context of the present study, the destination is primarily considered according to the 

European community model. Accordingly, it is assumed that destinations are historically 

grown network structures. Nevertheless, it must be taken into account that this understand-

ing of destinations may differ from the view from the demand side. 

Due to the described network structures of various individual companies, politics, public 

organisations and even locals, the destination offer is highly complex. To present this offer 

to visitors in a consistent way is the task of the destination management, for which the 

respective DMOs are responsible. These are described in more detail in the following chap-

ter. 

 
25 Bieger; Beritelli 2012, p. 57; Mundt 2013, p. 329 f. 
26 Mundt 2013, p. 327 f. Freyer 2015, p. 331 f. 
27 Mundt 2013, p. 330. 
28 Herntrei 2014, p. 65. 
29 Pechlaner 2011, p. 211; Herntrei 2014, p. 65. 
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2.2 Destination management organisations 

As self-organisation of different tourism service providers is in most cases not feasible due 

to different interests, overarching organisational structures have been established in many 

destinations. These are primarily focused on marketing and branding tasks.30 Tourism mar-

keting was carried out at various levels by different forms of organisation. A distinction can 

be made between individual company, local, regional and national level. The individual com-

pany level considers each service provider as an individual actor. The operational marketing 

taking place at this level is also called the micro-level of tourism marketing. This is con-

trasted by macro-marketing, in which individual businesses are bundled together at the 

higher levels. The lowest local level comprises towns, communities and cities. These are 

often tourist offices or tourist information offices, tourist associations or associations of in-

dividual service providers. Consequently, these organisations can be public, private or 

mixed. The main focus of these forms of organisation is usually the creation of a uniform 

image, the local visitor service and the acquisition of guests. Many local organisations are 

financed by local public funds and grants from members. Above this, at the regional level, 

individual towns, communities and cities cooperate to market a region or area as a single 

tourist offer. On the one hand, there is cooperation and working groups of the private sector 

(e.g. the bathing industry or the hotel and restaurant industry), on the other hand, there are 

public organisations which are mainly financed by public funds. Organisations at national 

level combine the interests of numerous players within a federal state or a country. In addi-

tion, national organisations are usually run primarily through state funding.31 

Especially at regional and national level, however, the areas of responsibility have changed 

considerably. Organisations meanwhile take over various coordinating tasks which are no 

longer limited to marketing activities. Rather, this can be referred to as destination manage-

ment. Thus, previously known as destination marketing organisations developed into desti-

nation management organisations (DMOs) which are defined by the UNWTO as followed: 

Destination management calls for a coalition of many organisations and interests working to-
wards a common goal. The Destination Management Organisation’s role should be to lead 
and coordinate activities under a coherent strategy. They do not control the activities of their 
partners but bring together resources and expertise and a degree of independence and ob-
jectivity to lead the way forward. It follows that DMOs must develop a high level of skill in 
developing and managing partnerships. Though DMOs have typically undertaken marketing 
activities, their remit is becoming far broader, to become a strategic leader in destination de-
velopment.32 

It is not clearly defined at which level the term DMO is used. In Europe, however, it is mainly 

used at regional level, describing primarily private or public organisations, which are usually 

strongly influenced by local politics.33 In German-speaking countries, the term DMO is dif-

ferentiated at the national level by the term "Landesmarketingorganisation" (LMO), which 

are responsible for federal states and countries.34 Herntrei describes various tasks for 

DMOs: 

 
30 Mundt 2013, p. 366. 
31 Freyer 2011, p. 99; 2015, p. 337. 
32 World Tourism Organization (UNWTO) 2017, p. 2. 
33 Scherhag n. y., n. pag. 
34 Bundesministerium für Wirtschaft und Technologie 2013, p. 4; Tourismus NRW 2015, n. pag. 
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• Organisation: Creation of structures and processes for all members and service 

providers of the destination. 

• Marketing: Measures of the classic marketing mix. 

• Experience and quality management: For example, through training and certifica-

tion. 

• Market research: Gathering and disseminating information about customers, com-

petition and the environment as a basis for own decisions and those of service pro-

viders. 

• Human Resource Development: Further education and training of personnel to 

build up knowledge. 

• Visitor Management: Control of the workload and guest flows up to the avoidance 

of overtourism. 

• Crisis Management: Developing preventive measures and plans for crisis scenar-

ios. 

• Resource Stewardship: Creating awareness for the sustainable management of 

the ecological, social and cultural environment.35 

This range of tasks is subject to constant alteration, and global changes confront DMOs 

with major challenges that can no longer be met with conventional approaches. Examples 

of the changes are diverse and affect destinations with a varying intensity. Challenges such 

as demographic change, changing mobility behaviour, the ongoing globalisation, which is 

leading to loosening cultural and social boundaries, or the international debate about cli-

mate protection are just a few examples. The most recent example is the Corona Pandemic, 

which, due to lockdown scenarios, forces tourism providers to cease operations and thus 

causes massive revenue losses. DMOs must respond to these challenges with new ap-

proaches and change management skills, which is why new and unconventional ways of 

thinking are needed. In this context Pechlaner also speaks of the concept of Destination 

Design.36 

One of the most frequently discussed topics in tourism is digitalisation and the rapid tech-

nical developments that this brings with it. Digitalisation is changing the way people and 

companies communicate with each other and is creating entirely new business models. 

New platform business models play a particularly important role and have completely 

changed existing structures, especially in the areas of information, accommodation and 

transport services. Well-known examples are TripAdvisor, Airbnb or Uber. These new ser-

vice providers are generally regarded as an enrichment for tourism, as they provide a wide 

range of services in addition to greater transparency for the customer. Nevertheless, UN-

WTO recommends that destinations with all their service providers must prepare for the 

changes and recommends to adapt "to the new platform tourism services based on a 4C 

approach [including] communication, collaboration, cooperation and coordination.“37 Adams 

and Pechlaner see one of the greatest success factors in destination management of the 

future in treating tourists less as strangers and more as guests, in dealing sensitively with 

 
35 Herntrei 2014, p. 104. 
36 Pechlaner 2019, p. 10. 
37 World Tourism Organization (UNWTO) 2017, p. 9. 
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the needs of the locals and bringing the conflicting interests of travellers and residents into 

a balance of space for living and tourism. 38 

Field of  
activity 

Description 
Examples of  

digital platforms 

Information 
User-generated reviews,  
ratings and content for tourism(-related) services 

TripAdvisor, Yelp,  
etc. 

Accommodation 
(OTAs) 

Short-term rentals of beds,  
rooms, apartments, homes, etc. 

Airbnb, HomeAway, 
Couchsurfing, etc. 

Transport 
Short-distance ride-hailing,  
long-distance ride-sharing,  
and car sharing services 

Uber, Lyft,  
BlaBlaCar, etc. 

Food 
Communal dining or ‘meal sharing’ in a  
private environment 

EatWith, Feastly,  
VizEat, etc. 

Tourism activities 
Guided tours and excursions,  
attractions and other activities 

GetYourGuide,  
BeMyGuest,  
ToursByLocals, etc. 

Table 1 Multi-sided platforms in the tourism industry (Own figure based on World Tourism Organi-
zation (UNWTO) 2017, p. 15) 

Due to the particular importance of digitalisation as a challenge for tourism and destination 

management, the following chapters will take a closer look at digitalisation, the digital trans-

formation of business models and the development of new business models. 

  

 
38 Adams 2020, p. 23; Pechlaner 2019, p. 13. 
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3. Digitalisation and digital transformation of business models 

In order to be able to understand the influence that digitalisation has on companies, the 

following chapter distinguishes between the terms of digitisation, digitalisation and digital 

transformation. Afterwards the concept of the business model will be introduced in more 

detail and the term will be defined. Finally, the business model innovation and the digital 

transformation of business models are presented as approaches for designing new busi-

ness models. 

3.1 Definition of the terms of digitisation, digitalisation and digital 

transformation 

Digitalisation is classified as a megatrend with enormous exposures, positive as well as 

negative, for almost all industries and all social classes. Nevertheless, the term is often 

mistakenly equated with digitisation or digital transformation.39 Even if the terms build on 

each other, they still have different meanings, which will be explained in more detail in the 

following paragraphs. The aim is to define the terms unambiguously and thus to be able to 

look at them separately in the further course of the thesis. 

The terms digitisation, digitalisation and digital transformation are basically connected 

through the word digital. Digital in a simple definition of the Collins Dictionary means "rep-

resenting data as a series of numerical values.”40 Digital thus describes the form in which 

analogue information, such as text, images or sounds, is stored in order to make it readable 

for computers. The Gartner definition, however, shows that the term digital has a broader 

meaning in information technology:  

Digital is the representation of physical items or activities through binary code. When used as 
an adjective, it describes the dominant use of the latest digital technologies to improve organ-
izational processes, improve interactions between people, organizations and things, or make 
new business models possible.41  

The term digitisation builds directly on this definition and describes the pure “process of 

changing from analogue to digital form.”42 According to Kröhling, the digitisation of analogue 

information has various positive effects. These include a cheaper and qualitatively almost 

unrestricted reproduction, the simple and fast global distribution as well as the automatic 

evaluation and further processing of information by algorithms.43 The term digitalisation, 

though, cannot be defined so unambiguously, as it can be used within the economic field 

but also in general in various areas of social life, such as education. In the context of the 

study at hand, however, the term describes all the activities carried out and the skills devel-

oped by a company to use digital information for economic activities.44 “Digitalisation is the 

use of digital technologies to change a business model and provide new revenue and value-

 
39 Harwardt 2019, p. 7, 63; Bloomberg n. y., n. pag. 
40 Collins English Dictionary n. y., n. pag. 
41 Gartner n. y.-a, n. pag. 
42 Gartner n. y.-d, n. pag. 
43 Kröhling 2017, p. 24. 
44 Bloomberg n. y., n. pag. 
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producing opportunities; it is the process of moving to a digital business.”45 These activities, 

however, usually have a project character, which distinguishes the term from the digital 

transformation of a company. The term digital transformation (DT), or digital business trans-

formation, describes the holistic orientation of the company or parts of it towards the use of 

data and digital technologies. Accordingly, it is not about individual but rather a multitude of 

different and strategically aligned digitalisation measures that have an influence on the way 

the company creates value. However, the term has not yet been clearly defined within the 

scientific community.46 Referring to various scientific approaches to definition Schallmo et 

al. established a collective definition: 

The DT framework includes the networking of actors such as businesses and customers 
across all value-added chain segments, and the application of new technologies. As such, DT 
requires skills that involve the extraction and exchange of data as well as the analysis and 
conversion of that data into actionable information. This information should be used to calcu-
late and evaluate options, in order to enable decisions and/or initiate activities. In order to 
increase the performance and reach of a company, DT involves companies, business models, 
processes, relationships, products, etc.47 

Bloomberg adds that digital transformation, unlike digitalisation, is not technology-oriented, 

but is primarily focused on customers and their individual needs. The term is therefore also 

directly related to corporate strategy and change management.48 This can be attributed, 

among other things, to ever shorter cycles in which new technologies are released. As a 

result, companies have to continuously revise themselves, their own business model or at 

least parts of it in order to remain marketable and competitive. Harwardt describes in this 

context that the digital transformation for companies is now inevitable and irreversible, nec-

essary at ever shorter intervals and characterized by a high degree of uncertainty in addition 

to opportunities.49 In 2018, the German Federal Ministry of Economics and Energy named 

the dominant innovation technologies of digitisation, which can also be referred to as ena-

blers of digital transformation. These are displayed in table 2. 

  

 
45 Gartner n. y.-c, n. pag. 
46 Gartner n. y.-b, n. pag. 
47 Schallmo; Williams; Boardman 2017, p. 4. 
48 Bloomberg n. y., n. pag. 
49 Harwardt 2019, p. 12 f. 
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Big data Merging and evaluation of large data sets from different sources for the optimisation of 
corporate strategies or processes 

AI (artificial intelligence) Computer systems / software that can act independently and improve itself 

Block chain Decentralised, shared database 

Includes growing list of transaction records between market partners 

Non-modifiable protocol is designed to provide confidence, predictability and transpar-
ency 

Cloud computing IT infrastructure outside the company 

Web-based access to storage space, computing power or software 

Internet of things Digital networking of individual devices and objects up to industrial plants or buildings 

Smart services or  
internet of services 

Digitalisation of all kinds of services, B2B and B2C 

3D printing Method of manufacturing three-dimensional printed products 

Robotics, sensors and au-
tomatic process control 

Use of robots, measurement and other technologies to replace humans in production  
(often combined) 

Industry 4.0 Intelligent, cross-company and cross-location networked systems for the optimisation of 
processes along the entire value chain 

Table 2 Innovation Technologies of the Digital Transformation (Own figure based on Bundesminis-
terium für Wirtschaft und Energie 2018, p. 11) 

3.2 Definition of the term business model 

In order to develop a new business model for DMOs, it is necessary to first define the term 

business model. It was first used in an article by Bellman et al. in 1957 and in a title by 

Jones in 1960. The term is thus comparatively recent and was used in a rather unstructured 

way in the first mentions. It was not until the mid-1970s, with the rise of business informatics, 

that the term actually gained importance and was used in various articles and journals of 

information technology in connection with computer and system modelling.50 Due to the 

growing influence of information technology in various economic sectors, the term business 

model has been used in addition to e-commerce since the 1990s in general business lan-

guage. Despite initial definitions, the term was used as a universal term for various business 

topics until the end of the 1990s. In this context, Wirtz speaks of an organisation-theoretical 

use of the term, whereby the business model was used to represent the general structure 

and architecture of a company. From the year 2000 onwards, with increasing scientific in-

terest, additional terms such as business model change or business model innovation were 

introduced. With the development of new value creation possibilities through the internet, 

business models were also increasingly associated with the term value creation. Since then, 

business models not only describe the general overall structure, but are also used in a 

strategic context within individual business units.51 

There are also different directions and definitions in the scientific consideration of the busi-

ness model concept. According to Hoppe and Kollmer, the concept is simply composed of 

the definitions of the two individual terms business and model, whereby business models 

are a simplified representation of a profit-oriented enterprise, consisting of the essential 

 
50 Osterwalder; Pigneur; Tucci 2005, p. 6–8. 
51 Wirtz 2013, p. 10 f. 
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elements of the enterprise and their interrelationships.52 Since then the term has been de-

fined more or less extensively by various authors. Amit and Zott for example describe, that 

“a business model depicts the design of transaction content, structure, and governance so 

as to create value through the exploitation of business opportunities“53 and thus focuses 

primarily on individual entrepreneurial transactions to create value. Magrette focuses more 

clearly on the value approach when describing the term and places the client at the centre 

of the definition.  

Business models are […] stories […] that explain how enterprises work. […] Who is the cus-
tomer? And what does the customer value? […] How do we make money in this business? 
What is the underlying economic logic that explains how we can deliver value to customers at 
an appropriate cost?54  

Mitchell and Coles take a more differentiated approach that focuses more on the holistic 

presentation of the company by combining various elements.  

A business model is the combination of ,who‘, ,what‘, ,when‘, ,where‘, ,why‘, ,how‘, and ,how 
much‘ an organization uses to provide its goods and services and develop resources to con-
tinue its efforts.55 

A well-known and brief definition is provided by Osterwalder and Pigneur in connection with 

the Business Model Canvas (also see Chapter 2.3.4), who state that "a business model 

describes the rationale of how an organisation creates, delivers, and captures value".56  

Schallmo contrasts these and other definitions of the business models concept and devel-

ops a more comprehensive definition. He extracts core elements from previous definitions 

and describes in summary that business models are primarily intended to create, provide 

and secure value through the combination of elements (components, objects, etc.) products 

and services, but also to strengthen customer relationships and build up competitive ad-

vantages. Business model elements are also used to communicate how the model works, 

to analyse existing models and to plan new ones. In summary, Schallmo defines business 

models as follows: 

A business model is the basic logic of a company that describes what benefits are provided to 
customers and partners. A business model answers the question of how the provided benefits 
flow back into the company in the form of revenue. The created value enables a differentiation 
from competitors, the consolidation of customer relationships, and the achievement of a com-
petitive advantage. A business model involves the following dimensions and elements: 

• The customer dimension contains the customer segments, customer channels, and cus-
tomer relationships. 

• The benefit dimension includes products, services, and values. 

• The value-added dimension includes the resources, skills, and processes. 

• The partner dimension includes the partner, partner channels, and partner relations. 

• The financial dimension includes the revenues and expenses. 

 
52 Hoppe; Kollmer 2001, p. 3 Translation of the Author: “eine vereinfachte Abbildung einer auf Gewinn abzie-

lenden Unternehmung, bestehend aus den wesentlichen Elementen der Unternehmung und deren Verknüp-
fungen” 

53 Amit; Zott 2001, p. 493. 
54 Magretta 2002, p. 4. 
55 Mitchell; Coles 2003, p. 17. 
56 Osterwalder; Pigneur 2010, p. 14. 
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The objective is to combine the business model elements in such a way that they mutually 
reinforce each other. This makes it possible to achieve growth and makes imitation by com-
petitors difficult.57 

As described above, the term business model has its origin in information technology. For 

this reason, it is closely related to the term digitalisation, especially with regard to the rede-

sign of existing business models. Nevertheless, a business model does not necessarily 

have to be digital. Appelfeller and Feldmann as well as Harwardt describe four stages of 

digital business models and distinguish between analogue business models with purely an-

alogue processes, analogue business models with digitised processes, digitally extended 

business models with additional digitised products and services, and digital business mod-

els which are only made possible by digitisation (for example in the form of platforms or 

data-based business models).58 

3.3 Design process for digital business models 

In the framework of this thesis a process for the development of new digital business models 

for DMOs shall be developed. To build a new digital business model, two different ap-

proaches are described in the literature, which are referred to as business model innovation 

and digital transformation of business models. In the following, the two terms are described 

in more detail, and similarities and differences are highlighted in order to finally name a 

general process for the development of a digital business model. In the further course of 

the thesis this shall serve as a basis and be adapted to the specific requirements of the 

destination management.  

3.3.1 Business model innovation 

The concept of business model innovation was established in the literature in recent years 

and generally describes the development of a new business model. The objectives of busi-

ness model innovation can be to address previously unsatisfied customer needs, to develop 

and offer new products, services or technologies, to better serve or disrupt existing markets, 

or to open up previously unserved markets. Triggers and motivators for a business model 

innovation can be crises, technological progress, a changing market and company environ-

ment or changing customer needs. The object of business model innovation can be the 

entire business model of a company or parts thereof, e.g. products, services or target 

groups.  

Business model innovations can be introduced step-by-step and thus marginally or radically 

and thus fundamentally.59 Some companies also develop new business models without a 

directly identifiable driver, and hence rather preventively to maintain long-term competitive-

ness. The disruptive characteristics of the megatrend of digitisation must also be considered 

 
57 Schallmo 2013, p. 22 f. Translation of Schallmo; Williams; Boardman 2017, p. 5. 
58 Harwardt 2019, p. 88; Appelfeller; Feldmann 2018, p. 175. 
59 Harwardt 2019, p. 81 Translation of the author: “Gegenstand der Geschäftsmodell-Innovation können das 

gesamte Geschäftsmodell eines Unternehmens oder Teile davon sein, z. B. Produkte, Dienstleistungen oder 
Zielgruppen. Die Neuerungen am Geschäftsmodell können dabei schrittweise und somit geringfügig oder ra-
dikal und somit fundamental eingeführt werden.“ 
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a possible trigger for business model innovation.60 As described before, the Corona crisis 

has put even greater pressure on existing and especially weak business models of compa-

nies. Osterwalder and Pigneur describe the business model innovation in a five-step design 

process. This consists of the phases mobilise, understand, design, implement and manage 

(see table 3).  

 
1. Mobilise 2. Understand 3. Design 4. Implement 5. Manage 

O
b

je
c
ti

v
e
s
 Creating a solid basis 

for the innovation pro-
cess 

Building up the neces-
sary information about 
the company, the envi-
ronment and customers 

Generate, test and 
select business 
model options 

Implementation of 
selected prototype 

Managing the busi-
ness model based 
on market reactions 

A
c
ti

v
it

ie
s
 

Assembling of all ele-
ments 

Gathering relevant 
knowledge 

Transformation of in-
formation and ideas 
into prototypes 

Implementation of 
the business model 

Setting up manage-
ment structures 

Creation of internal 
awareness 

Collection of Infor-
mation from experts or 
potential customers  

Exploration and test-
ing of business model 
prototype 

Management of 
necessary change 
processes 

Monitoring and 
evaluating 

Describing the motiva-
tion 

Identifying needs and 
problems of customers 

Selecting the most at-
tractive model 

Adapting and trans-
forming 

Establishing a common 
language 

Table 3 Business model design process (Own figure based on Osterwalder; Pigneur 2010, p. 249) 

In contrast to classical business decisions, which according to the authors are based on a 

"decision attitude"61, business model innovation requires a "design attitude"62. This is char-

acterised by the fact that it does not follow a strictly prescribed plan, but is based on the 

company's own requirements. Consequently, the phases of the process are not fixed, but 

can be flexibly adapted. A characteristic feature of such a design process is that the struc-

tured processing of a multitude of ideas, information and alternatives leads in a funnel-like 

way to a concrete business model.63 This is illustrated in figure 7. 

Wirtz also developed a structured process for business model innovation, based on various 

classical innovation processes of different authors, and finally describes a six-step business 

model innovation process. This consists of the phases of idea generation, feasibility analy-

sis, prototyping, decision making, implementation, monitoring and controlling. According to 

Wirtz, the most important requirement that an innovation process must fulfil is the complete 

mapping of all components of the business model innovation as well as the provision of 

recommendations for action that help to successfully develop the business model after the 

innovation.64 

It can be seen that, despite the different structure of the processes, there are comparable 

activities both in the design process according to Osterwalder and Pigneur and in the inno-

vation process of Wirtz. As described above, it is ultimately the company's decision to adapt 

the process, which is why it is not possible to define a universally valid process for business 

model innovation. Anyway, it is crucial that a structured approach is followed. 

 

 
60 Botzkowski 2018, p. 34, 37; Osterwalder; Pigneur 2010, p. 244–247; Wirtz 2013, p. 217; Harwardt 2019, p. 

80 f. 
61 Osterwalder; Pigneur 2010, p. 246. 
62 Osterwalder; Pigneur 2010, p. 246. 
63 Osterwalder; Pigneur 2010, p. 246 f.; Newman 2007, n. pag. 
64 Wirtz 2013, p. 214–221. 
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1. Idea  
generation 

2. Feasibility  
analysis 

3. Prototyping 
4. Decision  

making 
5. Implementa-

tion 
6. Monitoring & 

Controlling 

Market Scan Detailed market  
analysis 

Identifying develop-
ment paths 

Performance Audit Implementation 
plan 

Secure competi-
tive advantages 

Collection of ideas Assessment of  
potential 

Detailed  
conception 

Harmonisation Communication 
and team set-up 

Value proposition 
controlling 

Rough conception Component devel-
opment 

Design conclusion Iterative model  
realisation 

Value constella-
tion controlling 

  Completion of  
implementation 

Table 4 Business model innovation process (Own figure based on Wirtz 2013, p. 217) 

3.3.2 Digital transformation of business models 

Unlike business model innovation, which is not necessarily related to digitisation, digital 

transformation of business models explicitly refers to the design of a digital business model. 

However, existing business models are often enriched by new technologies and thus digi-

talised. Here too, certain areas or the entire business model may be affected. Schallmo 

describes a five-stage process for the digital transformation of business models in the form 

of a roadmap (see table 5).  

First of all, a representation of the digital reality is created, which means an analysis and 

description of the current situation of the company and its business model is carried out. 

Based on this, the goals to be achieved by the digital transformation are defined in the 

second phase. These are also referred to as digital ambitions. The phase of digital poten-

tials describes the search and listing of various best practice measures and enablers. For 

each business model element, different options are defined. In the digital fit phase, these 

options are adjusted to the existing business model, the defined goals and the customer 

requirements, evaluated and then assembled into possible business model combinations. 

Finally, the most attractive business model will be realised in the digital implementation 

phase. In this phase, customer experiences will be gathered and possible partners will be 

integrated into the business model. According to Schallmo, however, phases of the process 

can be adapted, combined or skipped according to the needs of the company.65  

 
1. Digital reality 2. Digital ambition 3. Digital potentials 4. Digital fit 

5. Digital 
implementation 

O
b

je
c
ti

v
e
s
 Analysis of the value 

chain and actors 
Defining the goals 
with regard to the dig-
ital transformation 

Collection of best 
practise examples 

Specifying combina-
tions of different op-
tions 

Finalisation and im-
plementation 

A
c
ti

v
it

ie
s
 

Survey of customer 
requirements 

Prioritizing business 
model dimensions 

Raising DT enablers Evaluation of combi-
nations with regard to 
fit, fulfilment of cus-
tomer requirements 
and achievement of 
goals 

Shaping digital cus-
tomer experience 

Outline of the exist-
ing business model 

Design of options Design of digital 
value creation net-
work and integration 
of partners 

Table 5 Digital transformation of business models roadmap (Own figure based on Schallmo 2019, 
p. 48) 

 

 
65 Schallmo 2019, p. 48. 
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In the business science literature, there have been a variety of different roadmap ap-

proaches to digital transformation in recent years. However, these are to be understood 

rather as cornerstones, and it is recommended, as in the case of business model innovation, 

to construct a roadmap for digital transformation that is relevant for the specific company.66 

In conclusion, it can be said that the creation of a new digital business model should nec-

essarily be based on a structured process. It is irrelevant whether this process originates 

from the fundamentals of business model innovation or the digital transformation of busi-

ness models. More important and decisive for success is to follow a systematic and practical 

process that has been set up specifically for this purpose. This helps to minimize the existing 

uncertainty and ultimately to create a marketable and sustainable business model that is 

competitive and beneficial for customers. This thesis therefore attempts to bundle the find-

ings of the described approaches and to adjust them to the specific requirements of desti-

nation management. Based on the empirical analysis of the thesis, a process for the design 

of digital destination management business models shall be developed. 

  

 
66 Botzkowski 2018, p. 181–184. 
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4. Business model development tools and patterns 

In the following chapter, the Business Model Canvas as a supporting tool for the design of 

new business models as well as other alternative and related approaches are presented 

and compared. An overview of the business models considered is shown in table 7. In ad-

dition, various business model patterns are presented, which modelers of new business 

models can use as orientation. 

4.1 Business Model Canvas 

The Business Model Canvas (BMC) is a template for the visualisation and development of 

new business models, which Alexander Osterwalder presented in cooperation with Yves 

Pigneur and 470 participating co-creators from 45 countries in his 2010 book Business 

Model Generation. The aim of the authors was to develop a model which is "simple, rele-

vant, and intuitively understandable, while not oversimplifying the complexities of how en-

terprises function"67 and which serves as a "shared language"68 for founders, researchers 

and existing companies to understand and modify existing business models and to create 

completely new business models.  

In recent years, the BMC has become one of the most frequently used tools for creating 

business models in practice and one of the most cited models in the scientific context. It is 

also increasingly used as a basis for modified model variations.69 Reason for this, besides 

the simple representation, is above all the fact that the model is provided by Strategyzer 

with a creative commons license, which allows the model to be freely used and redesigned 

as long as the original source is represented.70 A model that is meanwhile also well-known 

and which has also been developed on the basis of the BMC is, for example, the Lean 

Model Canvas, which is described in more detail in Chapter 4.2.3. 

At the core of the model are nine building blocks, which Osterwalder already addressed in 

2004 in the context of his dissertation on business model ontology. According to the author, 

each business model can be divided into four basic components: 

“Influenced by the Balanced Scorecard approach and more generally business management 
literature I suggest adopting a framework which emphasizes on the following four areas that a 
business model has to address: 

PRODUCT: What business the company is in, the products and the value propositions offered 
to the market. 

CUSTOMER INTERFACE: Who the company's target customers are, how it delivers them 
products and services, and how it builds a strong relationships [sic!] with them. 

INFRASTRUCTURE MANAGEMENT: How the company efficiently performs infrastructural or 
logistical issues, with whom, and as what kind of network enterprise. 

 
67 Osterwalder; Pigneur 2010, p. 15. 
68 Ibid. 
69 For example Faust; Lotter 2018; Zolnowski; Weiß; Böhmann 2014. 
70 Strategyzer AG n. y.-a, n. pag. 
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FINANCIAL ASPECTS: What is the revenue model, the cost structure and the business 
model’s sustainability.”71  

These basic components, which Osterwalder also refers to as "business model pillars"72, 

can be further subdivided into nine individual building blocks, which can be assembled into 

a simple illustration using the BMC. 

1st Business Model Pillar: Offer / Product 

Value Propositions 

A value proposition is the bundle of offers that motivates a customer or a specific customer 

segment to contact the company. This bundle of offers consists of products and services of 

a certain value, which serve unfulfilled or new needs of a customer segment. This value can 

be of qualitative or quantitative nature and can be created in several ways. Osterwalder and 

Pigneur give various examples of how value can be created. These include newness, per-

formance, customisation, helping a customer to get a certain job done, design, brand or 

status, price, cost and risk reduction, accessibility and convenience or usability.73 

Because the value proposition is a crucial component of a business model to attract cus-

tomers, Osterwalder et al. explicitly deal with this topic in the book Value Proposition De-

sign. The value proposition canvas discussed in this book can seamlessly be integrated into 

the BMC.74 Therefore, the building blocks value proposition and customer segments are 

presented in more detail within chapter 4.2.1. 

2nd Business Model Pillar: Customers / Customer Interface 

Customer Segments 

Like the value proposition, the customer segments building block is one of the essential 

components for the success of the entire business model. For this reason, Osterwalder also 

refers to customers as the "heart of any business model"75 and devotes more attention to 

this building block in his book Value Proposition Design (see Chapter 4.2.1). Within the 

BMC, customers are divided into different segments. The goal of a company is to offer these 

customer segments products and services that are beneficial to them. It is important that 

customer segments are homogeneous in themselves, but heterogeneous among them-

selves in terms of their needs and behaviour. Conversely, different customer segments re-

quire different bundles of products and services, use different distribution channels, require 

different types of customer service and have different willingness to pay and profitability. 

Osterwalder also mentions "different types of customer segments"76 as examples: 

• Mass market: Serving a large customer group instead of individual sub segments 

without significant differences in their needs. 

• Niche market: Focusing a business model on highly specialised customers with 

special needs. 

 
71 Osterwalder 2004, p. 42. 
72 Osterwalder 2004, p. 43. 
73 Osterwalder; Pigneur 2010, p. 22 f. 
74 Osterwalder et al. 2014, p. XIV. 
75 Osterwalder; Pigneur 2010, p. 20. 
76 Osterwalder; Pigneur 2010, p. 21. 
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• Segmented: Serving different customer segments with similar but still distinguisha-

ble needs. Consequently, the value proposition for each customer segment is also 

slightly different. 

• Diversified: Completely heterogeneous segments that are served by very different 

packages of products and services. 

• Multi-sided platforms / markets: Two or more different customer segments with 

different needs are served, which are linked to each other by the products and ser-

vices offered. The decisive factor is that in order to address one segment, another 

linked segment must always be served.77  

The concept of multi-sided platforms is a particular focus of the thesis and is therefore pre-

sented in more detail in Chapter 4.4. 

Channels  

The authors use the term channels to summarize all communication, distribution and sales 

channels that a company uses to communicate its value proposition to one of its customer 

segments in one building block. They distinguish between four different channel types and 

five channel phases (see table 6). The selection of the right channels for a customer seg-

ment is decisive for the positioning of the value proposition and for the general customer 

experience.78 

 

Table 6 Channel Types and Phases (Osterwalder; Pigneur 2010, p. 27) 

Customer Relationships 

Similar to the channels, the building block of the customer relationship also links the value 

proposition with the customer segments and has a strong influence on the customer expe-

rience. Different relationship levels can exist side by side and related to different customer 

segments. The author identifies six different categories of customer relationship:  

• Personal assistance: Customers are provided with a human service employee who 

responds to them individually. 

• Dedicated personal assistance: An extreme form of personal assistance by 

providing individual customers with their own service staff. This form of customer 

relationship is comparable to key account management. 

• Automated services: A company decides not to provide personal assistance, but 

instead offers its customers an automated and personalised service, which at best 

simulates a personal relationship. 

 
77 Osterwalder; Pigneur 2010, p. 21. 
78 Osterwalder; Pigneur 2010, p. 27. 
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• Co-creation: By breaking up traditional one-sided relationships, companies enable 

customers to participate in the process of value creation. 

• Communities: Companies develop communities allowing customers to interact with 

other users and solve each other's problems. 

• Self-service: The company provides customers with all necessary information and 

tools, but no advisory services. There is no direct customer relationship.79 

The presented approaches regarding customer relationship shall contribute to customer 

acquisition, retention or upselling.80 

3rd Business Model Pillar: Infrastructure / Infrastructure Management 

Key Resources 

Regardless of whether they are "physical, financial, intellectual, or human"81 resources, 

every company needs certain key resources to produce and deliver its value proposition. 

These assets can either be owned by the company itself or obtained from key partners. 

Most of the time they are critical success factors and affect the customer relationship, the 

channels as well as the revenue streams.82 

Key Activities 

Comparable to key resources, there are certain key activities for each business model that 

are mandatory for a company. These key activities vary depending on the type of business 

model. The authors basically differentiate between production, problem solving and network 

activities.83  

Key Partnerships 

There are several reasons for a company to build certain partnerships with other organisa-

tions. Examples may include using economies of scale or optimising the allocation of re-

sources, accessing certain resources previously inaccessible to the company, or reducing 

risk and uncertainty. Though, it is important to define these partners in advance and to map 

their role within the business model.84 

  

 
79 Osterwalder; Pigneur 2010, p. 28 f. 
80 Upselling refers to the sale of higher quality products and thus an increase in turnover through good customer 

relationship. Flachenäcker 2019, p. 161.  
81 Osterwalder; Pigneur 2010, p. 34. 
82 Ibid. 
83 Network activities are all activities that a platform business model requires to operate it. Especially important 

are platform management, service provisioning and platform promotion. Osterwalder; Pigneur 2010, p. 37. 
84 Osterwalder; Pigneur 2010, p. 38 f. 
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4th Business Model Pillar: Financial Viability / Financial Aspects 

Revenue Streams 

Revenue streams are all monetary earnings of a company through sales to the various 

customer segments. The authors say, "If customers comprise the heart of a business model, 

revenue streams are its arteries." 85 Examples of potential revenue-generating options in-

clude asset sales, usage fees, subscription fees, lending, renting, leasing, licensing, bro-

kerage fees or advertising. Depending on which type of revenue streams a business model 

uses, appropriate pricing mechanisms have to be defined. A basic distinction is made be-

tween fixed menu pricing (e.g. list price, product feature, customer segment or volume de-

pendent) and dynamic pricing (e.g. negotiation, yield management, real-time market or auc-

tions). However, the decisive factor in determining prices is primarily the focus on the cus-

tomer and his actual willingness to pay.86 

Cost Structure 

In order to determine how profitable, the business model is overall, in addition to revenue 

streams, the overall costs must also be taken into account. The building block cost structure 

therefore contains the most important fixed and variable costs resulting from the definition 

of key resources, activities and partnerships. However, a company should decide whether 

it prefers a cost-driven (minimizing costs using a low-price value proposition) or value-driven 

approach (premium value proposition and less focused on costs).87 

Although the BMC is basically used to visualise the own or a new business model, it only 

covers a part of all the processes and activities of a business model. It is therefore to be 

explicitly criticized that the BMC only superficially and incompletely depicts all facets and 

does not dive deeper into the structure and the individual process landscape. Furthermore, 

even though the authors give general suggestions on how the individual building blocks can 

be designed, they do not go into more depth on basic theoretical concepts. For example, 

the building block customer segments names several different types of segments, but does 

not go into detail about how to design them, as is the case, for example, with Meffert's 

market segmentation criteria.88 Also, the focus on competitors and the business environ-

ment is ignored in an unmodified version of the BMC.89 This serves the purpose of simpli-

fying the model in a comprehensible way, but requires additional knowledge of those who 

want to develop a business model, as well as additional, company-dependent analyses of 

the current situation and the company environment. The authors are also aware of these 

limitations and list various strategic approaches in their book, which shall enable the reader 

to "constructively question established business models and strategically examine the en-

vironment in which [the] own business model functions.”90 This includes the analysis of the 

business model environment, comparable to Porter's 5 Forces and criteria of a PESTLE 

 
85 Osterwalder; Pigneur 2010, p. 30. 
86 Ibid. 
87 Osterwalder; Pigneur 2010, p. 40 f. 
88 Meffert; Burmann; Kirchgeorg 2015, p. 183. 
89 Hong; Ching; Fauvel 2013, p. 30 f. 
90 Osterwalder; Pigneur 2010, p. 199. 
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analysis, the SWOT analysis, elements of the blue ocean strategy and strategies to manage 

multiple business models.91 

In summary, the BMC is not able to map business models in their entirety, but provides a 

simple, clear and motivating approach to create a new business model or redesign existing 

ones. The unified presentation also helps to compare different business models with each 

other and, with a little practice, to get a quick overview of the general principles of how they 

work. The BMC is therefore also seen as a first introduction to business model design, which 

can then be supplemented with variations of the model, such as the Lean Model Canvas 

(see chapter 4.2.3) or the Value Proposition Canvas (see chapter 4.2.1) which builds on the 

BMC.92 

 

 

 

 
91 Osterwalder; Pigneur 2010, p. 199 f. 
92 Hong; Ching; Fauvel 2013, p. 30 f.; Kyhnau; Nielsen 2015, p. 82–84. 
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Figure 1 Business Model Canvas (Strategyzer AG n. y.-a, n. pag.)
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4.2 Alternative approaches 

As an alternative to the presented concept of the BMC for business model visualisation, 

there are several alternative approaches as well as approaches based on the BMC. These 

are presented in the following to show which alternatives exist and when they are applica-

ble. 

4.2.1 Value Proposition Canvas 

Based on the BMC, Osterwalder et al. developed the Value Proposition Canvas (VPC), 

which can be seamlessly integrated into the BMC and which is presented in the book Value 

Proposition Design published in 2014. Like the BMC, the VPC is also intended to contribute 

to the development of a comprehensible and uniform framework that enables companies, 

start-ups and researchers to create new value propositions tailored to the needs of their 

customer segments. In doing so, the VPC focuses on the two building blocks customer 

segments and value proposition of the BMC and compares these two sides within a new 

model consisting of customer profile and value map. The aim of the model is to achieve the 

highest possible degree of fit between these two sides and thus an acceptance of the value 

proposition by defined customer segments. This value proposition should be than "embed-

ded in a profitable and scalable business model"93 of a company. 

Customer Profile 

The first side of the VPC is the Customer Profile, which refers to the building block customer 

segments of the BMC and can be divided into three sub-categories. 

The Customer (Segment) Profile describes a specific customer segment in your business 
model in a more structured and detailed way. It breaks the customer down into its jobs, pains, 
and gains.94  

Customer profiles are created for each individual customer segment relevant to the busi-

ness model. Segments are first selected, the specific customer jobs, pains and gains are 

determined through observations, interviews or other research methods and then structured 

according to their priority for the customer. The aim is to identify all customer needs in as 

much detail as possible in order to obtain the best possible understanding of the segments. 

Only if a company really knows its customers it can develop a business model with a cor-

responding value proposition. Customers always try to master certain tasks with products 

or services. These are collected in the Customer Jobs field and can be divided into three 

different types: 

• Functional jobs refer to a specific problem or task 

• Social jobs refer to status and social perception 

• Personal / emotional jobs refer to certain emotional states 

 
93 Osterwalder et al. 2014, p. 49. 
94 Osterwalder et al. 2014, p. 9. 
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In addition, there are various supporting jobs that simplify the customer's decision to buy, 

the purchasing process or complaints. Pains, on the one hand, have a negative effect on 

the fulfilment of customer jobs. These include hurdles or risks that a customer may face 

while trying to complete a job. Gains, on the other hand, are factors that have a positive 

influence on job fulfilment, which the customer demands or expects, or which he is currently 

not even aware of, but which could satisfy unknown needs.95 These factors can also be 

compared with the threshold / basic, performance and excitement / delight attributes of the 

Kano model.96 

Value Map 

Opposite the Customer Profile is the Value Map, which also consists of three components, 

Products and Services, Pain Relievers and Gain Creators. The Value Map is intended to 

show in detail how products and services of a certain value proposition of a business model 

generate value for a customer segment. First, all products and services are listed, the vari-

ous characteristics to eliminate customer pains and build up customer gains are listed, and 

finally, the importance of the products and services for the customer is weighted. Under 

Products and Services all offers of the company that are relevant for the customer segment 

addressed are listed, whether physical, intangible, digital or financial. Pain Relievers are 

those features of the value proposition and measures that help to reduce different types of 

customer pain. Gain Creators are all factors that help to build or promote customer gains. 

It is not necessary to edit all determined Pains and Gains of the Customer Profile. It is much 

more important to focus on the points that are decisive for the customer.97 

Fit 

The term Fit describes the extent to which the value proposition meets the needs of the 

customer segment and how much customers feel addressed by the company's offer. A dis-

tinction is made between three levels of Fit: 

• Problem-Solution Fit: Also called "On Paper" Fit, because Pains, Gains and Cus-

tomer Jobs were determined and the corresponding Value Map was created, but 

without a field test. 

• Product-Market Fit: Value proposition is tested in the market and actually satisfies 

customer needs. 

• Business Model Fit: Value proposition can be integrated into a working business 

model.98 

Although Fit is comparatively easy to define, it describes the greatest challenge for compa-

nies when modelling new value propositions and business models. "Your customers are the 

judge, jury, and executioner of your value proposition. They will be merciless if you don't 

find fit!"99 In order to avoid frustration and false results, Garner also lists five common mis-

takes in handling the VPC that users should avoid at all costs: 

1. Not looking at Customer Profile and Value Map as separate building blocks 

 
95 Osterwalder et al. 2014, p. 8–25.  
96 ProductPlan n. y., n. pag. 
97 Osterwalder et al. 2014, p. 29–39. 
98 Osterwalder et al. 2014, p. 49. 
99 Osterwalder et al. 2014, p. 43. 
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2. Putting multiple Customer Segments into one Profile 

3. Creation of Customer Profile on the basis of the value proposition 

4. Focusing on functional jobs, while neglecting social and personal / emotional jobs 

5. Addressing all Pains and Gains100 

As already mentioned in connection with the BMC, one of the greatest strengths of the VPC 

is its seamless integration. Beyond this integration, the VPC is even considered an upgrade, 

as it addresses weaknesses of the BMC. The VPC provides companies with an easy to 

understand basis for the development of new offers that offer the customer real added value 

and does not require extensive theoretical explanations.101 

4.2.2 Component Business Model 

In 2009 IBM released the Component Business Model (CBM) as a business model tool, 

which is not intended to redesign business models, but rather to map existing models with 

different building blocks in a matrix system.  

[With the CBM] the enterprise is partitioned into manageable, relatively independent, discrete, 
modular and reusable business components. Using CBM, business segments that contain 
similar activities can be mapped across the enterprise. […] CBM offers a new way to break 
down the organization and gain more clarity around costs across functional units.102  

The CBM is structured as a matrix, consisting of the most important business model com-

ponents (core competencies, core processes, IT) that are shown in the columns and three 

different operational levels in the rows. These are divided into Direct (strategic level), Con-

trol (management level) and Execute (business / operative level). While the BMC focuses 

on the creation of value for the customer and all modules are aligned to this, the CBM is 

primarily intended to fully map all components of a company in order to reduce process 

costs and minimize risks.103 However, this simple mapping is also a major criticism of CBM. 

In short, the IBM CBM is the great answer to WHAT but without WHY and WHAT FOR - en-
terprise business concept - it is a bit incomplete view on the business component structure, 
which allows for a misinterpretation.104  

Furthermore, there are only a few application examples and few meaningful sources about 

the model. Osterwalder and Pigneur also state that IBM itself is a user of the BMC, which 

shows that the approaches do not compete or are linked directly.105 

4.2.3 Lean Model Canvas 

The Lean Model Canvas (LMC) is an adaptation of the BMC and is based on the nine build-

ing blocks principle. It was developed in 2010 by Ash Maurya, who found the approach of 

Osterwalder and Pigneur not comprehensive enough and not feasible, especially for new 

businesses in the start-up process. He therefore combined the BMC with Rob Fitzpatrick's 

 
100 Garner n. y., n. pag. 
101 Hong; Ching; Fauvel 2013, p. 30 f.; Kyhnau; Nielsen 2015, p. 82–84. 
102 IBM 2018, n. pag. 
103 Ibid. 
104 Poulin 2010, n. pag. 
105 Osterwalder; Pigneur 2010, p. 15. 
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Startup Toolkit Canvas and removed the building blocks key partners, key activities, key 

resources and customer relationship. These were replaced by problem, solution, key met-

rics and unfair advantage to take into account the factors uncertainty and risk, which are 

especially important for entrepreneurship.106 “Lean Canvas uses the same 9 blocks concept 

except they’ve been modified slightly to suit the needs / purposes / requirements of a Lean 

Startup.”107 Overall, the LMC therefore focuses primarily on entrepreneurship and builds on 

the strengths and basic idea of the BMV. 

4.2.4 Fluidminds Business Model Canvas 

The Fluidminds Business Model Canvas (FBC) for the creation and visualisation of new 

business models was developed in 2009 by Patrick Stähler, who worked at the University 

of St. Gallen prior to Alexander Osterwalder and dedicated his doctoral thesis to the topic 

of Business Model Innovation.108 In addition, in 2001 Stähler provided the basis for Oster-

walder's four different business model pillars.109 The FBC also consists of four different cat-

egories, Value Architecture, Value Proposition, Revenue Model and Team and Values. 

These in turn can be divided into a total of eleven different components (see figure 9). Over-

all, these are very similar to the BMC, but already focus strongly on the value proposition 

and the customer segments of the business model110 and integrate the structure of the 

company as well as forms of interaction within the business model through the Team and 

Values components. According to Stähler, managers should take sufficient time and not fill 

the canvas without a concept. According to him, the company should first become aware of 

its current business model, its environment and the needs of existing and new customers. 

Afterwards, these structures should be looked at in a new and unbiased way in order to 

recognise new potentials. This step allows the creation of different ideas about value prop-

osition, architecture, revenue model and values and culture, which can be used to fill the 

empty canvas. In the design process, various possible business models are then set up, of 

which one is selected and a prototype is created. This prototype is then tested in the field 

and, if necessary, adapted based on additional insights about customers and feedback re-

ceived.111 Altogether the FBC is very comparable to the BMC, but, even though the ap-

proach of Stähler is generally more detailed, the BMC has gained more recognition due to 

its simple structure and simple presentation. In addition, with the integration of the VPC, 

apart from the Team & Values module, Osterwalder's model is more comprehensive and 

easier to understand compared to the FBC.  

In conclusion, it can be said that there are different approaches regarding the modelling of 

business models and, moreover, not all the approaches found were presented in the course 

of the thesis. This is due to the fact that the BMC has become most widely accepted in 

business practice as well as at universities in the past years and has thus displaced various 

alternative models. The approaches existing alongside the BMC are mostly adaptations of 

it. Most of these adaptations, though, focus more on specific situations, like the LMC which 
 

106 Maurya 2018, n. pag. 
107 Mullen 2019, n. pag. 
108 Stähler n. y.-a, n. pag. 2009, n. pag. 
109 Osterwalder 2004, p. 31. 
110 Although the BMC includes these points as building blocks, it does not explicitly address their significance 

until the VPC is added. Osterwalder; Pigneur 2010; Osterwalder et al. 2014. 
111 Stähler n. y.-b, n. pag. 
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aims as a tool for the creation of startups. The FBC is basically more comprehensive than 

the BMC, but this is not necessarily an advantage during the design process of business 

models. The decisive factor is rather how intuitive the approach is and how well it maps a 

business model so that external parties can quickly understand it. Osterwalder and Pigneur 

have achieved their goal of a shared language with the BMC, which has been published in 

more than thirty languages and is used by more than five million people.112 For this reason, 

the BMC is used as a basic model for the development and visualisation of a new digital 

multi-sided platform business model for DMOs within this thesis. 

 
112 Strategyzer AG n. y.-b, n. pag. 
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Name Business Model Canvas 
(BMC) 

Value Proposition Canvas 
(VPC) 

Component Business Model 
(CBM) 

Lean Model Canvas (LMC) Fluidminds Business Model 
Canvas (FBC) 

Author Alexander Osterwalder, Yves 
Pigneur 2010 

Alexander Osterwalder, Yves 
Pigneur, Greg Bernarda, Alan 
Smith 2014 

IBM 2009 Ash Maurya 2010 Patrick Stähler 2009 

Figure 

  

 

 

 

Description • For mapping business model 
mechanisms 

• For new and existing compa-
nies 

• Built around nine building 
blocks 

• Supplement of the BMC 

• Maps valued customer needs 
and corresponding value 
propositions of the business 
model in a canvas 

• Serves to map all compo-
nents of an existing company 

• Modified version of the BMC 
to meet the special needs of 
founders 

• Already developed before 
BMC with the same goal and 
similar content 

Aim • Simple presentation of a busi-
ness model and how it works 

• Building a shared language to 
compare, share and adapt 
business model ideas 

• Determination of value propo-
sitions that really interest cus-
tomers 

• Complete representation of 
all components necessary for 
the company 

• Support for companies in the 
startup phase 

• Simple presentation of the 
business model and how it 
works 

Advantages • Mapping of all components 
essential for the business 
model 

• Internationally renowned 

• Basis for other approaches 

• Freely usable and changea-
ble through CC license 

• Seamless integration into the 
BMC 

• Good tool for determining 
value propositions and fit be-
tween customer segments 
and the company's offering 

• Simple mapping of all compo-
nents of a company including 
subdivision into operative lev-
els 

• Replacing individual building 
blocks of the BMC with more 
relevant 

• Inclusion of Uncertainty and 
Risk as special challenges for 
founders 

• Same advantages as BMC 
and additionally integration of 
values, culture and the func-
tion of team members 

Disadvantages • Strong simplification of reality 

• Not perfectly suited for all 
types of organisations and sit-
uations without adjustments 

• As a business model tool only 
in combination with BMC or 
suitable variations of it 

• Presentation requires deep 
understanding for the cus-
tomer 

• No presentation of the busi-
ness model mechanisms, 
strategy and logic of the busi-
ness model 

• Focusing on entrepreneur-
ship, thereby losing validity 
for existing companies 

• Not as well-known as BMC, 
therefore not as universally 
applicable 

• Does not allow easy compari-
son of different business 
models 

Table 7 Business model development tools (Own figure based on Osterwalder; Pigneur 2010; Osterwalder et al. 2014; IBM 2018; Maurya 2018; Stähler 2009)
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4.3 Business model patterns and types 

The processes for business model innovation and the digital transformation of business 

models described in chapter 3.3.1 and 3.3.2 almost all involve a certain phase of idea gen-

eration. This phase sounds comparatively simple in theory, but is one of the crucial factors 

in the design process of new business models. One reason for this is that managers have 

been trained for decades to understand how their own industry works and how it interacts, 

to observe competitors and, as a company, to focus on the innovation of products and ser-

vices. By contrast, managers are reluctant to completely redesign existing business models 

because of convenience, timidity or arrogance, although new business models can lead to 

higher profitability or at least help to avoid being driven out of the market. Even though many 

companies have recognised this, thinking outside the box is often difficult. For this reason, 

Gassmann et al. have analysed 250 business models of different companies to extract cer-

tain patterns of successful models. Their investigations resulted in 55 so-called business 

model patterns (see table 8).  

The phrase ´There’s no need to reinvent the wheel´ describes the fact that, at a closer look, 
only few phenomena are really new. Often, innovations are slight variations of something that 
has existed elsewhere, in other industries, or in other geographical areas.113 

Accordingly, a business model innovation does not always have to be a completely new 

invention. It is also feasible to redesign existing patterns or to transfer business model 

mechanisms from other industries.114 According to Wirtz, there are also four different digital 

basic business model types in the area of digital business models, supplemented by Afuah 

and Tucci. These are also referred to as the 4-C-Net and 5-C-Net business model types, 

and comprise content, commerce, context, connection and coordination. Content describes 

the collection, selection, systematisation, compilation and provision of content on a platform. 

Commerce refers to the various phases of a transaction and covers the entire purchasing 

process. Context includes all activities that a company undertakes to reduce the complexity 

of the data and information available on the internet for potential customers. Connection 

comprises business models for commercial, technical (for example, internet providers) or 

communicative information exchange (communities). The Coordination business model 

type, which is complemented by Afuah and Tucci, refers to the cooperation of different users 

through, for example, appointment coordination, data or information exchange. Business 

models deriving from this type of model support companies and organisations in scheduling, 

teamwork and supportive collaboration.115 

  

 
113 Gassmann; Frankenberger; Csik n. y., p. 3. 
114 Gassmann; Frankenberger; Csik n. y., p. 3–12. 
115 Ruoss 2015, n. pag. 
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Pattern Description Title Description 

1. Add-On Variable offer with "cheap" core product 
and multiple extras leading to higher to-
tal revenue. 

29. Make More 
Of It 

Offering know-how and available assets 
to other companies besides own value 
proposition. 

2. Affiliation Displaying or supporting other compa-
nies and benefit from transactions (Pay-
per-sale or -display). 

30. Mass Cus-
tomization 

Customization of products within mass 
production through modular products and 
product systems. 

3. Aikido Offering products / services opposed to 
competition / mainstream. 

31. No Frills Serving the basic core requirements for 
products and services (typically low pur-
chasing power customer base). 

4. Auction Selling products / services to highest 
bidder. Customer benefits from influ-
enceable price. 

32. Open Busi-
ness Model 

Collaboration and new forms of coopera-
tion with partners (suppliers, customers, 
complementary) as main source of value 
creation.  

5. Barter Exchange of goods without financial 
transaction (based on perceived value). 

33. Open 
Source 

Offering data or code for free, so that oth-
ers can work with it. Revenues from com-
plementary services (consulting, sup-
port). 

6.Cash Ma-
chine 

Customer pays before product even ex-
ists, leading to increased liquidity of the 
company. 

34. Orchestra-
tor 

Focusing on core competencies in the 
value chain and outsourcing others. 
Thereby increasing performance and uti-
lizing economies of scale. 

7. Cross Sell-
ing 

Additional Revenue by offering products 
/ services from different industry with 
same infrastructure / resources. 

35. Pay Per 
Use 

Payment per actual consumption of the 
customer (preferred by flexibility seek-
ers). 

8. Crowd-
funding 

Financing of an idea based on crowd of 
investors. Supporters receive benefits if 
project is successfully realised. 

36. Pay What 
You Want 

Price can be influenced by the customer 
(sometimes up to free use). New custom-
ers are attracted by meeting individual 
willingness to pay. 

9. Crowd-
sourcing 

Solving problems with the help of a user 
horde. May also improve customer rela-
tionship. 

37. Peer-To-
Peer (P2P) 

Provision of a meeting point (e.g. online 
database or communication services) for 
individuals of a homogeneous group. 

10. Customer 
Loyalty 

Increasing customer loyalty through in-
centive-based programs (voluntary cus-
tomer binding). 

38. Perfor-
mance-Based 
Contracting 

Product price is not based on the physical 
value but on the value, it provides as a 
service.  

11. Digitisa-
tion 

Transforming from analogue to digital 
products and services (increased value 
compared to the original). 

39. Razor And 
Blade 

Free/cheap basic product which is cross-
financed by more expensive additional 
products (usually technological depend-
ency of both). 

12. Direct 
Selling 

Elimination of intermediary channels to 
save retail margins and build customer 
relationships. 

40. Rent In-
stead Of Buy 

Renting a product ensures lower costs 
than buying and lower non-usage costs 
for both sides. 

13. E-Com-
merce 

Distribution of analogue products and 
services via digital / online channels 

41. Revenue 
Sharing 

Passing on part of the revenues to an-
other party in order to benefit from in-
creased value creation for own customer 
base. 

14. Experi-
ence Selling 

Increase the value of a product or ser-
vice through a particular customer expe-
rience 

42. Reverse 
Engineering 

Gathering information about competitor's 
product by disassembling. Offering at a 
lower price by saving costs for R&D. 

15. Flat Rate Charging a fixed fee regardless of the 
actual use of the product or service 

43. Reverse In-
novation 

Sale of simple products developed in 
emerging markets in developed countries 
(usually the other way around). 

16. Fractional 
Ownership 

Group of owners sharing (capital-inten-
sive) assets. Customer has ownership 
rights without paying full payment. 

44. Robin 
Hood 

Offering same product / service at differ-
ent prices to rich and poor customer seg-
ments leads to economies of scale and 
positive image. 
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17. Franchis-
ing 

Franchisor licenses rights of use for cer-
tain business objectives for franchisee 
who bears business risk. 

45. Self-Ser-
vice 

Shifting certain value-adding steps to the 
customer leads to lower costs for compa-
nies and increased efficiency for custom-
ers. 

18. Freemium Attract customers with free basic offers, 
hoping to attract some for premium of-
fers. 

46. Shop-In-
Shop 

Opening a small shop in an existing one 
to save costs and benefit from existing 
structures. 

19. From 
Push To Pull 

Decentralisation of a company (or part 
of it) to increase flexibility and customer 
centricity. 

47. Solution 
Provider 

Close contact with the customer with 
transfer of know-how. Total coverage of 
products and services in a specific field 
through a single contact point. 

20. Guaran-
teed Availa-
bility 

Providing products / services at almost 
any time by leveraging economies of 
scale and expertise to avoid downtime 
for customers. 

48. Subscrip-
tion 

Provision of general service availability 
for a periodic, usually monthly or annual 
fee ensures stable revenue stream. 

21. Hidden 
Revenue 

Third party cross-finances the offer for 
the actual user (often through advertise-
ment). 

49. Supermar-
ket 

Attracting customers with a wide variety 
of products at quite low prices under one 
roof. 

22. Ingredient 
Branding 

Adding value through the use / market-
ing of particularly valuable / known parts 
or ingredients. 

50. Target The 
Poor 

Addressing the poorer customer seg-
ments leads to higher sales numbers and 
economies of scale. 

23. Integrator Control over resources and capabilities 
to achieve efficiencies, economies of 
scope and reduced dependence on sup-
pliers, thereby reducing costs and in-
creasing stability of value creation. 

51. Trash-To-
Cash 

Collecting used products in order to min-
imise resource input. Products are further 
processed or sold in other parts of the 
world. 

24. Layer 
Player 

Specialisation in providing a value-add-
ing step that is offered within a variety of 
independent markets and industries, 
thereby exploiting economies of scale. 

52. Two-Sided 
Market 

Linking different customer segments via 
platform. The more users, the more at-
tractive the platform. 

25. Leverage 
Customer 
Data 

Value creation through collection and 
processing of customer data for own use 
or sale to third party. 

53. Ultimate 
Luxury 

Addressing richest segments to highly 
differentiate product / service and 
achieve high margins. 

26. License Transformation of knowledge into intel-
lectual property that can be sold. Strong 
focus on research and development. 

54. User De-
signed 

Offering a platform that allows the cus-
tomer to create and market his own prod-
ucts / services. Platform benefits from 
creativity, customer from reach and 
saved costs for infrastructure. 

27. Lock-In Strong customer loyalty through the de-
velopment of switching costs to other 
providers. 

55. White La-
bel 

Allowing other company to sell products 
with their brand in order to reach new 
customer segments with the same prod-
uct. 

28. Long Tail Sale of a wide range of niche products. 
Only in sum individual small product 
sales generate attractive revenues.  

    

Table 8 Business Model Patterns (Own figure based on Gassmann; Frankenberger; Csik n. y.) 
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4.4 Multi-sided platforms 

One of the most successful business model patterns of recent years is the business model 

of multi-sided platforms. This business model pattern is not an invention of modern times. 

However, it has become increasingly important due to the rise of the internet and is now an 

integral part of the business model landscape. Nevertheless, the concept is not uniformly 

defined in the established literature. It is often referred to as a two- or multi-sided market, 

platform or network. Other authors speak of the platform or marketplace business model.116 

The underlying mechanism, regardless of the terminology, is the same.  

A two-sided market facilitates interactions between multiple interdependent groups of custom-
ers. The value of the platform increases as more groups or as more individual members of 
each group are using it. The two sides usually come from disparate groups, e.g., businesses 
and private interest groups.117  

Such platforms are of value to one group of customers only if the other groups of customers 
are also present. The platform creates value by facilitating interactions between the different 
groups [and] […] grows in value to the extent that it attracts more users, a phenomenon known 
as the network effect.118  

The business model of multi-sided platforms is therefore not primarily focused on the sale 

of its own products and services, rather companies create a virtual marketplace in which 

various customer segments are brought into contact. Marketplaces such as Ebay or 

Alibaba, for example, do not sell any own products, Uber does not offer any transport ser-

vices itself and social networks primarily do not produce their own content. Usually, how-

ever, a supply side and a demand side can also be identified on these platform market-

places, but due to the various interactions between the customer segments and complex 

value propositions, this is not a mandatory requirement. As mentioned above, the so-called 

network effects are decisive for the success of a multi-sided platform. These are also known 

as demand-side economies of scale. “Network effects are the effects that incremental par-

ticipants (and participation) have on the value of the network to other participants.”119 These 

can have either direct or indirect influence. Direct, or also same-side network effects are all 

effects that occur within a customer group. Indirect, or cross-side network effects are those 

effects that one customer segment exerts on another customer segment, for example, the 

buyer segment on the seller segment or vice versa. Both direct and indirect effects can 

influence the value of the multi-sided platform positively and negatively. The aim of the 

platform operator is to strengthen the positive network effects automatically triggered by the 

connection of the different customer segments and to avoid the negative effects. A precise 

analysis of the interplay of the different needs of the customer segments therefore is crucial.  

These network effects can also be seen in the results of a study conducted by bitcom in 

2019 on the use and assessment of digital platforms by German companies. According to 

this study, platforms offer various opportunities, but also provide certain risks for companies 

(see table 9).  

  

 
116 Osterwalder; Pigneur 2010, p. 77–87; Bader 2019, n. pag. Uenlue 2017, n. pag. 
117 Gassmann; Frankenberger; Csik n. y., p. 11. 
118 Osterwalder; Pigneur 2010, p. 77. 
119 Uenlue 2017, p. n.pag. 
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Advantages 
of digital platforms 

Disadvantages 
of digital platforms 

Broader offer Easy market entry of new competitors 

Winning new customers Increased price pressure 

Securing the viability for the future Loss of direct customer relations 

Increasing awareness Shrinking margins due to fees 

Promotion of innovation Dependence on the platform operator 

Increase in sales of new and existing products Transfer of customer data to the platform operator 

Cost reduction Unclear legal framework, e.g. for cooperation 

Collection of data   

Promotion of competition   

Table 9 Advantages and disadvantages of multi-sided platforms (Own figure based on Bitkom 
2020, p. 23) 

Especially companies that are not yet users or operators of platforms are shying away from 

using them and are more likely to see the risks of using platforms. 27% of the companies 

surveyed see their own company threatened by digital platforms. Nevertheless, it is gener-

ally recognisable that platform business models will have an even stronger influence on 

both national and global economies in the future. 45% of the companies stated that they 

would rather or exclusively see digital platforms as an opportunity, 45% offer products and 

services on platforms and 44% buy on platforms. 5% of the companies are even already 

operators of a digital platform themselves or with partners. Platform operators are mainly 

large companies with more than 500 employees.120 When designing a business model in 

the form of a multi-sided platform, these fears and developments should be taken into ac-

count. Global giants such as Google, Facebook, Apple and many other companies that 

have built platforms in recent years show that this form of business model is promising (see 

figure 2). However, it is not only large IT companies that can benefit from the pattern; it is 

possible to develop multi-sided platforms in almost all industries and equally in B2B and 

B2C markets. Nevertheless, it is important to define the strategic direction of the platform 

and to decide how value can be created for customers. Since different customer segments 

must be present in a multi-sided platform, Osterwalder and Pigneur also speak of a "chicken 

and egg dilemma"121 which companies must solve. A basic approach is to subsidize one 

customer segment in order to attract it, and in the next step to win over the other segments. 

Uenlue presents five different strategic approaches in this context: 

• New demand network for existing supply: 

mainly by minimizing search costs; e.g. Yelp built up a network of demand and 

was therefore highly attractive for supply side 

• Creation of a new supply category:  

e.g. Airbnb added a new kind of supply to an existing market 

• New supply network for existing or new demand:  

e.g. Alibaba created a network to make existing supply accessible for a new de-

mand side / network 

• Seeking underserved networks:  

mainly social networks, on demand or supply side; e.g. Facebook build up a big 

userbase and later started to include advertisers 

 
120 Bitkom 2020, n. pag. Based on the results of 502 surveyed German companies with at least 20 employees 
121 Osterwalder; Pigneur 2010, p. 78. 
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• Adding a new side to a single-side business:  

on demand or supply side; e.g. Amazon later changed its business model and al-

lowed external suppliers to use its portal and thus created a platform122  

Strong platforms have also developed in the tourism industry, bringing together tourism 

service providers with their offer in the form of information, accommodation, transport, food 

or tourism activities with potential guests. Examples of these providers are presented in 

table 2. When modelling a new multi-sided platform, existing platforms should also be taken 

into account in the analysis of the business model environment.123 As described before, 

multi-sided platforms are to be regarded as business model pattern and thus have certain 

characteristics which can be represented in the BMC. The building blocks Key Activities 

and Key Resources, Value Proposition and Customer Segments, Revenue Streams and 

Cost Structure are particularly affected. Accordingly, Cost Structure, Key Activities and Re-

sources are designed for the operation of the platform itself. The value propositions created 

by the company are designed to meet the specific needs of each customer segment of the 

platform, which in turn provide multiple revenue streams. Additional costs can arise as a 

result of subsidising a specific customer segment in order to solve the chicken and egg 

dilemma described above. These fundamental characteristics of a multi-sided platforms in 

the BMC are illustrated in figure 3.124 

 
122 Uenlue 2017, n. pag. 
123 World Tourism Organization (UNWTO) 2017, p. 15. 
124 Osterwalder; Pigneur 2010, p. 87. 
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Figure 2 Categories and examples of multi-sided platforms (Uenlue 2017)   
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Figure 3 Business Model Canvas of multi-sided platforms (Own figure based on Osterwalder; Pigneur 2010) 



- 40 - 

 

5. Action research and expert interviews as part of qualitative re-

search 

In order to develop a new digital business model, a comprehensive understanding of the 

industry, competitors, best practice examples, one's own business model and above all the 

needs of potential customers is required. In the context of the present work, an empirical 

investigation is carried out, whereby a practical solution shall be found for the problem def-

inition. For this reason, the study is located in the field of action research. The results of the 

investigation are to be extracted from qualitative data. This is done by conducting semi-

structured expert interviews. 

5.1 Action research in the field of qualitative research 

Action research aims to use its findings to derive results for practical application already in 

the research process. In doing so, it directly addresses concrete social problems. It is im-

portant that those affected by the research are not to be regarded as test subjects or objects, 

but partners.125 Rather, researchers and professionals within action research are in equal 

discourse, which is controlled and analysed by the researcher. According to Mayring, the 

course of research should be oriented around the conditions in the actual practice. In prin-

ciple, however, there are two phases of research:  

1. Definition of the practical problem and the change to be achieved 

2. Commuting between information gathering, discourse and practical action 

Action research can always be applied when a concrete problem in practice needs to be 

solved. But since some fundamental social and economic problems cannot be solved easily, 

researchers can also break down problems and use elements of action research.126 

5.2 Expert interview as an instrument of qualitative empirical research 

In contrast to other forms of interviews, this method focuses on the interviewee insofar as 

he or she, as an expert, has technical, process and interpretative knowledge relating to his 

or her specific professional or professional field of activity.127 The expert has specialist 

knowledge and expertise that is representative for other actors and provides orientation in 

this field. The selection of an actual expert is one of the biggest challenges for the re-

searcher. At the same time, this type of interview requires a high degree of expertise on the 

side of the interviewer. In addition, the expert must be expected to be under great time 

pressure. For this reason, interviews with experts are usually conducted as semi-structured 

interviews. The aims of expert interviews are to explore a new field of research, to orient 

and create a guideline for further target groups (explorative), to obtain contextual infor-

 
125 Mayring 2016, p. 50 Translation of the Author: “die von der Forschung Betroffenen […] nicht als Versuchs-

personen, Objekte, sondern Partner, Subjekte“ 
126 Mayring 2016, p. 51–53. 
127 Bogner; Menz 2002, p. 46 Translation of the Author: “[…] technisches, Prozess- und Deutungswissen, das 

sich auf sein spezifisches professionelles oder berufliches Handlungsfeld bezieht.“ 
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mation from other methods (systematising), and to develop new theories (theory-generat-

ing). Depending on the aim of the investigation, the expert interview can be used as an 

independent procedure or as a supplement to other methods. It should be noted that the 

focus on only one specific target group and any problems that may arise in connection with 

time pressure, confidentiality or the refusal of statements will make it difficult to answer a 

complex question. A careful selection of the experts to be interviewed and a good prepara-

tion of the interviewer are therefore of particular importance for the value of the method.128  

 
128 Flick 2011, p. 218. 
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6. Empirical study - expert interviews on destination management 

organisations and digital business models 

In the following chapter, the procedure and the results of the empirical investigation for 

modelling a new digital business model for DMOs are presented. 

In this context, first the research design of the study is described. Afterwards the results of 

the semi-structured expert interviews are presented and interpreted. On this basis, it will 

then finally be assessed to what extent the development of a multi-sided platform business 

model for DMOs is useful and the process of developing DMO business models shall be 

systematised. 

6.1 Research design 

The research design is the basis of the scientific investigation. It defines the research plan, 

the survey instrument, the implementation of the survey as well as the selection of the eval-

uation instrument and the procedure for the evaluation. 

6.1.1 Investigation plan 

The topic of the thesis is to assess to what extent a multi-sided platform business model 

enables DMOs to meet the challenges of digitalisation, to satisfy the changing needs of their 

stakeholders and to act financially more independently. This leads to the following research 

question: 

How can DMOs use the concept of multi-sided platform business models to compete with 
other global platform industries, create a stronger network and added value for their stake-
holders and become financially independent from public funds and membership fees? 

This question should be answered as practically as possible according to the principles of 

action research. The results of the study are subject to certain model assumptions and 

definitions presented above. Therefore, they are particularly relevant for DMOs in the Eu-

ropean Economic Area, which are struggling with the consequences of digitalisation and 

are in a strong dependency relationship to tourism service providers in the destination, to 

local politics and to public funding. 

The target group of the study are experts with distinct industry knowledge about destination 

management and digital transformation in tourism. These can be found in web agencies 

specialising in tourism, in industry associations, supra-regional and national management 

organisations, as well as in particularly highly digitalised tourism service providers. The ex-

perts should have special knowledge about the challenges of digitalisation (especially of 

platform business models) and should have developed or implemented measures for the 

digital transformation of tourism organisations themselves in the near past. It is expected 

that the different experts will have different insights into the same topic complex depending 

on their field of activity. The expertise of the investigator himself is based on several years 

of work within a DMO in the fields of marketing and data management as well as the 
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knowledge gained from previous literature research. Based on the results of the expert in-

terviews and the previously developed theoretical foundations in the areas of destination 

management, digital transformation and business model design of a multi-sided platform 

business model, the research question is to be answered and a systematic process for the 

development of a digital DMO business model is to be derived.  

6.1.2 Survey instrument and implementation of the survey 

Within the study, problem-centred, semi-structured expert interviews are conducted, which 

are intended to give the interviewees a lot of freedom for their own thoughts and to enable 

an open discussion. However, the previously defined problem is the focus of the survey. 

Therefore, the interviewer always brings the respondents back to the main topic. An im-

portant prerequisite is that the interviewer has already dealt intensively with the problem 

definition and has worked out aspects for the interview guideline. In general, the process 

model according to Mayring is followed for problem-centred interviews. This is composed 

of problem analysis, construction of the guidelines, pilot phase, conducting the interview 

and recording. The guide includes exploratory, guideline and ad hoc questions, spontane-

ous questions that respond to aspects not covered by the guideline itself.129 According to 

Flick, a complete interview consists of a short questionnaire, the guideline, the audio re-

cording and an interview transcript.130 

The study does not include a short questionnaire in order to get as deep into the problem 

as possible and not to overstretch the experts' time. General questions of the experts were 

already answered before the interviews. Below is the guideline, divided into introductory or 

exploratory questions, guideline questions and a final question. The guideline questions can 

be divided into general questions on DMOs and digital business models and questions spe-

cifically on the subject of multi-sided platform business models for DMOs. 

Introductory questions: 

• How do you respond to the following statement: "DMOs must diversify, otherwise 

they will soon be obsolete"?  

• What are currently the biggest challenges for destinations and DMOs?  

• What is your general assessment of the impact of digitalisation on destinations and 

DMOs? 

General guideline questions: 

• How have the tasks of DMOs changed as a result of digitalisation? 

• What do you think about the following statement: "DMOs have no business model"?  

• How would you describe the current business model of DMOs? 

• Currently, many DMOs deal with the bundling and processing of data, especially in 

the context of open data. Is this sufficient to ensure their own financing or does it 

only provide added value on a macroeconomic level? 

• Which groups would you describe as customers of a DMO? 

• What does a DMO offer these customer groups?  

 
129 Mayring 2016, p. 67–71. 
130 Flick 2011, p. 210. 
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• Who would you describe as the biggest competitor of DMOs in the context of digi-

talisation? 

• What influence do platforms like Uber, booking.com or Airbnb have on DMOs? 

• How attractive are such platform or marketplace business models for DMOs?   

Specific guideline questions: 

• How could a platform (marketplace) business model of a DMO look like? 

• What is the added value of a DMO platform? What should a DMO offer? 

• Assuming that DMOs would no longer receive political funding or income from the 

tourism sector. Which other customer segments could be interesting for DMOs? 

• What needs do these customers have and how can DMOs serve them? 

• How would DMOs earn money with a platform business model? 

• Airbnb claims to have offices in 34 cities worldwide, is available in over 220 countries 

and regions, and in 62 languages. With 16 people on the management team, the 

company already has more employees than most DMOs have in total. What addi-

tional skills and resources would a DMO need to develop to operate a platform? 

• Does it even make sense to operate an own platform? 

• Who could support the DMO in operating a platform? Which partners do you think 

are interesting? 

• In your opinion, are there any particular best-practice examples for the development 

of a DMO platform or an alternative business model? 

• How can DMO platforms differ from each other but also from booking.com, Airbnb 

etc.   

• What is their unique selling proposition?  

• What are limitations? 

Final question: 

• Is there anything else you would like to contribute to the topic discussed? 

6.1.3 Evaluation method and assessment 

The evaluation instrument of the interviews is the qualitative content analysis according to 

Mayring. The transcripts of the interviews are analysed step by step using a category sys-

tem. The category system is created by inductive category development (see figure 4). The 

category catalogue is created gradually during the analysis of the material and on the basis 

of the statements. The categories are therefore not fixed in advance, but result from the 

evaluation process. After ten to fifty percent of the material, the category catalogue is final-

ised and the remaining material is completely evaluated.131 

  

 
131 Mayring 2000, p. 3–4; 2016, p. 114–121. 
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The material was finally coded and evaluated according to the following categories: 

1. Environmental analysis and current business model 

• Development of DMOs 

• Current tasks 

• Current business models 

• Best practice examples 

• Organisational structure  

• Competitors 

 

2. General features of DMO business model building blocks  

• Value propositions 

• Customer segments 

• Channels 

• Customer relationships 

• Key resources 

• Key activities 

• Key partnerships 

• Revenue streams 

 

3. Business model ideas 

In the context of the thesis, an attempt is also made to follow the six quality criterions ac-

cording to Mayring in the best possible way: 

1. Process documentation: The research requires precise documentation and de-

scription and must be comprehensible to those not involved. 

2. Argumentative safeguarding: Interpretations must be argumentatively justified 

and coherent. 

3. Rule-governed proceeding: Despite openness towards the object of investiga-

tion, the research must follow certain rules. A systematic approach is indispensa-

ble. 

4. Proximity to the research object: The research should be as close as possible 

to the everyday world of the subjects being researched. The researched subjects 

should not be examined in a laboratory environment. Rather, the researcher 

should conduct his investigations in the "field”.  

5. Informant feedback: The results and interpretations can be discussed again with 

the researched person. 

6. Triangulation: By the use of different data sources, interpreters, theoretical ap-

proaches or methods, alternative solutions can be found.132 

Due to the hygiene and safety measures in place during the implementation phase of the 

interviews to counter the Corona crisis, the interviews could only be conducted by tele-

phone and video conferences. 

 
132 Mayring 2016, p. 144–148. 
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Figure 4 Step model of inductive category development (Mayring 2000) 

6.2 Results and interpretation 

The following section focuses on the summaries and the interpretation of the results of the 

conducted semi-structured expert interviews. In a first step, the results are presented in 

relation to the current situation of DMOs, their development, their environment, their stake-

holders and their form of organisation. Subsequently, general and basic factors for the de-

velopment of an own business model of DMOs, based on the building blocks of the BMC, 

are presented. Finally, potential business model ideas of the interviewed experts are por-

trayed. The results are then bundled and processed into a systematic process. Furthermore, 

the Anchor Point Canvas will be presented as a supporting tool for the development of DMO 

business models. 
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6.2.1 Development and change of tasks of DMOs through digitalisation 

ID Category Pos. Summary 

I1 Org. 5, 9, 11, 
13, 37 

At the organisational level, there are still "redundancies and duplications" in destination management in Germany in many regions, which should be replaced by a 
bundling of resources, a sensible division into local and destination tasks and the merger of smaller organisational units to form powerful organisations. Sales and 
advertising tasks should, if at all, be handled by higher-level organizational units. Large destination definitions with fragmented "sub-regional level" should be 
avoided. Centralisation does not mean that all organizations must be dissolved, but rather that tasks and responsibilities are better distributed. 

I1 Org. 37 DMOs in Germany have different requirements than, for example, in Austria, where a tourism law stipulates the financing of DMOs. "Tourism in Germany is still a 
voluntary task, in many cases the local authority" and it is unrealistic to expect this assessment to change in the near future. 

I1 Org. 39 DMOs in Germany still have to create better conditions in the technical field. Existing forms of organisation should be reconsidered and replaced by working mod-
els with agile working methods and flat hierarchies. Even though lead projects and cross-destination cooperation have already improved the situation, many DMOs 
are still in the early stages of understanding the importance of data management and data preparation.  

I1 Org. 41 There is still a long way to go before larger and more effective organisational units can be formed. The deficits and the inability to act that were revealed by the 
Corona crisis could speed up the process somewhat. 

I1 Org. 41 Good cooperation and organisation with subordinate levels ensures better task handling at the various levels. Currently, there are still many frictional losses due to 
poor coordination. 

I1 Org. 43 Also, from a market point of view, some tourism organisations are no longer necessary. 

I2 Org. 12, 22 DMOs are in a period of upheaval in which they are redefining their own role, becoming consultants to their various stakeholders and having to disband old busi-
ness models and products that are no longer needed. 

I2 Org. 28, 34, 
60, 66 

Strategic alliances and mergers are a good way to exploit synergies, distribute tasks, reduce political and financial dependence, position oneself more clearly for 
guests and increase one's own negotiating power. 

I2 Org. 77 – 78, 
80 

The centralisation of tourist organisations and management by the superordinate DMO makes sense, as the information function of the tourist information offices 
will no longer be needed in the future. A reorientation should take place in a sensitive restructuring process in coordination with the tourist information offices, local 
residents and service providers. 

I3 Org. 6, 38, 
50, 52, 
60 

A DMO business model should be based in a private company or a separate limited liability company can be established to avoid potential legal problems, e.g. 
state aid law. Online booking, for example, as defined by the European Commission, should not be a business of a public tourism organisation. 

I3 Org. 44, 46 In Austria there are compulsory contributions for DMOs laid down by law. This means that amounts flow directly from businesses to tourism organizations. 

I3 Org. 48 There is no such law in Germany, so that the municipality itself pays fixed amounts to DMO in the form of shareholder or member contributions. 

I3 Org. 56 The legally regulated financing partly causes that business models are not possible, activities of the DMO are seen as competition to local service providers and 
the DMO may also have to finance tourism infrastructure directly. The legal basis therefore has both advantages and disadvantages for the work of the DMO. 

I3 Org. 62 The environment and the presence of stakeholders varies in different destinations, which is why certain business models and organisational structures cannot be 
implemented everywhere. 

I3 Org. 66 A destination cannot be managed from top to bottom like a private sector company, as there are no group structures and key players cannot be commanded. This 
applies in particular to branding. 

I3 Org. 70, 72 Centralisation of tourist organisations, such as local tourist information offices and smaller tourism organisations into a larger entity can bring benefits to the man-
agement of the destination. The main advantages are the bundling of financial means and resources, a common personnel policy and a tourism-related profes-
sionalisation of the local level. Own operations or close cooperation with local authority operations (e.g. mountain railways) can also simplify product design. Over-
all, it is advisable to pursue a certain business management orientation and to manage a DMO more like a company. 

I3 Org. 78 Uniform technical systems and a right of intervention in subordinate public tourism organisations enable DMOs to act more directly and avoid the creation of a 
"patchwork". 
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I3 Org. 80, 82 Structures have grown historically or are predetermined by local politics and are difficult to dissolve, especially if different DMOs have developed with their own 
managers. The smaller tourism organisations are structured, the less they are able to position themselves and act strategically, due to lack of personnel, know-
how and financial resources. Small-scale structured tourism organisations are dependent on the help of external service providers. 

I3 Org. 86 In Austria, the centralisation of tourism organisations was legally decreed and linked to the financing of DMO and tourism, which caused a "forced merger". In 
Germany, this legal pressure does not exist, but decisions have to be taken at the local level, which can be slowed down or stopped by individual political actors 
and decision-makers. The centralisation of tourism organisations can only be controlled by funds flowing from upper levels to lower ones. Ultimately, efforts by 
tourism organisations often fail because of local politics. 

I4 Org. 12 Certain areas of DMO's activities are dictated by policy, even if they are not economically viable. 

I4 Org. 22 The importance of tourism as an economic factor in the DMO has an impact on the importance of the DMO. 

I4 Org. 44, 46 When dealing with different, small-scale tourism organisations, a clear division of tasks is particularly important in order to exploit synergies and create reach. 
The aspect of reach is a central argument here. Sub-organisations of DMOs usually have wrong or too high assessments and overestimate their own importance 
in competition with other destinations. The orientation towards the perception of the destination from the guest's point of view should be the starting point for the 
division of tasks among tourism organisations. 

I5 Org. 7 Austria has a tourism law which regulates the financing of DMOs in principle. The implementation is then, the responsibility of the individual federal states. 
The guest tax, on the other hand, is determined by the municipality. 

I5 Org. 29 The co-determination of numerous board members, who have different opinions on the operational approach of the DMO, impairs the power and effectiveness of 
DMO business models and activities. 

I5 Org. 61 Many managing directors of DMOs fail or leave the organisation because the motivation and goals of the management cannot be implemented with the given 
framework conditions and scope of action. 

I6 Org. 96 When developing a DMO business model, organizational structures that are too small should be avoided. 

I7 Org. 12 By reducing political influence, measures can be implemented much faster and more effectively. Moreover, cooperation with partners is also easier. 

I7 Org. 43 - 44 The reduction of political influence and a more private sector organisation makes it easier for partners and service providers to cooperate with DMO. 

I8 Org. 93 Guests usually do not know specific parts of a destination, which is why an organisational merger with a uniform external image and a uniform booking system 
makes sense. "Lighthouses" should be avoided in order to save time, money and resources. 

I1 Dev. 3 DMOs are still in a transition phase from a marketing organization to a management organization. The range of DMOs is very wide. The range of tasks for DMOs 
has become considerably broader overall and consists, among other things, of interaction with service providers, quality and innovation management, services of 
general interest in the field of business development and dialogue with companies and local residents. 

I1 Dev. 9 Centralisation is generally regarded as a positive development, but so far it has often failed due to fragmentation at a "sub-regional level" as a result of local politi-
cal church tower thinking and a distorted division of tasks. 

I1 Dev. 27 In the past, DMOs might have been able to limit the market development towards a dominant position of platforms in the accommodation sector by means of jointly 
coordinated approaches. However, this has failed due to a too fragmented positioning. 

I1 Dev. 35 Many DMOs and service providers in destinations currently continue to have difficulties in managing the basic requirements of data management and search 
engine optimization. 

I2 Dev. 12 DMOs need to evolve even further from a service orientation to a management orientation and become a kind of consultant for actors within the destination. 

I2 Dev. 13 - 14 Communication activities are shifting more towards the branding of the destination. 

I2 Dev. 16, 22 The DMO is currently in a state of suspense and in a phase of upheaval and focusing. 

I2 Dev. 24 Print media have not lost their justification, but resources should be used more sparingly in this area. DMOs currently often offer a wide range of print products for 
information purposes. In future, the brand of the destination should be better conveyed in an inspiring image magazine. 

I2 Dev. 54 Actors within the destination and DMOs are slowly beginning to rethink digitalisation. The Corona crisis has accelerated this willingness to rethink. 

I3 Dev. 92, 94 Small-scale structures have resulted in a "patchwork" of missing personnel, financial and technical resources. DMOs with small-scale structures are no longer able 
to meet the demands of increasing professionalisation. It is estimated that DMOs cannot change these structures. 



- 49 - 

 

I4 Dev. 22 The Corona crisis changes the tasks and focus of DMOs. DMOs are now concentrating more strongly on local residents when developing their offerings. 

I5 Dev. 19 DMOs are in transition from a marketing to a management organisation. 

I6 Dev. 8 The tasks and role of the DMO and the LMO, also in view of the developments in digitalisation, must be permanently questioned and, if necessary, realigned. 

I6 Dev. 22 A broader range of tasks has only developed in recent years, mainly due to new possibilities in the online sector (e.g. social media). 

I6 Dev. 26, 28 - 
32 

DMOs and LMOs are more likely to play a role in management and support high performers. Development from a non-specific marketing of all content, to a spe-
cialised examination of the existing range of services offered by the destination and a focus on individual key topics. 

I6 Dev. 94 The LMO meanwhile sees its task in offering training in the field of digitalisation and enabling partners to participate in digital LMO projects. 

I6 Dev. 114 The LMO has received a lot of attention due to the Corona crisis and has to shift its own tasks and focus from foreign to domestic marketing in the short term. 

I6 Dev. 142 The LMO observes positive developments and openness at regional and local level towards the topic of digitalisation. 

I6 Dev. 146 The LMO sees certain positive side effects in the form of "forced digitalisation" triggered by the Corona crisis. 

I7 Dev. 8 The role and positioning of DMOs has already changed towards a stronger focus on management and organisational tasks. 

I7 Dev. 12 DMOs are developing into a kind of coach for the entire destination, considering all facets, especially the service providers and the locals. 

I8 Dev. 27 In the last ten years, mainly driven by digitalisation, the tasks of the DMO have changed considerably and it can no longer fulfil its original position as a central 
point of contact due to changed guest requirements and new channels. 

I1 Cur. Tasks 19 A DMO is responsible for a wider range of stakeholders than those who use paid services, as well as for the entire area of the destination. 

I3 Cur. Tasks 22 In a region, especially in rural areas, tourism causes primary effects, such as gross value added or jobs, within and secondary effects, on suppliers, outside the 
tourism industry. Tourism indirectly creates leisure infrastructure, which is primarily available to local people and as a soft business location factor contributes to 
the settlement of skilled workers. The DMO thus has numerous stakeholders; the musicians in the orchestra are very extensive. 

I4 Cur. Tasks 12 Certain offers and services must be fulfilled by political dependencies, even if these do not generate any relevant revenues. 

I5 Cur. Tasks 10 - 11 The tasks and function of a DMO depend strongly on the interpretation of the management of the DMO. 

I5 Cur. Tasks 11 The tasks and function of a DMO depend strongly on the interpretation of the management of the DMO. 

I5 Cur. Tasks 15, 17 Some DMOs are confronted with the expectation of having a direct influence on the number of overnight stays in the destination, which is viewed extremely criti-
cally. The influence of a DMO on the utilisation of overnight capacity is described as unprovable, which is why such an expectation / task cannot be fulfilled. 

I5 Cur. Tasks 19 The DMO is seen as part of the value chain, with the task of compensating for market failures. DMOs and managing directors often fail due to false expectations of 
the service providers. It is therefore important to define tasks in advance and to establish a role for DMOs. 

I5 Cur. Tasks 53 The definition of the role of the destination is very individual and cannot be classified as wrong or right. 

I6 Cur. Tasks 14 The LMO may not sell its own products or be a booking office. Its task is rather to inform and inspire guests and to make the various destinations in its area of 
responsibility known. Additional financial resources are more likely to be generated from partnerships in the business area. 

I6 Cur. Tasks 110 The LMO and the DMO have different tasks, missions and business models. 

I7 Cur. Tasks 10 The task of the DMO was to present the region in an attractive way and to "paint beautiful pictures". 

I8 Cur. Tasks 21 The presentation of accommodation establishments on DMO's own channels is often seen as a duty rather than a business model. 

I8 Cur. Tasks 24 - 25 DMO's tasks have grown historically, as it was the only distribution partner, especially for hosts, as a tourist organisation, and an important information channel for 
potential guests. The communication of offers has mainly been limited to the creation and publication of print catalogues. 

I8 Cur. Tasks 29 The main task of the DMO is to publicise the region and not necessarily to finalise the booking. 

I1 Cur. BM 3 Since DMOs cannot compete directly with global platforms, the sales focus is increasingly moving into the background. 
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I1 Cur. BM 21 Booking systems have already been developed at the LMO level, but so far none of them has been able to compete with large platforms or has actually been 
profitable. The smaller the tourist units, the more difficult this becomes. Many tourism organisations try to cover part of their costs by selling accommodation con-
tingents, with their own tour operator services or merchandising products. However, these approaches often do not even cover their own costs. 

I1 Cur. BM 23 Some DMOs also operate business models in order to realise strategic goals, for example their own booking systems to make small businesses present. 
Often these companies are hardly competitive anyway. 

I2 Cur. BM 8 DMOs currently have very different business models with varying degrees of professionalisation. Some DMOs operate their own sales platforms, while smaller 
DMOs often work on making service providers and partners visible online. Estimation that there are hardly any DMOs left which do not have a business model. 

I2 Cur. BM 9 - 10 Although DMOs have already developed business models, the major change in the tasks of DMOs has not yet led to an understanding among partners, customers 
and stakeholders that DMO offers can / must be paid for. 

I2 Cur. BM 10 DMOs can operate economically and must find a niche for their own business model. 

I2 Cur. BM 22 Old business models that are no longer needed should be discarded. DMOs should focus more on this area and redefine their business models. 

I3 Cur. BM 30 Many destinations already use regional booking systems, but these rarely work well, as tourist websites have so far generally been information websites rather 
than sales websites, designed primarily for inspiration and information. 

I3 Cur. BM 38 According to the European Commission, online booking must not be a business model for public tourism organisations, even if this has become a strong competi-
tive issue. 

I3 Cur. BM 44 It is assumed that DMOs cannot survive without public funding. 

I3 Cur. BM 44, 46, 
48 

DMOs are unlikely to be financially independent, as they cannot perform their tasks without public funding. DMOs in Austria, unlike in Germany, are financed by 
compulsory contributions, which are set by the legislator, and direct tax benefits from the municipalities. DMOs in Germany are financed by a part of the financial 
resources determined by the municipalities themselves, which are collected through trade tax or visitor's tax and distributed to the DMO as shareholder or mem-
bership fees. Additional financial resources can be generated by project-related European subsidies. 

I4 Cur. BM 8 Guest / Experience Card was the first product offered by DMO twenty-five years ago with the intention of making a profit. 

I5 Cur. BM 11, 19 The role or the business model of a DMO should be derived from the question: What is the destination missing if the DMO does not exist? A DMO, in contrast, with 
pure marketing activities has no influence on the effects of crises or other external influences on the destination and the booking behaviour of guests. Only if a 
DMO takes on a role that is independent of market events is it significant. This can be the formation of networks, further education offers, framework concepts or 
services in niches such as the MICE sector. 

I5 Cur. BM 21, 23, 
27, 39 

The role of a DMO should be discussed with stakeholders and tailored to their needs. This may vary according to the destination, depending on whether there are 
more deficits in the B2B or leisure sector and which concerns are most urgent / systemically relevant. Areas that are regulated by the market itself, or where the 
DMO no longer has any systemic relevance, should not be addressed further. Concerns and not goals should be defined, because a DMO can only support and 
not directly influence demand. 

I5 Cur. BM 53 DMOs must decide individually, depending on the local conditions, what their role is and what business models are possible. It cannot be clearly divided into good 
and bad. 

I6 Cur. BM 14 LMOs do not have an actual business model, but rather a mission shaped by politics, which consists mainly in creating attention and shaping an image, especially 
in foreign markets. 

I6 Cur. BM 20 It cannot be generalised that DMOs do not have a business model. On the one hand, some DMOs have already developed differentiated business models and are 
clearly using them for business purposes. Other DMOs, on the other hand, continue to try to implement a wide variety of tasks and options, but have not yet devel-
oped a clearly defined business model. 

I6 Cur. BM 64 The quality of local booking interfaces does not meet the requirements of the guests, which leads more quickly to booking cancellations. 

I6 Cur. BM 134 LMOs also define their tasks differently and especially city states have a stronger sales focus. 

I8 Cur. BM 20 - 21 DMOs differ greatly from one another and it cannot be said that DMOs basically have no business model. 

I8 Cur. BM 29 Many DMOs offer booking routes on their own portals, but the revenues are not comparable to those of large platforms. 

I1 Comp. 3 Platform providers operate on a global market, making it difficult for German DMOs to keep up with their own platforms. 
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I1 Comp. 22 - 23 DMOs should not consider global platform providers as competitors. 

I1 Comp. 23 There are only a few DMOs in Germany which would be large and relevant enough to compete appreciably and to compete against the market power and entry 
barriers of global platforms. 

I1 Comp. 27 The question arises whether the market developments that led to the formation of large platforms could and should have been prevented. Competing large plat-
forms can impose commissions with their market power. 

I1 Comp. 29 Large platforms in the accommodation segment add experience modules to the offer. 

I1 Comp. 59 The question arises as to what size an organization / unit can compete with large platforms. 

I1 Comp. 61 Large platforms operate globally and have thus built up strong awareness and market entry barriers. 

I2 Comp. 14 Large platforms intervene in the field of destination marketing. 

I2 Comp. 26 DMOs have a clear unique selling proposition and actually very few competitors. DMOs see large platforms as competitors, but this is questionable. 

I2 Comp. 27 - 28 DMOs should not compete with each other either, as each destination has unique characteristics and its own tourist offer. 

I2 Comp. 63 - 64 Generally speaking, DMOs do not compete with and depend on private providers, as there can be a partnership relationship. 

I2 Comp. 66 DMOs should not publish their own bookable offers or only publish them according to their own rules. 

I2 Comp. 74 Artificial destinations / resorts are in competition with classic DMOs. For directly bordering locations, the resort can bring advantages, but neighbouring destina-
tions may lose attention. 

I3 Comp. 30 Large, professional platforms specialising in distribution should not be considered as competitors by DMOs, as a DMO "cannot hold a candle to them". Instead, it 
is advisable to analyse their strengths and use them for your own business model. 

I3 Comp. 56 A DMO creates competitive products with its own offers, if necessary, in competition with service providers within the destination. It must be considered in advance 
to what extent the own business model is affected by this. 

I4 Comp. 10, 26 Own platforms are to a certain extent in competition with global platforms, especially in the area of accommodation brokerage. However, the DMO is focused / 
limited in its offer on the own offer of the destination. 

I4 Comp. 10, 12 Platforms specialise in individual product lines that DMOs cannot counter with the means at their disposal, especially in the area of marketing. Especially in the 
accommodation sector, there is no chance of gaining market share. 

I4 Comp. 16 In the experience sector, more and more platform providers are now entering the market and concentrating on different target markets (e.g. GetYourGuide on the 
German / European / American market, Klook on the Asian market). 

I4 Comp. 18 Large platform providers are often sluggish and cannot individualise their booking standards. 

I4 Comp. 50 The observation of competitors is important for the further development of the own platform. 

I5 Comp. 29 Competing with large platforms is pointless for DMOs as the market is already fully served. 

I5 Comp. 49 It is assumed that Google will take over all facets of holiday planning, booking and guest information in the future and it is open how DMOs should then position 
themselves. 

I6 Comp. 40 LMOs compete with other federal states and countries worldwide. Many international destinations are already more advanced in the field of digitization. 

I6 Comp. 52 Platforms can be considered both as competitors and as partners of a DMO. 

I6 Comp. 70 Compared to large platforms, there are certain fears and anxieties about losing one's own influence or becoming highly dependent. 

I7 Comp. 14 Some DMOs have not yet found their raison d'être, as they compare themselves to private providers and cannot compete with them. DMOs should not carelessly 
pass on all data and information to external parties and then question their own position. 

I7 Comp. 17 - 18 Platforms such as booking.com or Airbnb are sales portals without an own product and therefore no competitors for DMOs. 

I7 Comp. 18 Artificial destinations are created from scratch and are designed to keep the guest within their own limits for the entire holiday. These "artificial worlds" are rather a 
competition to classic destinations and DMOs. 
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I7 Comp. 20 In terms of actual experience, distribution platforms do not have a competitive character vis-à-vis DMOs, as they do not have their own experience product. 

I7 Comp. 22 Artificial destinations are usually very much digitally present due to their business organization and combine digital and real experiences in an innovative way. 
DMOs can only do this with difficulty, since they do not receive admission fees and the financial contributions received from the public sector are probably not 
sufficient for this. 

I7 Comp. 50 - 52 In the field of experiences, DMOs should not easily pass on their own products and thus "not make the same mistake as with accommodation". DMOs have "be-
haved too humbly" in the development of the large portals and have failed to strengthen their own position through exclusive rights. 

I8 Comp. 27 Large booking platforms offer a significantly better user experience and have significantly higher advertising budgets than DMOs. The guest is used to booking 
overnight accommodation offers on these platforms. 

I8 Comp. 29 Large platforms are also under great competitive pressure. booking.com is the world's largest Google customer, but Google is now entering the market itself. 

I8 Comp. 30 - 31 DMOs can no longer compete with global platforms with their own platform and the same business model. 

I8 Comp. 57 The customer (especially B2C) ultimately books on the booking portal that offers the best user experience. 

I8 Comp. 93 Destinations are in competition with each other. Especially after the limitations of the Corona crisis, small destinations try to present themselves. 

I1 B.P. Ex. 29 Due to their size and strong demand, large cities have a special opportunity to develop business models and influence large platforms. 

I1 B.P. Ex. 45, 47, 
49 

The sales-oriented product development of DMOs and the provision of services to make providers in the destination bookable on large platforms can certainly 
contribute to self-financing and help the service providers to gain more presence in distribution channels. It is unclear whether even with best practice examples, 
the expense is in reasonable proportion to the income. Best practice examples also do not rely on their own systems for technical systems, but use the structure of 
large booking systems. 

I3 B.P. Ex. 10 Thanks to the digital business model in the area of making companies in the accommodation and, in the future, experience sector bookable, there has so far been 
a very positive response from stakeholders to the DMO, which has gained more visibility overall and is able to map more tasks in the digital sector. 

I3 B.P. Ex. 30 The DMO business model has benefited from not viewing large platforms as competitors, but rather exploiting their strengths and aligning its own business model 
accordingly. 

I3 B.P. Ex. 32 The analysis of other business model approaches and learning from mistakes already made helps to create and focus your own business model. 

I3 B.P. Ex. 33 – 34, 
38 

Successful DMO business models have the potential to grow beyond the destination and be applied in other regions. These can then be further developed and 
adapted to the needs of the respective destination. Because they can be individualised, DMOs can intervene in the booking process and spread image messages 
and content via various online channels, both to suppliers and consumers. There are often already existing technical systems and suppliers in the destinations on 
which a digital business model should be based. 

I3 B.P. Ex. 50 Sales cooperation with top companies can also be the basis for new business models. These customer segments have special requirements that go beyond mar-
keting measures, such as the establishment of a network that enables the exchange of information. Here, the DMO acts more as an agency, which is also set up 
as an independent subsidiary and decoupled from public financing. 

I3 B.P. Ex. 52 Large cities, in particular, have positioned themselves in the area of package deals, linking products such as events, accommodation and transport services. 
These organisations are usually set up as limited liability companies. 

I3 B.P. Ex. 70 All-inclusive cards offer a possibility to bundle services and create a new offer, but require close cooperation with the service providers. The operation of own 
offers (e.g. mountain railways) by municipalities or the DMO itself facilitates the creation of such products. The stronger management of a DMO as a commercial 
enterprise can be of general advantage. 

I3 B.P. Ex. 96 More advanced business models may also be of interest to other DMOs as a service, thus strengthening their own model and allowing DMOs to benefit from a 
certain independence / cooperation and having to invest more time than financial resources. 

I3 B.P. Ex. 98 The different interests of neighbouring regions can be overcome with a DMO business model. 

I3 B.P. Ex. 25 - 26 A good concept is crucial for the success of the future business model. 

I4 B.P. Ex. 2, 4 The development of business models and offers should be represented in a separate work area or department that identifies concrete potential for generating its 
own income and processes it. Your own products and those of service providers can then be sold more effectively via your own online channels. 

I4 B.P. Ex. 8 DMO business models can make use of various existing structures, such as tourist information offices, which enable personal contact and sales. 
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Offers can then be teased on various online channels and booked on online platforms. 

I6 B.P. Ex. 96 The effects of a merger of individual tourism organisations and the centralisation of tourist information offices in the DMO are all the stronger if the individual part-
ners are already strong organisations. 

I6 B.P. Ex. 100 The business model of a DMO depends on the available offer. DMOs responsible for a destination known for events can position themselves in this area with an 
event database and a corresponding portal. LMOs can position themselves primarily in the area of central databases and knowledge graphs. If no systems exist 
within the region or there is a certain necessity, this can facilitate the establishment of a digital business model. 

I8 B.P. Ex. 21 DMO sales platforms cannot be compared to global platforms and are unlikely to achieve the reach, but through storytelling and good customer contact in combi-
nation with bookable offers in the form of event tickets, accommodation or packages, they can offer the guest a more interesting overall experience. 

Table 10 Research results on the development and change of tasks of DMOs (Own figure) 
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Development of DMOs 

The tasks of DMOs have changed fundamentally in recent years, are now much more far-

reaching and no longer focus primarily on marketing. Rather, the range of tasks has become 

broader overall. Nowadays it consists among other things of interaction with service provid-

ers, quality and innovation management, services of general interest in the area of business 

development and dialogue with companies and local residents.133 Communication activities, 

in contrast are shifting more towards branding, and even if print media does not fundamen-

tally lose its justification, the orientation shifts from information to inspiration and image.134  

In particular for destination management in Germany, several experts agree, that DMOs 

are still in a certain phase of restructuring or focusing. The transformation from a marketing 

to a management organisation has not yet been completed in all DMOs.135 I8 describes that 

the requirements of digitalisation were the main reason for this change that has taken place 

over the last ten years. DMOs, previously the central contact for holiday planning, have 

since been confronted with changing guest requirements and new information and distribu-

tion channels, which have caused DMOs to lose their central position.136 Digitalisation has 

also led to a general increase in professionalisation in tourism.137  

Especially digital platforms in the accommodation sector entered and quickly dominated the 

market. According to I1, this development could have been limited by well-coordinated 

measures and common approaches by DMOs. Instead, the DMO landscape in many des-

tinations, driven by a "church tower thinking"138, operates in small-scale structures, frag-

mented on a sub-level. In addition, these structures often lack human, financial and tech-

nical resources and have a confused division of tasks.139 This mode of operation is not 

found in all DMOs. From the overarching perspective of an LMO, I6 describes that there are 

fundamentally positive developments and openness at a regional and local level with regard 

to digitalisation.140 I2 also describes that there is a certain rethinking and DMOs and their 

stakeholders are slowly approaching the topic of digitalisation. According to various experts, 

this rethinking has been accelerated by the developments of the Corona crisis.141 I6 in this 

context speaks of a certain "forced digitalisation“142, which is to be evaluated positively in 

principle.  

In contrast to these positive developments, many DMOs and service providers are currently 

still having difficulties in meeting the basic requirements of data management and search 

engine optimisation.143 DMOs have therefore apparently been too slow in approaching the 

topic of digitalisation in recent years. Moreover, many organisations seem to have only in 

recent months, pushed by the crisis, understood how great the need to catch up in the area 

of digitalisation actually is. 

 
133 I1, Pos. 3 
134 I2, Pos. 13-14, 24 
135 I1, Pos. 3; I2, Pos. 12, 22, 24; I5, Pos. 19; I6, Pos. 26; I7, Pos. 8 
136 I8, Pos. 27 
137 I3, Pos. 94 
138 I1, Pos. 9 Translation of the author: “Kirchturmdenken” 
139 I1, Pos. 9, 27; I3, Pos. 94 
140 I6, Pos. 142 
141 I2, Pos. 54; I4, Pos. 22; I6, Pos. 146 
142 I6, Pos. 146 Translation of the author: “Zwangsdigitalisierung“ 
143 I1, Pos. 35 
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Current tasks 

As described above, the tasks of a DMO have changed significantly in the meantime. Ac-

cording to I1, DMOs are responsible for the entire space of the destination and are con-

fronted with the expectations of various stakeholders.144 I3 elaborates on this further, de-

scribing that tourist activity in a region, especially in rural areas, has various effects. On the 

one hand, there are primary effects, such as gross value added or additional jobs, within 

the tourism industry. On the other hand, there are secondary effects that affect suppliers 

outside the tourism industry. Tourism also indirectly creates leisure infrastructure, which is 

primarily available to local residents and as a soft business location factor contributes to the 

settlement of skilled workers. It is the task of a DMO to observe and manage all these 

factors, which in turn has numerous stakeholders. I3 says there are numerous musicians in 

the orchestra of stakeholders.145  

I5 sees the role of DMOs mainly in measures to compensate for the failure of a free mar-

ket.146 In the end the tasks often depend on the interpretation of the organisation's managing 

director147 as well as on the expectations of stakeholders in politics or tourism service pro-

viders. Often, therefore, tasks are more viewed as a duty and have to be fulfilled even 

though relevant revenues are missing. It is rarely possible to speak of a functioning business 

model.148  

The tasks of DMOs have often grown historically and originate from the central position of 

DMOs in the destination they held before digitalisation.149 I7 describes in this context that 

the task of the DMO was to present the region in an attractive way and to "paint nice pic-

tures".150 The resulting expectations that DMOs are responsible for increasing the utilisation 

of overnight capacity are wrong according to I5 and cannot be fulfilled. As a result, many 

DMOs and managers fail as a result of unrealistic expectations.151 

  

 
144 I1, Pos. 19 
145 I3, Pos. 22 Translation of the author: “die Musikanten im Orchester sind sehr umfangreich“ 
146 I5, Pos. 19 
147 I5, Pos. 11 
148 I4, Pos. 12; I5, Pos. 15, 17, 19; I8, 21 
149 I7, Pos. 10; I8, Pos. 24-25 
150 I7, Pos. 10 Translation of the author: “schöne Bildchen zu malen“ 
151 I5, Pos. 15, 19 
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Current business models 

Linked to the question of whether DMOs have a business model, the viewpoints differ 

widely. Nevertheless, there is broad agreement that there are generally some DMOs with 

actual business models, but that other, mainly small units are not yet focused enough to be 

able to describe their activities as a business model.152  

I2 describes that DMOs can in principle operate economically.153 In this context, I1 says that 

many organisations try to cover part of their costs by selling accommodation contingents, 

their own travel agency services or merchandising products. However, these activities are 

often not even cost-covering.154 I3 even assumes that DMOs cannot be financially inde-

pendent at all, as many tasks cannot be performed without additional public funding.155  

I2 sees a problem in the fact that customers, partners and other stakeholders have not yet 

developed an understanding about the fact that DMO offers do not necessarily have to be 

free of charge.156 At the same time I1 points out that business models can also be operated 

outside of financial intentions in order to realise strategic goals. As an example, he cites the 

operation of own booking systems in order to offer small businesses a wider reach. The 

question is whether such businesses would be competitive at all without the support of the 

DMO.157 Regardless of whether a business model is based on financial independence or 

strategic intentions, I2 considers focusing and finding a niche to be extremely important.158 

I5 elaborates on this idea. According to this, a DMO must take on a concrete role and derive 

a business model from the question of what the destination would lack if the DMO did not 

exist. A DMO should also completely avoid activities that the market regulates itself. Only if 

a DMO takes on a role that is independent of market events will it be important or "system 

relevant".159 Overall, however, none of the experts is making a firm commitment to the as-

sessment of whether DMOs have or need business models and whether they work or not. 

This must always be assessed in relation to the respective situation and the individual des-

tination.  

In the context of currently operated DMO business models, mainly small booking platforms 

for overnight stays on a local level are discussed. Most experts agree that these are not 

very promising due to a lack of usability and strong competition from large platforms.160 I3 

also describes that, according to the European Commission, online booking must explicitly 

not be a business model for public tourism organisations, even if this has become a strong 

competitive issue.161 I4 mentions guest cards and all-inclusive cards as one of the first prod-

ucts offered by DMOs with the intention of making profits.162 In summary, it can be said that 

the concept of a DMO business model is widely associated with the provision of a regional 
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booking platform for hospitality businesses. Furthermore, the term seems to be not very 

common in the industry. 

Best practice examples 

The discussion also addressed a number of best practice examples that could be pioneers 

for new business models in destination management. Here, too, the focus continues to be 

on the mediation of tourist offers, especially accommodation. Particularly large cities and 

large DMO entities with a strong demand have adapted the business model of the sales 

platform to their own requirements and continue to try to hold their own against large plat-

forms.163 I8 describes that DMO sales platforms with an interesting combination of different 

tourist offers, through storytelling and intensive customer contact can create a good overall 

experience for the customer. But this is not comparable to the success of global platforms 

and does not achieve a competitive reach.164 Some DMOs have accepted this as a fact and 

developed business models that include global platforms as key partners. The goal is that 

the own business model should benefit from the strengths of these platforms.165 DMOs or 

their subsidiaries act as service providers for tourism companies in the destination and en-

able them to present themselves on distribution platforms.  According to I1, these services 

can certainly contribute to self-financing, although it is unclear whether the expenses in-

curred are in relation to the income.166 As another best practice approach, I3 also cites all-

inclusive cards, which offer a way to bundle various services in one purchasable product. 

The decisive factor for this is, though, close cooperation with the service providers of the 

destination. Moreover, the establishment of such a business model is easier if the DMO has 

close links with tourist infrastructure facilities such as mountain railways or even operates 

them itself.167 Cooperation with so-called "top businesses"168, larger companies with sizea-

ble budgets and an own image, which can serve as figureheads and strategic partners, can 

also be the basis for business models. In connection with the best practice examples, some 

experts also describe positive effects for the DMO, the destination as a whole and neigh-

bouring destinations. This includes, for example, improving the relationship between service 

providers and the DMO.169 In addition, DMO business models can be expanded beyond the 

borders of the own destination. The business model then detaches itself as a separate or-

ganisation and provides its services to other DMOs. This allows multiple DMOs to save 

resources and independence from private organisations is created. Also, the previously de-

scribed "church tower thinking" of different DMOs can be overcome under these circum-

stances.170 An important component of DMO business models is the range of products 

available within the destination. This often serves as a basis for current best practice exam-

ples and can be distributed by DMOs via digital and analogue channels, such as local tourist 

information offices.171 A good concept, the analysis of other business models and learning 

from the mistakes already made by others are also referred to as decisive factors for the 
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success and basis of a functioning business model.172 Finally, the generally stronger man-

agement of a DMO as a business enterprise and the centralisation of small-scale structures 

can have a positive effect on a DMO business model.173 

Organisational structure 

The organisational form of DMOs is not only mentioned in direct connection with the term 

business model. Repeatedly, the small-scale structure within the DMO landscape is a point 

of criticism that is cited as the cause of an inability to act. According to I3, the organisational 

structures have also grown historically with the tasks and are often predetermined by local 

politics.174 Particularly in Germany, there is "redundancy and overlapping of work"175 on the 

organisational level in many regions. This can only be avoided by merging smaller organi-

sational units, an effective division of tasks between different organisations or strategic alli-

ances.176 Experts see a strong argument for the merger of small organisations in the fact 

that small DMOs generally overestimate their importance in the market.177 Guests usually 

do not know parts of destinations, which is why the perception of the destination from the 

guest's perspective should be the basis for the organisational structure.178 I1 notes in this 

respect that it is not expedient to define the destination as a large unit, but to act in a frag-

mented manner at a "sub-regional level"179. Moreover, centralisation does not necessarily 

mean that all organisations have to be dissolved. Rather, the distribution of tasks and re-

sponsibilities is decisive. However, some organisations are no longer necessary from a 

market perspective180 and some existing business models should be dissolved.181 

Especially the pure information function of local tourist information offices will no longer be 

needed according to I2, which is why it makes sense to organise and manage them centrally 

through the DMO.182 The experts also largely agree that DMOs, due to legal regulations, 

local politics, the tourist offer in the destination or the presence of stakeholders, have differ-

ent starting points in their ability to organise themselves.183 In particular, legal differences, 

such as those between Germany and Austria, are highlighted.184 I3 , for example, speaks 

of a "forced merger"185 of tourist organisations in Austria. This had been triggered in some 

federal states by the fact that a law only granted funding to large organisations. I1 says, 

"Tourism in Germany is still a voluntary task, often the responsibility of the municipality".186 

This means that in Germany DMOs are primarily financed with public funds in the form of 

membership or shareholder contributions from various municipalities, the amount of which 

is not fixed.187 The importance of the work of a DMO then depends on how relevant tourism 
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generally is as an economic factor in the region.188 Even though the formation of larger 

organisations through a tourism law is generally seen as positive, I3 describes that legal 

requirements and a regulation of financing can also restrict the work of DMOs. This could 

lead to additional demands from the political side and sometimes to a requirement for equal 

treatment of all service providers.189 The most important step to be able to act effectively as 

a DMO is considered to be a reduction of dependence on political influence. For most ex-

perts, this also means that DMOs should be set up as private enterprises - for example, as 

a limited liability company.190 In addition to the pure structure of the organisation, DMOs 

should also rethink their working models and establish new, agile working methods with 

flatter hierarchies. According to I1, many organisations also lack technical equipment and 

infrastructure.191 Although a stronger leadership of a DMO as a company is generally 

viewed positively, I3 notes that this does not apply to a destination. Since there are no 

corporate structures within the destination and service providers cannot be commanded, a 

DMO cannot act like a private company and delegate tasks top-down. The DMO is therefore 

dependent on the voluntary support of service providers and must continually maintain its 

network.192 

Competitors 

The assessment of the competitive situation is also decisive for the development of an own 

business model. According to I2, global platform providers in particular are regarded by 

DMOs as competitors, since they intervene in some areas of destination marketing.193 In 

principle, most experts agree that DMOs cannot compete directly with globally operating 

platforms.194 However, there is disagreement as to whether they should therefore be clas-

sified as partners or competitors. While I4 describes global platforms, especially in the ac-

commodation sector, as competition to own distribution platforms,195 other experts disagree 

with this view. The motivations for this view differ, though. Some experts describe that large 

platforms should not be regarded as competitors, as direct rivalry of DMOs with their own 

resources is usually impossible. Arguments such as reach and awareness, usability and 

user experience, or barriers to market entry and market power due to global operations are 

mentioned in this context.196 According to I1, therefore, only a few DMOs in Germany have 

sufficient size and relevance to be able to compete appreciably with global platforms at 

all.197 I2 and I7 describe other motives. They do not see platforms as competition for DMOs, 

since they are only focused on distribution and do not offer an own experience or a product. 

They therefore tend to regard them as partners,198 even though I7 states that DMOs have 

been "too humble"199 towards platforms in the past. DMOs would have failed to strengthen 

their own position through exclusive rights or conditions.200 As numerous platform providers 
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are entering the market for experiences,201 DMOs should be careful and " do not make the 

same mistake as with accommodation".202 I2 generally assumes that each DMO has a clear 

unique selling proposition and therefore actually has very few competitors. Furthermore, I2 

does not see any competition between destinations and DMOs, since each destination has 

unique characteristics and its own touristic offer.203 A critical view is taken on artificially 

created destinations in the form of adventure worlds and resorts, which represent a com-

pletely new offer204 as they are designed to keep the guest within their own boundaries for 

the entire duration of the holiday.205 According to experts, they differ mainly in their business 

organisation and are therefore not subject to the restrictions of classical DMOs. This means 

that they are usually highly digitally present and combine digital and real experiences.206 In 

summary, it can be said that the assessment of the competitive situation depends very 

much on the conditions within the destination. Although DMOs cannot compete with globally 

operating platforms in the digital sector, they do have, at least indirectly, a real existing offer 

which they should distribute under certain conditions to big platform providers. 
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6.2.2 DMO business model building blocks 

ID Category Pos. Summary 

I1 Cnl. 23 DMOs should cooperate with global platforms and make these channels accessible to service providers. High performers should be qualified to present them-
selves independently on global platforms. 

I1 Cnl. 33 Data can probably not be passed on to search platforms against payment, as this would reduce the attractiveness of the data and thus its visibility. 

I2 Cnl. 44 Some DMOs are currently setting up their own online shops / platforms for local retailers. 

I2 Cnl. 94 - 96 In the future, DMOs will have to find a way to penetrate the online sector and will have to concentrate their communication activities even more on online channels. 
The decisive factor here is the distribution of relevant content at the relevant time via the selected channels. 

I3 Cnl. 18 Contingents can be marketed on different levels, the website of the service provider, the destination/DMO and on large platforms/portals. 

I3 Cnl. 20 The experiences segment does not yet have extensive channel management structures. 

I3 Cnl. 24 Booking platforms will probably also be used by locals as a new booking channel. 

I3 Cnl. 30 Using the distribution channels of professional and large platforms can help to make the own offer more interesting through better usability and reach. 

I3 Cnl. 30 Websites of tourist organisations are usually not designed for sale, but often serve as pure information platforms. Regional websites often do not have enough 
reach. 

I3 Cnl. 54 Channels from major cities have higher potential to get reach through attractiveness of destination than rural destinations. 

I4 Cnl. 10 Own websites can be sales channels for contingents of overnight stays and experiences. 

I4 Cnl. 10 The network of a DMO can be used as an additional channel. Online channels are in strong competition with global platforms, which is why a lot of financial re-
sources are needed to "hold against it". 

I4 Cnl. 16 Ten to fifteen years ago, accommodation providers (especially hotels) were strongly influenced and attracted by platforms like booking.com. 

I4 Cnl. 20 Service providers can release contingents for DMO and thus use an extended range. 

I4 Cnl. 34 For the success of your own platform it is crucial "that you always plan a certain amount of money from the outset to market the whole platform, because the great-
est platform is useless if customers or the relevant customer group out there in the world do not know that this platform even exists." 

I4 Cnl. 38 Younger target groups in particular can be reached via social media channels. For older target groups a good usability of the platform is especially important. 

I4 Cnl. 44 The analysis of customer needs and preferred channels from the user's perspective is important. 

I4 Cnl. 44 Parent organisations can achieve greater reach with their own websites than smaller units. Reach is an important factor in the conception of a business model, 
which can be increased by bundling financial resources with superordinate organisations. 

I5 Cnl. 45 The own website can be used as a channel to gain visibility. Personal contact is much more important for the distribution of offers, especially in the B2B area. 

I5 Cnl. 45 Websites of tourist organisations meanwhile all look the same. Structure and appearance of the own website is no longer a decisive criterion for the DMO. 

I5 Cnl. 47 Data is to be bundled on a database, which will then allow for playout on different channels. 

I6 Cnl. 40 Visibility for the own or a potential new business model is the basis for its success. Apps and websites are possible own channels for destination platforms. 

I6 Cnl. 64 Bookable overnight accommodation quotas on LMO channels were not accepted by guests. Only 0.1% of page impressions were attributable to online bookable 
offers. Presentation of offers must be informative and attractive, so that customers like to book. 

I7 Cnl. 18, 20 Global platforms should not be considered by DMOs as competitors but as distribution portals / channels, without their own product. 
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I7 Cnl. 24 The DMO may not need its own playout channels for its offers. A purely decentralised playout via service providers of the destination and DMO partners is also 
possible. 

I7 Cnl. 50 If DMOs can provide desirable own or exclusive offers, they gain negotiating and market power over other distribution and marketing channels. 

I8 Cnl. 27 The information and booking behaviour of guests is changing. This means that DMOs should increasingly focus on digital channels. 

I8 Cnl. 35 On-site activities, when the guest is in the destination, can be an interesting channel for DMOs. Guests often orientate themselves on site about the offers of the 
destination, which can present the DMOs in an app or bundled through other channels. Guests no longer use the information offered by local tourist information 
offices to the same extent. 

I8 Cnl. 57 Local press could be an interesting communication channel for winning local customer segments. Innovative business models of DMOs could lead to the local 
press also becoming aware of them and using them as a communication channel. 

I1 C. Rel. 61 A platform without sufficient supply will cause customer disappointment on the demand side. 

I2 C. Rel. 16 DMOs should develop living space in such a way that locals like to live there and accept tourism and guests in their own destination. 

I2 C. Rel. 78 Centralisation of tourism organisations is an organisational structure process in which the needs of locals and service providers must be taken into account. 

I3 C. Rel. 38 If the DMO is visible to the service provider within the booking process, e.g. in booking confirmations, this strengthens the image of the DMO and the service pro-
vider perceives the booking as allegedly mediated by the DMO. 

I3 C. Rel. 54 DMOs are directly linked to the public sector through their funding and there is an expectation that all service providers must be treated equally. Prioritising individ-
ual partners can cause displeasure. 

I4 C. Rel. 16 Above a certain level of market power, booking.com has sharply increased commissions for referrals and, from the providers' point of view, exploits its dominant 
market position. 

I4 C. Rel. 16 Experience providers suffer particularly strongly from high commission rates of platforms for low-priced individual products. 

I4 C. Rel. 22 DMOs, also politically driven, should promote the acceptance of tourism as a relevant economic factor. 

I5 C. Rel. 29, 31, 
35 

Service providers should not develop the expectation that the DMO will take care of all concerns, but rather that they must be empowered to deal with new things 
themselves. The role of the DMO towards the service provider must be clarified. This should not include any direct expectations and claims, otherwise failure to 
meet them will cause displeasure among partners and shareholders. 

I5 C. Rel. 49 The possibility to participate in DMO projects and offers strengthens the network and relationships. 

I6 C. Rel. 82 The DMO should maintain intensive contact with hosts and service providers on site, support them and convince them of its own activities. 

I8 C. Rel. 57 DMOs benefit from local proximity in serving customer segments, especially locals. 

I8 C. Rel. 73 Communication and networking in the B2B sector differs between different age groups. Older business partners use direct contact, e.g. at trade fairs or "after 
hours", while younger ones use social professional networks such as Xing or LinkedIn. 

I1 C. Seg. 11 The size and definition of a destination is based on what customers understand by it. A destination's offer includes everything that serves the "image they have in 
mind". 

I1 C. Seg. 19 If one defines customers as users of the services offered by a DMO, this is only a subset of those with whom a DMO should interact. The DMO is responsible for 
the entire destination area, which is why stakeholders are not only those who use offers against payment. On the other hand, customers who would use services 
against payment are more likely to be service providers and guests of the region. 

I1 C. Seg. 23 There are professional businesses that have already positioned themselves well digitally, but there are also many small businesses that are not yet able to do so. 

I1 C. Seg. 27 There are many possibilities available to the guest to obtain information and book accommodation. It is questionable whether and from when on the guest uses 
destination channels at all. 

I1 C. Seg. 29 Destinations, especially in rural areas, are unlikely to be able to build up sufficient demand from the customer segment of guests for their own platform. 

I1 C. Seg. 57, 61 A DMO can demand commissions on a platform for tourist offers either from the offering service provider or from the inquiring guest. An own DMO platform needs 
sufficient suppliers with interesting offers and demanders who probably only large DMO units can bundle. It is a great challenge to win over tourism service provid-
ers in particular. 
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I2 C. Seg. 10 Stakeholders, partners and customers have not yet developed an understanding of which offers a DMO can be paid for. 

I2 C. Seg. 16 – 18, 
20 

Locals are an important stakeholder group for DMOs, as they are part of the guests' need for authenticity and can enable the guest to not only perceive the desti-
nation as a backdrop, but to immerse themselves in it. DMOs must therefore develop the living space in such a way that locals like to live in it and guests like to be 
welcomed there. Other stakeholders are tourism service providers, the retail trade or politics. The guest himself cannot be put in the first place, because he is 
primarily a customer of the provider and not of the DMO itself. A DMO should therefore concentrate on internal marketing rather than external marketing. 

I2 C. Seg. 30 DMOs can instrumentalise locals and provide a platform for them to share their experiences, tips and insights into their own lives with others. The data thus gained 
can be used again in another business model. 

I2 C. Seg. 44 Retailers within the destination shape the tourist offer and are therefore important stakeholders and potential customers of DMO. 

I2 C. Seg. 52 Customers can also be retailers of the destination and guests in the home destination, especially regulars. Regular guests are familiar with the local offer and like 
to use online channels to order the familiar offer to their homes. 

I2 C. Seg. 74 Guests of artificial destinations can be potential customers of a destination. Artificial destinations usually do not offer all the services of a classic destination, such 
as retail or doctors. The DMO can target this niche and these missing offers. 

I3 C. Seg. 22 The "concert of stakeholders" or "musicians in the orchestra" of DMOs is very extensive. Locals use the leisure infrastructure created by tourism. 

I3 C. Seg. 24 Particularly in the experiences segment, not only foreign guests, but also locals use the booking instruments. 

I3 C. Seg. 26, 28, 
30 

Tourism service providers have inhibitions about dealing with digitalisation, both in the accommodation and experience sector. It is the task of the DMO, if neces-
sary, with partners, to support them, to offer them opportunities to market their offers digitally and thus to take the "digital step". It is important that the service 
provider feels that he is generating bookings, otherwise he will no longer maintain contingents online. 

I3 C. Seg. 60 There are certain top companies that can become cooperation partners of the DMO, demand special services, but also make large financial contributions. 

I3 C. Seg. 64 Large service providers usually have appropriate marketing budgets and take over basic marketing activities, such as online booking, themselves. Small and me-
dium-sized companies usually do not have large marketing budgets. 

I3 C. Seg. 68 In order to be able to act effectively, DMOs are "dependent on the participation and goodwill of the service providers and subordinate levels". 

I4 C. Seg. 12 DMO business models can build up a relevant target group under appropriate circumstances. 

I4 C. Seg. 16 Experience providers are very sensitive to commissions, as the product is on average very inexpensive. Service providers in the experience sector do not want to 
make the same mistake as accommodation providers and make themselves dependent on large platforms. 

I4 C. Seg. 18 Experience offers are far more individual than accommodation offers and place different demands on booking machines, which must nonetheless be presented in 
a good form with good usability for the end customer. 

I4 C. Seg. 19 - 20 Customers of a DMO can be both service providers and guests. On the one hand, service providers use the service of providing booking technology and advice, 
and on the other hand, they use the presentation on DMO channels to achieve a greater reach. Guests are customers of the DMO by purchasing the services. 

I4 C. Seg. 22, 24 Locals should also be brought into contact with the tourist offer and guests and thus form a certain customer group. 

I4 C. Seg. 23 - 24 Companies in other sectors have so far had no need for tourist information and data. 

I4 C. Seg. 34, 38 Products can no longer be distributed with "the watering can", but relevant target groups need to be served with individual products and products adapted to cus-
tomer needs. Target group management and the associated selection of the right channels or customer care is thus gaining in importance. 

I5 C. Seg. 19 Tourist service providers, especially hotels, expect that the DMO "fills the hotels", which is to be seen as problematic. 

I5 C. Seg. 23 A DMO can never focus its offers only on one customer side, but always moves in the area of conflict between resources, guests and service providers. 

I5 C. Seg. 29 DMOs can only make offers to service providers, but they must implement them themselves (keyword: self-service) 

I6 C. Seg. 48 Large platforms have expressed interest at LMOs for data and offers, e.g. to link accommodation offers with local excursion destinations. 

I6 C. Seg. 52 There are customers of a DMO both in the business customer and in the private customer area. 

I6 C. Seg. 58 Locals are also guests in a certain form and use a comparable offer. Moreover, locals have to accept the presence of guests. 
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I1 Key Act. 3 The most important activities include the interaction with different stakeholder groups of the DMO, the qualification and promotion of service providers, the estab-
lishment of a cross-destinational quality and innovation management as well as services of general interest in the field of business development. 

I1 Key Act. 23 Convincing the service providers to use existing platforms. 

I1 Key Act. 23 Collaboration with global platform providers and enabling service providers to work independently with platforms. 

I1 Key Act. 37 Further development of DMO and qualification of service providers for demand-oriented supply, especially in rural areas. 

I1 Key Act. 39 Viewing the activities and tasks of the DMO beyond the functionality and purpose of the business model. Cooperation with service providers for innovations in the 
destination. 

I1 Key Act. 39 Technical equipment and work with technical infrastructure. Use of agile working models with flatter hierarchies. 

I1 Key Act. 65 Interaction, qualification and persuasion of micro-enterprises to develop digital business models and join platforms. Taking on a supportive role. 

I2 Key Act. 20 Focus activities on stakeholders within the destination. Professionalisation of hosts and other tourism service providers. Establishment of a network for the better 
management of actors in the destination and for the improvement of quality. Assuming a pioneering role. 

I2 Key Act. 46 Provision of uniform technical requirements. Abstaining from activities in the area of warehousing or financial processing. Empowerment and support of the service 
providers. 

I2 Key Act. 54 Preparation for future challenges and crises through knowledge management and optimization of existing processes and organisational structures. 

I2 Key Act. 62 Adaptation of common technologies with DMOs / LMOs to the needs of the own destination. 

I2 Key Act. 70 – 72, 
74 

Gathering, linking and bundling the data, information and stories (keyword: storytelling) available in the destination. Making products bookable online and market-
ing them. 

I2 Key Act. 82 Use of digital tools to enhance, refine and granulate data 

I2 Key Act. 86 Evaluation of destination-specific data 

I3 Key Act. 2 Attracting new businesses and developing services is particularly important. 

I3 Key Act. 26 Removal of inhibition thresholds for service providers (accommodation and experiences) requires particular effort 

I3 Key Act. 30 It is difficult to convince top performers. A lot of persuasion is needed. 

I3 Key Act. 56 Creating a clear framework and negotiations with stakeholders are important. 

I3 Key Act. 76 Management and marketing of strategically important products. 

I4 Key Act. 16, 18 Existing technical systems require constant development. 

I4 Key Act. 24 Generation and processing of data for visitor management, to prevent overtourism and to better distribute tourist demand. 

I4 Key Act. 26 Improvement of the usability of platforms. Establishing interfaces between departments and linking marketing activities in different areas. 

I4 Key Act. 26 - 28 Concentration and focusing of activities on the own destination, also to save resources 

I4 Key Act. 32 Certain activities should be handled by DMOs themselves in order not to become too dependent on providers, to remain agile and react quickly. 

I4 Key Act. 50 Continuous competitive analysis and further development of the own platform. 

I5 Key Act. 45 Development of data management and editorial systems. 

I6 Key Act. 45 - 46 Creating awareness of the destination as a basis for other activities. 

I6 Key Act. 82 Conviction, support and qualification of service providers in the destination. 

I6 Key Act. 86 Collection, processing and publication of destination data. Processing of the data by DMO itself and sharing with partners and stakeholders. 
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I7 Key Act. 28 Processing of data that allows statements to be made about the future. Collecting and evaluating data sources (e.g. from political institutions) that are untypical for 
tourism but accessible to the DMO. 

I7 Key Act. 38, 40, 
46 

Development of tools for simplified data collection (keyword: voice assistants) to digitise existing expert knowledge. 

I7 Key Act. 39 - 40 Simplification of data collection systems to facilitate access for staff and partners. Creating incentives and motivators for data maintenance and data preparation. 

I7 Key Act. 41 - 42 Bundling individual services into destination products and linking real and digital experiences. 

I7 Key Act. 45 - 46 Digitising expert knowledge that is held by stakeholders within the destination. Activation / mobilisation of local stakeholders. 

I8 Key Act. 29 Operation of data management and programming activities. 

I8 Key Act. 35 - 37 Digitisation of analogue knowledge and information and making it available online. 

I8 Key Act. 65 Maintaining a balance between depth of information and usability in the provision of digital services 

I8 Key Act. 89 Renouncing the use of external partners and carrying out all core activities independently, taking into account general demand and available resources. 

I1 Key Par. 22 - 23 There are various service providers that support DMOs in enabling service providers to use large portals as distribution channels. 

I1 Key Par. 49 The technical basis used usually comes from individual booking platforms with which service providers and DMOs cooperate. 

I1 Key Par. 63 There are various service providers that support DMOs in enabling service providers to use large portals as distribution channels. 

I1 Key Par. 65 Large platforms are partly dependent on tourism organisations as they cannot take over the work on site and the interaction with service providers. DMOs have a 
better network. 

I2 Key Par. 26 DMO is close to the service providers and has a tight network in the destination. 

I2 Key Par. 28 Strategic alliances and partnerships, especially with actors within the destination, are generally positive for DMOs. 

I2 Key Par. 36 LMOs can also be partners for DMOs, as they can bundle information and data and make it available to DMOs. 

I2 Key Par. 42 Partnerships with companies from external sectors can be a win-win situation, profitable for both sides, generating new data, additional demand and tourist offers. 

I2 Key Par. 44 Strategic alliances and partnerships, especially with actors within the destination, are generally positive for DMOs. 

I2 Key Par. 60 DMOs are often dependent on a larger network of partners who are involved in projects such as websites, online shops or databases 

I2 Key Par. 86 In the area of data management, tools for collecting and evaluating data can also be operated in partnership with other DMOs. 

I3 Key Par. 12, 18, 
28, 38, 
82 

Providers in the field of digitalisation in destination management must be differentiated. There are pure technology providers or IT solution providers who provide 
management systems (property management system in the accommodation sector) in which service providers can manage and store contingents and organise 
bookkeeping and accounting. These systems are not yet as far developed in the experience area as in the accommodation area. Large platforms are sales plat-
forms that compete with each other, but are to be regarded as partners by DMOs. The DMO can act as an interface for service providers to place the capacities 
and offers of the technology providers on the large platforms or on their own platforms. DMOs that cannot perform this task themselves can call on service provid-
ers for this purpose. DMOs do not have to employ their own staff or develop additional know-how, but only need the network and contacts to service providers. 

I3 Key Par. 68 Since DMOs have no right of intervention, they are always dependent on goodwill and voluntary participation by service providers and actors at lower levels. 

I4 Key Par. 26, 30, 
32 

DMOs can work with partners who provide the reservation system to manage capacity. When programming websites and in online marketing, especially in dealing 
with search engines, DMOs can, in case of lack of financial resources or for organisational reasons, use online agencies. 

I5 Key Par. 29 An own platform does not make sense even with the support and cooperation with partners and generates too much effort, which overtaxes the DMO. 

I5 Key Par. 49 DMOs should no longer rely solely on partner agencies for the implementation of digital projects, but should learn together with the agency. In this way, own know-
how is built up, employees are motivated and their own role is further strengthened. 

I6 Key Par. 52, 58, 
62, 64 

Large platforms can be both partners and competitors of a DMO. DMOs can benefit from the wide reach they would not achieve with their own resources and 
know-how. 
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I6 Key Par. 70 Large platforms have blocked partnerships with DMOs and LMOs in the past and have only opened up in recent years as they realise that DMOs have interesting 
data and networks. 

I7 Key Par. 18 DMOs generally have a close network of various partners and stakeholders who make the destination a real experience. 

I7 Key Par. 30 Politics and its bodies are important partners and sources of DMO data. 

I7 Key Par. 41 - 42 When combining real and digital experiences and creating new destination offers, a DMO can also use service providers. 

I7 Key Par. 46 LMOs can provide distribution channels and negotiate with platform providers, but require data and quotes from destinations and DMOs. 

I8 Key Par. 87 DMOs can work with service providers to address, advise and support hosts as well as content and website creation. 

I8 Key Par. 89 DMOs, especially small organisations with low budgets, should exchange information with adjacent organisations and use synergies of similar systems used. 

I8 Key Par. 89 External service providers are not only good at getting the job done, there may be additional benefits. 

I1 Key Res. 5 It is desirable that DMOs have sufficient human and financial resources in the future. 

I1 Key Res. 39 DMOs need to upgrade technical infrastructure and equipment. The Corona crisis may have contributed to progress being made in this respect or at least to the 
need being recognised. 

I2 Key Res. 14 DMOs must allocate the financial resources available to them to the new tasks. Sufficient funds for brand development should continue to be planned. 

I2 Key Res. 54 The digital transformation requires, contrary to what many assume, significantly more human resources. Fears that staff will be laid off are unfounded, as develop-
ments in the Corona crisis have shown. 

I2 Key Res. 55 - 56 In the future, employees of DMOs should have an education in which they were prepared for the challenges of digitalisation. 

I2 Key Res. 62 Technical infrastructure can be shared with other destinations to save resources. DMOs cannot operate a user-friendly and functioning online shop on their own 
and with their own resources. 

I2 Key Res. 80 In the process of digital transformation of DMO business models, there may be selective layoffs, but overall, more employees are needed. Employees from local 
institutions have special expert knowledge and are therefore a decisive resource and shape the unique selling proposition of DMO. 

I2 Key Res. 82 Guest cards can be a tool and control instrument to collect additional data and use it for a business model. 

I2 Key Res. 84 Data on guest movement patterns serve as a basis for guest control and facilitate management tasks of the DMO. 

I3 Key Res. 38 Working with large portals requires experts who can handle the large volume of work. DMOs usually have too few personnel resources for this. 

I3 Key Res. 80 DMOs cannot handle the numerous tasks with the human resources available to them. 

I3 Key Res. 82 Smaller organisational structures can take all the less strategic measures because of a lack of personnel, money and know-how. 

I4 Key Res. 10, 12 Large platforms have significantly more marketing funds than DMOs. DMOs cannot achieve anywhere near as much reach as large platforms with the resources 
at their disposal. 

I4 Key Res. 26 DMOs cannot compensate for resources from large platforms. A DMO can concentrate on its own destination space when planning resources. 

I4 Key Res. 26 A large city runs a department with ten employees in the area of digital business models and online marketing. 

I4 Key Res. 26 In order to operate your own platforms, effective online marketing or online sales, you need sufficient personnel resources that can fully concentrate on these 
topics. 

I5 Key Res. 49 High quality data are an important resource for DMOs. DMOs should save resources by using synergies. 

I5 Key Res. 49 The tasks and activities of DMOs should be aligned in such a way that the own employees can further develop and build up know-how themselves. 

I6 Key Res. 84 Some DMOs have sufficient personnel resources, but they do not have the necessary know-how or there is no focus on the field of digitalisation when defining the 
tasks of DMOs. 

I6 Key Res. 94 Employees in organisations that are closely linked to politics and the public service usually do not have the necessary skills to meet the challenges of digitalisation. 
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I6 Key Res. 108 DMOs and LMOs in Germany are equipped with different resources depending on the destination. 

I7 Key Res. 12 DMOs do not have sufficient financial resources for high-reach communication measures. 

I7 Key Res. 16 Data with general information should be made freely available by the DMO. Data that depicts special and detailed knowledge is an essential resource for digital 
business models. 

I7 Key Res. 24, 28, 
30 

Employees of the DMOs are experts who can convert data from outside the industry into future-oriented tourism data. This data is a waste product of politics and 
public organisations, which tourism can use. 

I7 Key Res. 38 The limitations of the Corona crisis have created a lot of freed up capacity in tourism organisations and affinity for digitisation. It remains to be seen to what extent 
this affinity and the resources will remain in everyday life after the crisis. Digitisation of expert and detailed knowledge currently still requires a lot of personnel, as 
data entry has not yet been automated. Large platforms themselves started out very personnel-intensive and only later automated processes to save resources. 
Employees in regional tourism organisations usually have little "digital affinity", but have a high level of expert and detailed knowledge that can be digitised. 

I8 Key Res. 27 Experience has shown that DMOs do not have the financial resources and know-how to develop their own competitive platform in the accommodation sector, not 
even relatively small booking platforms. 

I8 Key Res. 65 Online marketing requires experts who have special know-how (e.g. in content creation). 

I8 Key Res. 69 DMOs have two groups of employees. Older employees who know the destination and its players very well and have special expertise, and younger employees 
who have already been introduced to the requirements of digitalisation during their education. It is difficult for experienced employees to learn how to deal with 
digitalisation, which is why an exchange and close cooperation between both groups is necessary. 

I1 Rev. Str. 29 DMO business models are seen as possible in destinations with high demand, e.g. in large cities. In rural areas, demand is not considered to be high enough. 

I3 Rev. Str. 2 A DMO business model is tightly calculated so that costs are covered. Earned income from commission margins is used to advance the strategic purpose of online 
bookability. 

I3 Rev. Str. 38 A DMO business model can generally only be operated on a cost-covering basis from a certain size. 

I3 Rev. Str. 86 There is a dependency between the financing and the influence of a DMO. In Germany, DMOs are financed "from the bottom up" and are therefore less influential 
compared to subordinate levels. 

I4 Rev. Str. 6 A DMO can in principle be financed both from public funds and from its own revenues. 

I4 Rev. Str. 12 In the business field of pure hotel brokerage, it is no longer possible for DMOs to achieve a corresponding reach and a lucrative return on investment with the 
available resources. 

I4 Rev. Str. 12 Lost market shares in the overnight accommodation sector can be compensated in the package tour sector, with product bundles and experience tickets. 
These areas still have a certain potential for own platforms. 

I7 Rev. Str. 32 It is feared that there is a "certain gap" between expenditure and revenue when setting up and operating your own platform. This potential can be overcome with 
the corresponding content depth and quality. Selling individual components to different customer segments can instead also provide refinancing. 

I8 Rev. Str. 43 The distribution of offers via own platforms is a very small-margin business for DMOs, especially in the area of experiences, as only very low commissions are paid 
on micro-transactions such as vouchers or experience tickets. Large DMOs can achieve good sales with group or congress bookings. 

I1 V. Prop. 13 From a demand perspective, destinations can only be marketed as larger units. The destination term or brand must already exist or be coined. Large cities are 
particularly important destinations. 

I1 V. Prop. 33 Offering a service for the preparation, structuring and refinement of data for tourism service providers. 

I1 V. Prop. 41 Concentration on certain tasks necessary. Fulfilment of all tasks and operation of all demands by a DMO, from the beginning, is unlikely. 

I1 V. Prop. 57, 61 The potential of the destination supply and the potential of the demand must be taken into account when preparing offers. 
Supply and demand influence the attractiveness of the platform (keyword: Chicken-Egg-Dilemma). 

I2 V. Prop. 16 Experiences are currently particularly popular offers. Offers must be authentic and contribute to immersion into the destination. 

I2 V. Prop. 24 DMO offers and products (e.g. magazines) must reflect the brand and contain storytelling aspects. 

I2 V. Prop. 26 The DMO has the most direct contact to service providers and actors in the destination and should use the existing offers, contents and content. 
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I2 V. Prop. 42 Offering services in cooperation with regional premium partners (e.g. car rental to guests with car manufacturers). 

I2 V. Prop. 44, 48 Offer regional products via the destination's online shop, especially as a measure in times of crisis when guests cannot visit the destination. Providing a platform 
for regional producers and retailers. 

I2 V. Prop. 52, 62 Since customer expectations are shaped by experiences with large platforms, they expect the usual level of usability, convenience and certain services (e.g. return 
conditions). Customer demand: don't make me think! 

I2 V. Prop. 72 Products do not have to be offered by the DMO itself. DMO only provides the service of making products bookable for guests. 

I3 V. Prop. 12 Services that make tourist offers (e.g. experiences and overnight stays) bookable online. 

I3 V. Prop. 30 Attractive, own high-reach platform or partner platforms necessary to satisfy the needs of different customer groups. Sufficient demand on all sides of the multi-
sided platform required (keyword: Chicken-Egg-Dilemma). Product must stand out from other offers through price-performance ratio and usability. Product / plat-
form must be attractive enough to attract top performers. Bundling of demand on various external platforms is possible (keyword: channel management). 

I3 V. Prop. 62 - 64 Offering different product variations for different customer segments with different budgets. Service of online bookable making as an offer of DMO. Order of DMO 
may require offers that are available to all partners (free of charge). 

I3 V. Prop. 64 Booking platform / booking service as a service for small and medium-sized businesses with a low budget that would otherwise have no reach. Payment in the 
form of commissions only when a booking is made. Large and professionally organised businesses do not need this offer. Instead, there is demand for networking 
and exchange. Marketing only additional criterion. Top hotels / service providers as strategic lighthouses to show the attractiveness of the region. 

I3 V. Prop. 66, 76 A DMO itself is not a tourism service provider and therefore usually does not have its own product. It can only provide the existing offer of the region and tourism 
service providers with an image and present it to the outside world. A DMO has limited influence on tourism infrastructure (e.g. hiking and cycling paths). Individual 
strategically important products can be marketed by the DMO itself if necessary. 

I4 V. Prop. 10, 12 DMO offers can be tourism tickets and all-inclusive / guest cards, hotel brokerage and the sale of experience tickets / entrance tickets for tourist attractions as well 
as the offering of package deals. The DMO should focus on regional offers in its marketing, unlike global platforms. 

I4 V. Prop. 16 It requires an attractive commission model to bind the partners to its own business model. Own proceeds from commissions do not have to be the primary goal of 
the business model. 

I4 V. Prop. 17 - 18 Creating a balance between fair / attractive commissions and a necessary reach. Adaptation of offers to individual requirements as a differentiating factor com-
pared to large platforms. Development of simple booking logics adapted to the offers and processes of individual service providers. 

I4 V. Prop. 20 Provision of booking technology for customer websites. 

I4 V. Prop. 22 Development of products that also explicitly address the needs of local residents. 

I4 V. Prop. 24 Sale of data to companies outside the tourism industry is not yet relevant, as there is no concrete demand. Passed on to political stakeholders so far and own use 
for tourism management. 

I4 V. Prop. 34 Products and solutions do not always have to be perfect right from the start. Seventy to eighty percent perfection is enough to start a business model. 

I5 V. Prop. 19 DMO has little influence on the actual product. If there is no local supply, "then the DMO doesn't matter." 

I5 V. Prop. 23 The DMO always has to consider the needs of different groups when preparing offers (keyword: network effects). Focusing on only one side can lead to negative 
effects on the other side. 

I5 V. Prop. 25, 29 The DMO has to determine which offers are most required in the destination. This niche is particularly attractive for DMO offers (e.g. B2B and convention area 
instead of leisure area). DMO must weigh up and regularly question which market segments are already adequately served and whether its own offer is still 
needed in the market. 

I5 V. Prop. 29, 35 DMO's offer can be a service of "continuous learning", which it offers to service providers. Offer includes the handling of booking engines - pricing, generating 
traffic and direct bookings, quota administration and channel management. The DMO can provide tourism service providers with a " framework" with which they 
can learn and improve themselves or exchange information with others. Offer only useful if customer uses it himself. 

I5 V. Prop. 39 DMO's offer must be system relevant. "If we don't do this, then something is really missing." 

I5 V. Prop. 47 DMO should provide a database through which different customer segments can enter and obtain data and knowledge. Data from the database should be accessi-
ble via different channels. 
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I5 V. Prop. 49 Qualitatively good content as a unique selling point compared to search engines. Expectation that this unique selling proposition could disappear in the future. 

I6 V. Prop. 64 It needs a simple booking process and a technically well implemented offer. The offer must be marketed and communicated accordingly. Information and content 
must be linked to the offer. Call to action is important in the design of the booking channel. 

I6 V. Prop. 78 Linking offers with information, expert knowledge and additional products to individualise the offer (keyword: mass customization) to the needs of the individual 
target groups. 

I7 V. Prop. 14 The DMO should not simply pass on its own offer, especially in the area of data and digital offers, and "let the butter be taken from the bread". This should be 
discussed before providing offers for external platforms in order not to damage one's own position. 

I7 V. Prop. 16 Special and detailed knowledge of a destination as a particularly interesting offer, which should not be distributed royalty-free. 

I7 V. Prop. 22 Combination of digital and real experience is an interesting offer. Artificial destinations / resorts are already much better positioned here. DMOs can hardly keep up 
due to missing entrance fees for destination. 

I7 V. Prop. 24 Provision of extensive knowledge tailored to the needs of the customer segments. Additional external channels and partner platforms may not be required if the 
depth of information is sufficient. Future-oriented data as a potentially attractive offer for search engines and platforms, as user-generated content is only directed 
in the past. Provision of data does not necessarily have to be free of charge in the future. Weighing up how lucrative an own platform with destination data is. 

I7 V. Prop. 25 - 26 Expert knowledge and data of the DMO as an offer is comparable with high-quality journalism. It is unclear how exactly this is to be monetized. Currently too little 
creativity / imagination in marketing and business modelling. 

I7 V. Prop. 26 Provision of portals / platforms with different user levels. Offering tourist data free of charge in the design of the destination and with presentation of destination 
products or high-quality, customised version with a certain price. Data require high quality and must be prepared and presented in a comprehensible way until 
interest is aroused from potential customers. Offering travel inspiration for every season and weather situation in the form of targeted data playout. 

I7 V. Prop. 28 DMO data has the potential to exceed the value of user-generated content, but few are explicitly concerned with it. Expert, insider, and detailed knowledge of good 
quality creates desire among potential customers, including platforms, especially search engines. Future-oriented data as a potentially attractive offer for search 
engines and platforms, as user-generated content is only directed in the past. 

I7 V. Prop. 30 Data that is "not off the shelf", e.g. from politicians, can, as a "waste product for tourism", be valorised with creativity in a wide range of areas and turned into high-
quality tourism knowledge. Data from the forestry sector can be combined with data from hiking and cycling trails to create high-quality expert knowledge. Potential 
for attractive offers and business models. 

I7 V. Prop. 32 "Individual components" as customizable building blocks that a customer can purchase for his own needs with the data sets that are important to him. Provision of 
own portal solution only attractive if sufficient content depth and data quality is available. 

I7 V. Prop. 41 - 42 Bringing together digital and real experiences to create new offerings, a DMO can do this faster and better than private operators, through proximity and 
knowledge of the destination. 

I7 V. Prop. 50 The DMO can / should use offers that are exclusively available to it as "leverage" and use marketing of these for the entire offer. Exclusive products also use vari-
ous pioneers and best practice examples. 

I8 V. Prop. 43 Provision of distribution channels for vouchers, tourist offers such as accommodation and experiences. Distribution of group and congress offers (individual ser-
vices or product bundles). 

I8 V. Prop. 57 Offer must be extensive to win guests as customers (compare Chicken-Egg-Dilemma). Usability of the portal is an important factor. 

I8 V. Prop. 60 - 61 High-quality content and depth of information as a unique selling point of the DMO compared to global platforms. Enrichment of offers with additional information 
increases attractiveness for the guest. 

I8 V. Prop. 64 - 65 It needs a good balance between content and usability. Both factors are important to be able to offer an attractive overall offer. 

Table 11 Research results on DMO business model building blocks (Own figure) 
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As described in the previous paragraph, each DMO is subject to different influences and 

therefore has different possibilities to develop its own business models. In the context of the 

expert interviews, however, basic characteristics of business model building blocks were 

discussed. In addition, a number of potential business model ideas were elaborated that 

may help DMOs to develop an own business model. These are presented in the following 

subchapters, corresponding to the building blocks of the BMC presented in chapter 4.1. 

Value Propositions 

The value proposition of a company is a central component of any business model. DMOs 

have different ways of offering services to different customer segments due to their different 

tasks, their central position within the destination and their numerous stakeholders. The 

experts name various possible value propositions from three main categories:  

• product development, 

• data management and  

• channel management. 

Product development 

According to I3, DMOs themselves are no touristic service providers and usually do not 

have own products. Accordingly, a DMO can only communicate the existing range of ser-

vices offered by service providers in the destination. Some DMOs may have limited influ-

ence on tourist infrastructure such as hiking or cycling trails. In rare cases, strategically 

important offers can be marketed and operated by DMOs if they are in the public sector.207 

I5 shares this view and describes that in destinations with little touristic offer "the DMO plays 

no role".208  

Other experts, instead, describe that DMOs are quite capable of developing new tourist 

products. Possible products are guest cards, tourist tickets, adventure cards or all-inclusive 

cards, as well as product bundles in the form of package deals.209 Product development 

with regional premium partners can also be a promising approach to the creation of new 

tourism offers. This can be done either in cooperation with companies within the tourism 

industry, so-called top companies, which as "lighthouses"210 have a special attraction in the 

region, or with companies outside the tourism industry. In this context, I2 cites the example 

of a car manufacturer that offers free car rental to guests of a hotel or region within a pre-

mium partnership. In this case, companies can benefit from a positive image, additional 

awareness and reach or data on potential target groups or usage behaviour, for example. 

I4 sees potential in the development of tourism products that explicitly serve the needs of 

local residents.211 I7 also describes the combination of digital and real experiences as a 

promising area for new innovative offerings. Resorts and artificial destinations in particular 

are already very active in this area. DMOs would have the advantage over private providers 

and large platforms that also want to position themselves in the field of experiences that 
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they work more closely with the providers of real experiences and have a better knowledge 

of the destination.212  

Data management 

In collecting, processing, preparing and passing on data, some experts see promising and 

attractive offers in many respects, which could be of greater interest for DMO business 

models in the future. At the core of this is the creation of a database that is centrally filled 

with general information, special and detailed knowledge of the destination and which can 

be used to supply various customer segments.213 DMOs could then offer preparation, struc-

turing and refinement as a service.214 High-quality data could then be distributed within the 

destination or offered to companies outside the industry and large platforms, especially 

search engines.215  

I4 notes that external companies have not yet expressed any concrete demand for tourism 

data and that this data is primarily used by the DMO itself, for example for guest manage-

ment, and passed on to political institutions.216 Indeed, I7 mentions several times that data 

could play a more important role for DMOs in the future. Due to the close relationship with 

politics, DMOs could, for example, receive data from other areas of administration as a 

"waste product for tourism".217 One example is forestry data that can be linked with tourism 

data to derive forward-looking information on upcoming route closures. According to I7, 

such data offer a clear added value compared to user-generated content, which is always 

oriented towards the past. With a correspondingly high quality, such future-oriented data is 

potentially attractive for search engines and platform providers.  

I7 compares data from DMOs with high-quality journalism, which is only available in full or 

without advertising for a fee. It is also described that there is currently too little creativity in 

data-based business modelling. The numerous possible uses of tourism data would first 

have to be presented in a comprehensible manner before interest could be aroused among 

potential customers.218 

Channel management 

Lastly, various offers in the area of generating reach for tourism offers are to be named. 

DMOs can thus take on the role of an enabler as a service provider, helping service provid-

ers to be bookable online.219 According to I5, this type of service includes dealing with plat-

forms in terms of pricing, quota management, the selection of suitable distribution channels, 

the generation of traffic on own channels and direct bookings to avoid commissions.220 

DMOs should enter into negotiations with platform providers in order to obtain their own 

conditions for the tourism offer available in the destination. Especially in combination with a 
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high content quality and depth of information, the interest of platforms could be aroused and 

own platform solutions could be avoided.221  

The provision of a separate sales platform for destination products is otherwise more in-

tensely discussed. In this context, the DMO itself assumes the role of a platform provider. 

As described above, many experts state that, with the exception of a few large destinations, 

DMOs are not able to compete noticeably with large platforms, especially in the area of 

accommodation brokerage.  Nevertheless, own distribution platforms may be an option un-

der certain circumstances. In particular in the area of experiences, potential is seen for 

DMOs to be better able to market their services through their proximity to the providers.222 

According to I2, special regional products from local producers or the retail sector may also 

be offered on a platform.  Especially in times of crisis, such as the Corona crisis, this offers 

suppliers an opportunity to reach customers. Guests, especially regulars, could use it to 

purchase popular products from the target destination that transport the image of the holiday 

destination.223  

Crucial for the success of an own platform is, according to several experts, that sufficient 

supply and demand is generated.224 Own offers and offers with exclusive rights for the DMO 

could also increase the attractiveness of an own platform.225 In addition, a platform must 

meet customers' expectations and experiences. This means that a high degree of usability, 

convenience and certain services must be offered. Examples of this are a generally simple 

ease of use, a good and appealing technical implementation, various payment options or 

an uncomplicated handling of returns of physical products.226 According to I3, however, ser-

vice providers must be convinced of the attractiveness of the DMO platform in addition to 

the demanders.227 A fair price-performance ratio, which results from a balance between 

sufficient reach and low commissions, can be a convincing argument.228 I4 also sees an 

advantage in DMOs with own platforms over large platforms in the flexibility they can offer. 

While large platforms offer only one booking logic, DMOs can adapt their offer to the needs 

of local service providers and thus offer individual solutions.229  

Prerequisites for the development of value propositions 

The presented offerings are subject to certain general requirements which should be fulfilled 

or reflected in the value propositions of the DMO business model. This includes, for exam-

ple, that the destination must already be a well-known name or brand.230 This brand should 

be reflected in all offers.231  
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In general, the DMO should focus on the existing offer in the destination and present it as 

authentically as possible.232 To make it easier for the guest to immerse himself in the desti-

nation, the offer should also be enriched with storytelling content and valuable infor-

mation.233 A focus is also necessary when developing and selecting value propositions, 

since a DMO will probably not be able to handle all the tasks it could theoretically take on 

with the resources available to it.234 Focusing on niches is seen as particularly rewarding. 

However, the DMO must first find out which offers are most urgently needed in the destina-

tion and should only select system-relevant offers. Subsequently, a DMO should regularly 

check whether the services provided are still needed. Moreover, it should be ensured that 

the various needs of different stakeholders are met. Only in this way a DMO can create 

added value for the various stakeholders.235 I5 describes that offers for service providers 

should rather be provided as a framework which they can use independently. When design-

ing offers, it should also be taken into account that different customer segments have dif-

ferent needs and therefore variations must be provided. Moreover, it is possible that the 

framework conditions and tasks of DMOs, determined by politics, may result in the demand 

for equal treatment of all service providers or free offers.236  

Facilitating the development of products and services, I4 describes that it is not always 

necessary for these to be perfect right from the beginning, but that "seventy to eighty per-

cent perfection"237 is sufficient for the start of a new business model. 

Customer Segments 

Chapter 4.1 already described the importance of the building block of customer segments 

and explained that customers are the "heart of any business model”.238 From the point of 

view that a DMO should serve many different stakeholders, who do not necessarily pay for 

their services,239 one could say that several hearts beat in the DMO's chest. A sound busi-

ness model should in fact serve certain customer segments that are willing to pay a certain 

value proposition. However, according to I2, DMOs struggle with the situation that various 

potential customers have not yet developed an understanding of paying for DMO offer-

ings.240 Nevertheless, the experts describe various customer segments that could be suita-

ble for DMO business models or could develop into potential customers.  

I6 generally divides into the business customer and private or end customer segment.241 In 

the business customer sector, this includes tourism service providers242 and local retailers243 

within the destination and platforms and search engines244 outside the destination. In the 
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private sector, customers are mainly guests within the destination or outside in the home 

destination.245 Some experts, furthermore, indicate that locals can be DMO customers.246  

Private customers 

In an attempt to sort out the importance of the different customer segments, I2 describes 

that locals are significantly more important to a DMO's work than guests.247 This is justified 

by the fact that locals can represent part of the guests' need for authenticity and enable the 

guest to immerse himself in the destination and not just perceive it as a scenery. The task 

of DMO is therefore to design the environment in such a way that locals enjoy living in it 

and welcome guests.248 In addition, local people also make use of tourist infrastructure and 

offers such as booking channels and therefore can, to a certain extent, be regarded as 

guests too. Nevertheless, it is particularly important to create acceptance among locals for 

tourism and guests.249  

Although guests of a destination are in principle also prepared to use offers for payment, it 

is questionable whether they would make use of DMO offers at all. Especially in rural des-

tinations, it is also debatable whether there is sufficient touristic demand.250 I2 declares in 

this context that guests are primarily to be regarded as customers of the service providers 

and not of the DMO.251 The situation is different with guests outside the destination, espe-

cially in times of crisis, when the destination cannot be reached. In such scenarios, regular 

guests are an interesting customer group for regional products that convey the image of the 

region.252 Also in a competitive situation with resorts, DMOs can specifically address guests 

of these artificial destinations.253 

Business customers 

In the business customer segment, the service providers in the destination play an important 

role. This is also due to the fact that a DMO itself usually does not have own products and 

thus, according to I3, is dependent on "the participation and goodwill of the service providers 

and the subordinate levels".254 According to I5, this also means that DMO offers for service 

providers can only be designed so that they use them themselves in the form of self-ser-

vices.255  

On the one hand, service providers within the destination are divided into accommodation 

providers and experience providers.256 On the other hand, a distinction is made between 

large or top companies, which are usually professionally organised, have big marketing 

budgets and can generate reach themselves, and small and medium-sized companies. The 

latter, in contrast, seldom have sufficient budgets to become visible, are usually reluctant to 
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deal with the topic of digitalisation and are partly dependent on support to generate sufficient 

bookings.257 According to I5, in some destinations, this leads to expectations, especially in 

the accommodation sector, that DMOs should "fill the hotels”.258 The main difference be-

tween accommodation providers and experience providers is that experience providers usu-

ally offer much cheaper individual services, which makes them much more sensitive to com-

missions. At the same time, they have more individual processes and offer more specialised 

services than accommodation providers, which is why they have special requirements for 

booking systems and platform providers.259  

According to I2, the retail sector is also a potentially interesting customer segment for 

DMOs, as it shapes the appearance of the destination and guests use not only touristic but 

also retail offers. This is especially true for DMOs that compete with artificial destinations, 

as these often do not offer a comprehensive retail sector.260 Lastly, external companies, 

search engines and platforms should be mentioned, which I7 sees theoretically and espe-

cially in the future as a potential customer segment for data from DMOs.261 I4 does not yet 

see any concrete demand in this segment,262 but I6 indicates that large platforms have al-

ready expressed a genuine interest in data.263 

I4 also describes that offerings from a DMO cannot be distributed further indiscriminately 

with "the watering can".264 Rather, the products and services offered need to be more 

strongly adapted and individualised to the needs of different customer segments. As a re-

sult, well planned target group management, the selection of the right channels and good 

customer relations are becoming increasingly important. 

Channels 

It was already described in advance that the DMO and tourist organisations in general have 

long played a central role for guests in holiday planning. Digitalisation, however, is changing 

the information and booking behaviour of guests, which is why DMOs should now conduct 

their communication and sales activities more via online channels.265 When selecting the 

channels, though, it should be borne in mind that DMOs generally do not have an own 

product. For this reason, it is necessary to define in advance which task areas the DMO 

would like to handle within the scope of its own business model, what kind of value propo-

sition will be offered and which channels the various customer segments prefer.266 Gener-

ally, digital distribution channels are divided into DMO's own channels and third-party chan-

nels, usually large platform providers. 
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Own channels 

If a DMO decides to operate its own channels on the basis of sufficient tourist supply and 

demand, it can do so via its own website or apps.267 Service providers then have the option 

of displaying contingents and information on DMO channels in addition to their own website 

in order to generate additional reach.268 I8 describes that DMO channels could be of partic-

ular interest to customers for on-site bookings in the destination. Apps could also replace 

tourist information offices as stationary information channels.269 A hurdle in this respect I3 

sees in the fact that tourism organisations generally do not have websites that are explicitly 

designed for distribution. Rather, these are usually intended solely to provide information 

for guests. In addition, not only service providers but also destination websites often lack 

reach.270 Accordingly, financial resources should be scheduled in order to increase reach 

and visibility. These are considered as a decisive success factor for own sales channels of 

DMO business models.271 I4 points out that it is important "to always budget a certain 

amount of money from the outset to market this platform, since the greatest platform is 

useless if customers or the relevant target group out there in the world does not know that 

this platform even exists.” 272 

External channels 

Alternatively, DMOs can utilise large distribution platforms as channels to market their own, 

newly created touristic products or negotiate conditions under which service providers in 

the region can distribute their products through the platforms.273 These distribution platforms 

can also be used together with own channels.274 A significant advantage is the much greater 

reach and better usability that large platforms have.275 However, too much dependence is 

seen as problematic. For instance, hotels that were very strongly attracted by the reach of 

booking.com about ten years ago got into this situation.276 This dependence is mainly char-

acterised by the fact that OTAs have gradually increased their commissions after accom-

modation establishments have aligned themselves to the distribution channels. 

Own or exclusive offers of DMOs increase their negotiating power, which, according to I7, 

makes it possible to dispense entirely with own platforms and allows DMOs to develop a 

business model exclusively with decentralised distribution channels.277 I4 also states that 

social media channels can be of interest as channels for younger target groups in particu-

lar.278 To reach customer segments within the destination, I8 regards the local press as a 

further useful communication channel.279 
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Customer Relationships 

As already described in the context of customer segments, DMOs are dependent on the 

support of the various providers within the destination.280 It is therefore essential for a DMO 

to further expand its network and maintain good relationships. As a basis for good cooper-

ation, DMOs should, on the one hand, pay attention to the needs of locals and service 

providers, for example in organisational structural processes such as the centralisation of 

various tourism organisations281 and ensure a balanced climate in which no individual ser-

vice provider is favoured. This can otherwise easily lead to displeasure, especially due to 

the public mandate.282 However, it is important not to raise exaggerated expectations, which 

would convey to service providers that the DMO is taking responsibility for their tasks.283 

Rather, local proximity, intensive contact and opportunities for participation in projects 

strengthen the network and relationships within the destination.284 By creating acceptance 

for tourism as an economic factor and acting as a mediator between the various stakehold-

ers, DMOs create a good foundation for their own strategic measures.285 

Depending on which value propositions a DMO ultimately offers, individual measures in the 

area of customer relations differ.  Especially when setting up an own sales platform, DMOs 

should take into account that service providers react sensitively to increased commissions. 

This is mainly due to the fact that large platform providers in the accommodation sector 

have successively increased the commissions they charge, which is perceived by service 

providers as an exploitation of their dominant market position. Experience providers in par-

ticular fear a high commission burden for their already low-priced offers.286 If a DMO man-

ages to convince service providers of its own offer and generate bookings, this can addi-

tionally strengthen the relationship. A lack of demand as well as too little supply, in contrast, 

quickly lead to disappointment on both sides of a platform.287 

Key Resources 

DMOs are very differently equipped with resources. Which and how resources are to be 

used depends ultimately on the actual business model and the value proposition of the 

DMO. Some key resources, though, can be identified that are required above all for digital 

DMO business models: human resources,288 financial resources,289 high quality data and290 

technical equipment.291 

Thereby, the frequency of the mentions alone is an indication of the importance of human 

resources. 
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Human resources 

I2 describes that in the context of digitalisation it was feared that personnel could be reduced 

by automating processes.292 Current effects of the Corona crisis, which have led to a strong 

affinity with the topic of digitalisation in destination management,293 have shown, however, 

that significantly more personnel will be required for the time being. In the future, there could 

be occasional layoffs in certain areas, but more staff will be needed overall.294 This is due 

to the fact that special know-how is required in dealing with large platforms and systems, in 

processing data or creating content, which many employees do not yet have.295 Therefore, 

already during the training of new employees, care should be taken to prepare them appro-

priately for future challenges.296 According to I8, it is difficult to learn how to handle digitali-

sation later on, especially for older employees. For this reason, the exchange and a good 

distribution of tasks is necessary.297 Existing personnel without a special digital affinity is by 

no means superfluous, though. Instead, they have a special level of expert and detailed 

knowledge of the destination.298 This knowledge is considered essential for DMO and its 

unique selling proposition.299 

Financial resources 

In terms of financial resources, many experts describe that DMOs simply do not have 

enough money to compete with large platforms. Above all, expensive communication 

measures that generate reach cannot be operated by DMOs to the same extent.300 The 

available resources also make it difficult to build a technically sound and user-friendly plat-

form at all.301 It is therefore important to allocate the available financial resources to the 

various fields of activity302 and to focus primarily on one's own destination area instead of 

comparing oneself with globally operating platforms.303 

High quality data 

Data is an important basis not only for digital business models of DMOs. However, since 

DMOs themselves usually do not have any touristic offers, data will be a particularly im-

portant resource in the future.304 These can include general information or special and de-

tailed knowledge of the destination.305 Location data can also be used to enhance active 

guest control.306 Finally, interesting data from other industries that could be available to the 

DMO as a waste product can be obtained according to I7 as a result of the close connection 

to politics.307 
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Technical equipment 

I1 indicates that DMOs need to invest significantly more in technical infrastructure and 

equipment in addition to financial and human resources. The effects of the Corona crisis 

would have made some DMOs unable to operate for a long time due to inadequate technical 

equipment. The need for this was at least recognised in many organisations.308 In this con-

text, I2 states that technical infrastructure, especially when building digital business models, 

can also be shared with other DMOs to save financial and human resources.309 

Key Activities 

If a DMO plans to develop its own business model, one of the most important activities is to 

create a suitable framework that allows it to act independently and to have access to all 

necessary resources.310 On the one hand, the DMO should develop itself further and take 

on a pioneering role.311 This can be done, for example, by operating knowledge manage-

ment in order to be able to react better to future challenges, or by optimizing existing pro-

cesses and the organisational structure.312 On the other hand, it should take on a supportive 

role, which consists mainly of training and promoting service providers.313 In addition, it is 

particularly important to convince and enable service providers to overcome their inhibitions 

about digitalisation and to independently deal with digital platforms.314 The acquisition of 

new service providers is particularly important for own platforms.315  

Other important key activities include the collection, processing and preparation of a wide 

range of data,316 as well as the development and enhancement of technical systems, tools 

and, if relevant, the own platform.317 If the DMO is not capable of carrying out all activities 

itself, it can also make use of partners. However, I4 and I8 warn against having all activities 

performed externally and thus making oneself heavily dependent. Rather, DMOs should 

perform their key activities themselves in order to remain agile and be able to react quickly 

in case of a critical situation.318 

Key Partnerships 

The constellation of partners with which a DMO can work together within the framework of 

its business model depends on the value proposition, the necessary activities and the re-

sources available to the DMO.  
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Partners within the destination 

Due to their historically developed structures, tourism service providers, tourism organisa-

tions at lower levels or politics are important partners for DMOs.319 Also companies from 

outside the industry within the destination can be interesting partners, for example to de-

velop new products.320 As already described in the context of other building blocks, some 

of these are also to be considered as potential customers or can serve as data sources for 

DMOs.  

Platform providers 

Other potential partners can also be large platform providers. In the previous chapter, how-

ever, the competitive situation was already discussed and it was described that large plat-

forms can also be dangerous for the own DMO business model.321 In the end, a DMO must 

decide how to deal with large platforms depending on the individual situation.  

In addition, there is now a wide range of service providers who can support DMOs in building 

digital business models.322 These include IT providers, channel management providers 

online agencies and specialist providers. 

IT providers 

Dedicated IT providers offer DMOs booking and management systems. Examples men-

tioned several times are the Tomas system from my.IRS or Deskline from Feratel. With 

these systems it is possible to digitally display contingents of service providers and to or-

ganise and simplify the operational accounting and invoicing.323  

Channel management providers 

DMOs can also rely on service providers to create these contingents and to convince and 

qualify service providers. These usually offer channel management services and take care 

of publishing the maintained contingents on selected sales platforms.324  

Online agencies 

Should a DMO decide to build its own platform instead, it can use online agencies to develop 

the front end of the distribution channel and to link the platform to the underlying booking 

systems. These agencies provide general support in programming, hosting and other areas 

of online marketing, such as search engine optimisation to generate reach.325  

Specialist providers 

Even in the field of product bundling and the development of packages or the linking of 

digital and real experience, there are meanwhile specialised providers that DMOs can fall 

back on.326  
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Consequently, there are professional service providers and suppliers in almost all areas in 

which a DMO could need support in building a digital business model. I2 even describes 

that DMOs are usually dependent on the support of a network of different partners any-

way.327 I5 says, by contrast, that not all project responsibility should be handed over to 

external service providers in order to remain capable of action and somewhat independ-

ent.328 I8 describes that both service providers and DMOs can learn from each other within 

collaborative projects.329  

Other partners 

Alternatively, within the framework of strategic alliances with other tourism organisations, 

DMOs can also use pooled resources to carry out tasks independently of private-sector 

third-party providers.330 I2 also considers cooperation with higher-level organisations such 

as LMOs to be appropriate.331 

Revenue Streams 

In principle, some experts believe that it is possible to tap an additional source of financing 

besides public funding by means of a business model's own revenues.332 As already de-

scribed before, a still existing expectation of service providers that DMO services should be 

free of charge can be an obstacle.333  

Especially with the operation of an own platform, a DMO should expect that only small turn-

overs can be achieved through commissions.334 In the area of accommodation brokerage, 

almost no further potential is to be expected as the market is highly competitive with large 

platforms. According to I4, this can be compensated for by revenues in the areas of expe-

riences, product bundles and package deals.335 I8, instead, describes that even smaller 

margins are being generated in the experience segment because the products sold are 

significantly lower in price overall.336  

Therefore, several experts assume that a platform business model of a DMO can only be 

profitable with a certain size, meaning with sufficient supply and demand, which usually only 

large destinations or metropolitan regions can create.337 Otherwise, according to I7, there 

is a gap between the cost and revenue of a DMO platform.338 I3 also reports that best prac-

tice examples of digital DMO business models are very tightly calculated. Furthermore, gen-

erated revenues should be reinvested to further develop the strategic purpose of the busi-

ness model.339 
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Cost Structure 

A DMO should necessarily determine at an early stage which exact costs will have to be 

borne. These result from the creation of value propositions, the different activities, the co-

operation with partners or the procurement of additional resources. A generally valid state-

ment cannot be made in this regard. Nevertheless, it is always essential to evaluate whether 

the value proposition offered is still necessary. Only in this way the already very limited 

financial resources can be optimally allocated to the numerous tasks of DMOs. 
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6.2.3 Digital DMO business models 

ID Category Pos. Summary 

I1 BM Ideas 3, 7, 19, 
21 

Many tasks of DMOs cannot be handled in an economically cost-covering manner, since there are various services without customer segments that would use 
services against payment. An implementation without financial support from the public sector or membership fees is described as "very difficult", a fulfilment of all 
tasks as impossible. However, complete financial independence is not considered necessary, but partial financing is considered quite possible. 

I1 BM Ideas 33 Large DMOs can, if necessary, build a business model on the preparation, structuring and refinement of data, in the form of a service for top performers. 

I1 BM Ideas 43 DMOs should question whether business-oriented models actually contribute to the strategic goal and task fulfilment. DMOs should also not necessarily expose 
themselves to the pressure and demands of an economically cost-covering business model and accept that they cannot finance themselves as an organisation. 

I1 BM Ideas 47 A DMO business model does not have to be cost-covering if it "then benefits the general public via the macroeconomic effect". 

I1 BM Ideas 57, 61 When designing business models, DMOs have to assess the extent to which they can build up a corresponding demand (on all sides of the platform) in order to 
justify and manage the expenses incurred in building the business model in the longer term. Such a demand is likely to bundle only large DMO units, of which 
there are very few in Germany to date. 

I2 BM Ideas 32 Small DMOs probably have too little relevance and visibility to develop a business model with data, whereas large DMOs should only release data, especially 
bookable offers, under certain conditions. It is the task of such large DMO units to develop a business model from the data. 

I2 BM Ideas 74 Neighbouring destinations of resorts and artificial destinations can build a business model by serving emerging niches. 

I2 BM Ideas 82 By refining and granulating data, these can become the basis of a business model. 

I3 BM Ideas 60 A DMO business model requires its own organisational structure, e.g. in the form of an own business or a limited liability company. 

I3 BM Ideas 63 - 64 A DMO should develop different business models in order to involve as many service providers with different levels of professionalism as possible. 

I4 BM Ideas 16 A DMO business model can bind partners through low commission rates. Income should be used for the further development of the platform / business model. The 
business model also focuses on the strategic purpose. 

I5 BM Ideas 23, 45 A DMO is situated in a field of tension between guests / demanders, service providers / suppliers and resources. DMO business models must also be created in 
this area of conflict. However, a single digital platform cannot solve this area of conflict for all stakeholders. 

I6 BM Ideas 40 DMO business models could arise from the fact that the various information and offers that a DMO can access are bundled and made bookable. 

I6 BM Ideas 48 DMOs may have to accept that overnight stays are booked on other channels, but can then pick up the guest on site and become active in the experience area. 

I6 BM Ideas 122 Business modelling is not a familiar process and sales, unlike information in destination management, is not a topic that is dealt with. 

I7 BM Ideas 14 The dependence on external structures seems to inhibit the creation of an own business model, which is why many DMOs have not yet found their raison d'être. 
DMOs must also be careful not to be trailblazers for other platforms, to "let the butter be taken from the bread" and ultimately to question their position once again. 

I7 BM Ideas 16 DMOs can add value to data and process it into special or detailed knowledge that can serve as the basis for a digital business model and should under no cir-
cumstances be passed on free of charge. 

I7 BM Ideas 22 Artificial destinations / resorts combine digital and real experiences, which could also be interesting for DMOs, but have so far lacked the necessary resources. 

I7 BM Ideas 24 A separate portal as output platform is not mandatory for DMOs. The enrichment of data with special and detailed knowledge and a certain authenticity or the 
digitalisation of "insider tips" is considered to be missing so far and is seen as a business model basis. 

I7 BM Ideas 25 - 26 DMOs have so far had too little imagination in designing business models. High-quality data and complete information on guest behaviour can be the basis for 
business models. Touristic information should be marketable in a similar way to the model of ad-free and non-advertising content of newspapers. 

I7 BM Ideas 28, 30 Data enriched with expert knowledge or additional data from the stakeholders of DMOs can provide future-oriented information and is therefore more valuable than 
user-generated content, which is limited by large platforms. Firm conviction that good quality data of this kind creates desirability. 

I7 BM Ideas 38 Some global platforms also started out very personnel-intensive and only later digitalised and automated processes. 
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I7 BM Ideas 50 DMOs should not make the "same mistake" in dealing with platforms in the area of experiences as they have made in the area of accommodation mediation and 
directly pass on all offers of the service partners. DMOs can offer their own products in the area of experiences, unlike overnight accommodation offers, or they 
can agree exclusive rights with service providers in order to take a better negotiating position vis-à-vis platforms as destinations. 

Table 12 Research results on business model ideas (Own figure) 
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The interviewed experts assess the relevance and potential of DMO business models dif-

ferently. I1, for example, takes the position that DMOs cannot possibly cover all their costs 

with their own revenues. Only certain tasks may be financed with own revenues through a 

business management approach, but generally it would be very difficult to forego financial 

support from the public sector. In addition, I1 does not consider full self-financing to be 

necessary. DMOs should accept that they cannot operate without public funds. But they 

should question whether the business models they operate contribute to their strategic 

goals.340 The implementation of certain activities is justified if this "benefits the society as a 

whole through macroeconomic effects".341 Similarly, I5 is convinced that DMOs cannot 

cover all their tasks with a single business model. Furthermore, he describes that all activi-

ties are always in the conflict area between demand, supply and resources. A business 

model must always serve more than one of these positions, otherwise the DMO will neglect 

the other areas.342  

Other experts suggest that DMOs can indeed develop attractive business models that can 

help to achieve strategic goals.343 I3 also describes that a DMO can also develop multiple 

business models and variations of value propositions for different customer segments and 

stakeholders.344 They should, however, carefully consider which partners they work with 

and not give away all the information and products available to them without any conditions. 

In particular, the humble behaviour towards platform providers in the accommodation sector 

was frequently discussed in this context. DMOs should learn from the mistakes made and 

in future, especially in the area of experiences and data processing, not "let the butter be 

taken from the bread"345 which means that they should not let the advantage be taken away 

from them or always look after themselves first.346 Moreover, DMOs often seem to lack the 

necessary creativity and experience to create new business models.347 Experts see a rea-

son for this in the dependency on external structures such as politics, which is why business 

models should necessarily be developed in a separate organisational structure.348 

 DMO business model patterns 

In the course of the interviews conducted, general assessments were made with regard to 

the various components of a DMO business model. On the basis of the statements made, 

two additional business model patterns can be derived, which are especially valid for DMO 

business models and go beyond the patterns presented in chapter 2.3.3:   

Seize the Niche: In principle, other business models also deal with serving niche markets. 

This is all the more important for DMOs, since, according to various experts, they should 

only become active in those areas where the market is failing and the destination is there-

fore not yet well enough positioned. Finding a niche can also help to strengthen one's own 

position as an organisation and reputation in relation to other players. This makes a DMO 
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and its activities systemically relevant. Exaggerated expectations towards the DMO can 

also be avoided by finding a niche and defining the own role.349 

Strategy over Profitability: Business models are usually designed to create additional 

value and capture it in the form of revenue. However, since a DMO acts as a public organ-

isation, it should give more weight to the strategic benefit of the activities than to the actual 

revenue generated. This is due to the fact that, according to the experts, complete financial 

independence is not necessary and that for some tasks there is simply no customer seg-

ment that would pay for using certain services. A DMO can partially generate its own income 

through a business model, but should rather evaluate the economic effect as an indicator 

of success.350 

 DMO Multi-sided Platform 

The decision whether a DMO should build its own platform depends on various factors. For 

example, the current situation, the available resources or the size and awareness of the 

destination must be evaluated. In the following, questions are derived from these points to 

be considered, which a DMO should answer before deciding for or against an own platform 

solution: 

• Is it legally possible for the organisation to operate a platform and, if necessary, to 

generate revenues? 

• What kind of services should be provided on the platform? 

• Are there enough relevant offers in the destination?  

• Does the DMO have any own relevant products? 

• Is there sufficient demand in the destination? 

• Does the DMO have enough trust of the providers and a strong network to convince 

them of the necessity of the platform? 

• Are there already large platform providers for the type of offer? 

• Can the DMO offer significant advantages over private platform providers (e.g. 

higher reach, lower commissions, better usability)? 

• Are expenses and income in proportion to each other in order to at least cover costs? 

• Does the platform generate economic added value or a strategic benefit? 

• Is the DMO able to develop and operate the business model independently? 

• Are there partners available to support the DMO? 

If the DMO should come to the conclusion in the decision-making process that it is not 

possible to set up an own platform, it can alternatively work on qualifying and convincing 

providers to offer their services on existing platforms. Alternatively, it is possible to merge 

with other organisations in order to bundle the demand or the available supply. The creation 

of own offers can be another way to develop a DMO business model.  

  

 
349 I2, Pos. 10; 74; I4, Pos. 8, 10; I5, Pos. 39 
350 I1, Pos. 3, 7, 19, 21, 43, 47; I3, Pos. 2, 6, 64, 76, I5, Pos. 39 
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Based on the statements of the experts, it can be assumed that the choice of the business 

model is related to the size and relevance of the destination and the amount of existing 

touristic offers. Depending on how a DMO assesses the situation of its own destination, it 

may decide to build up its own platform, to join forces with other organisations, to create 

new products or to enable or convince service providers to make their offer available in 

booking systems and thereby for digital platforms. These interrelationships and strategic 

decision-making options are illustrated in figure 5. 

 

Figure 5 DMO business models according to destination size and touristic offer (Own figure) 
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6.2.4 DMO Digital Business Model Design Process  

Based on the results of the expert interviews, the process of developing a digital business 

model can also be adapted to the needs and characteristics of DMOs as public tourism 

organisations. The process illustrated in table 13 is composed of six phases. It is basically 

oriented on the general processes described previously for creating new digital business 

models, but also takes into account the strong dependence on stakeholders as well as the 

historically grown structures and tasks of DMOs. 

1. Destination analysis 

In the first step, the DMO should get a comprehensive picture of the conditions within the 

destination. This includes first of all questioning the own raison d'être and defining the role 

of the DMO within the destination. According to this, the DMO should evaluate its available 

resources, tourist supply and demand, and restrictive factors. Examples of such factors are 

tasks to which DMO is obliged by politics or other shareholders, restrictions due to the or-

ganisational form of a DMO, or legal requirements. In addition, the DMO should analyse 

which tasks are actually strategically relevant for the destination. By identifying the needs 

of the various stakeholders within the destination and analysing existing offers from private 

sector providers, the DMO can also identify unfilled niches. 

2. Framework adjustment and mobilisation 

If the DMO is aware of the environmental conditions, it should try to adapt the framework 

conditions in the best possible way in order to become capable of acting. This includes 

communication with the most important stakeholders, within the organisation and with sub-

ordinate organisations. As far as possible, a DMO should also attempt to establish a private 

sector organisation at this stage. To build a digital business model, a DMO should also have 

a modern and user-friendly technical infrastructure that can be flexibly adapted and ex-

panded during the development process. 

3. Design 

If a DMO has the support of the most important stakeholders, it can start to generate and 

combine business model ideas and develop different prototypes in a creative design pro-

cess. In doing so, the DMO should take into account that it does not focus exclusively on 

individual customer segments, but rather include both the supply side within the destination 

and the demand side with existing and potential customer segments in its considerations. 

Also, the DMO should consider non-solvable restrictive factors in the design phase and 

develop ideas on how these can be overcome or even utilised. A DMO should not consider 

these considerations alone, but should be supported by external consultants and stake-

holder representatives. The inclusion of companies from outside the sector can also help to 

develop interesting and new business model ideas. The design phase is completed with the 

testing of several prototypes. 

4. Implementation 

The results of the tests of the individual prototypes enable the DMO to select the most 

promising one. This should then be finalised and published during the implementation 

phase. Again, the DMO should closely coordinate all important steps with the affected 
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stakeholders and partners, and manage the necessary change processes. The implemen-

tation phase is extremely tricky due to the DMO's lack of a right of intervention and lays the 

foundation for the success or failure of the business model in the destination. 

5. Management and controlling 

If the business model could be successfully implemented, an ongoing evaluation of the 

success and reactions of the market is required. The DMO should evaluate its own eco-

nomic success but above all the macroeconomic added value. On this basis, the business 

model can then be further developed and adapted. 

6. Expansion or streamlining 

Finally, the DMO should check at regular intervals whether the business model continues 

to fulfil its strategic purpose or whether it actually contributes to the financing of the organi-

sation. If other destinations also express interest in the model, DMOs can expand their own 

business model to other destinations, in cooperation with other DMOs. But should the busi-

ness model no longer be profitable, offer no macroeconomic or strategic added value, or no 

longer be competitive with private sector providers, the DMO should change, thin out or 

completely eliminate the business model. This allows the DMO to save resources and con-

centrate on other tasks and thus other potential business models. 

Within the framework of the presented process, a DMO should use the presented BMC and 

the VPC or comparable tools. These can help the organization to convince their stakehold-

ers, to avoid losing interesting business model ideas and to enable employees and subor-

dinate levels to understand the mechanisms of the business model. Especially considering 

the fact that many DMOs have not yet gained any experience in designing business models, 

the BMC offers a simple framework that facilitates the entry into the world of digital business 

models. 



- 90 - 

 

 
1. Destination  

analysis 
2. Framework 
adjustment & 
mobilisation 
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its stakeholders 

Building a solid 
foundation for a 
DMO business 
model 

Generation, testing 
and selection of 
DMO business 
model options 

Implementation of 
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ness model proto-
type 

Managing the busi-
ness model 

Saving resources or 
gaining momentum 
by streamlining or 
expanding the busi-
ness model 

A
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Evaluation of touris-
tic supply and de-
mand within the 
destination 

Resolving individual 
limiting factors 

Development of 
business model 
ideas in the tension 
between supply, 
demand and re-
sources 

Completion of the 
developed proto-
type and launch in 
the destination 

Monitoring market 
developments 

Ongoing assess-
ment of the system 
relevance of the 
business model 

Identifying niches 
and strategically im-
portant business ar-
eas 

Interaction, com-
munication and 
persuasion of key 
stakeholders 

Finding measures 
to overcome limit-
ing factors 

Communication 
and task distribu-
tion internally and 
to partners 

Performance evalu-
ation of business 
and economic ef-
fects 

Dissolving business 
models that are no 
longer needed or 
competitive 

Analysis of private-
sector business 
models and needs 
of destination stake-
holders 

Communication 
within the com-
pany and with 
lower levels 

Development of 
prototypes and 
testing of the most 
promising options 

Managing and 
completing the 
necessary change 
processes 

First adjustments 
and further devel-
opments 

Expanding business 
models that are 
strategically rele-
vant to other DMOs 
and destinations 

Table 13 DMO digital business model design process (Own figure) 
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6.2.5 Anchor Point Canvas 

In the previously described design process of digital business models of DMOs, it was de-

scribed that a DMO usually cannot act completely independently, but is inhibited by restric-

tive factors. Unlike private companies, DMOs therefore cannot always put together all the 

components of a business model like building blocks within the design process.  

Fixed partnerships, equal treatment of all service providers within a destination, or re-

strictions on the possibility of making profits are just a few examples that a DMO as a public 

sector company cannot avoid. These factors complicate the design phase of new business 

models and are symbolic anchors that prevent the random assembling of building blocks. It 

is important that the DMO analyses such anchor points within the process and becomes 

aware of their effects. If, for example, a DMO plans to generate income through its own 

online sales platform, but this is prohibited by legal regulations, the DMO may have to es-

tablish its own subsidiary before it enters the design phase of the actual business model. If 

this is not permitted, the DMO must take this restriction into account in the design phase 

and may have to develop a different financing model with different revenue streams.  

Anchor points do not always have to have purely negative effects. Positive effects can also 

be achieved through dependence. An example could be that the proximity to local politics 

and public institutions, which may allow a DMO to receive data from other industries and 

sectors as a waste product for tourism and use it as a resource for creating innovative value 

propositions.  

To support the recording of the various anchor points, DMOs can use an additional tool 

developed on the basis of the expert interviews conducted (see figure 6). The Anchor Point 

Canvas (APC) allows the user to visualise various factors with their negative and positive 

effects in an additional, clearly arranged framework. The APC can be integrated into the 

BMC and the core points can be assigned to the different building blocks. In addition, a 

DMO can indicate at an early stage whether the anchor point needs to be released in order 

to realise a potential business model, or whether it can be maintained or even be vital to 

the business model with strong positive effects.
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Figure 6 Anchor Point Canvas (Own figure) 
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7. Conclusion 

Finally, the conclusion now evaluates the extent to which the research question formulated 

at the beginning was answered and what additional insights could be gained. It is also in-

tended to critically reflect on which areas have not yet been sufficiently addressed and which 

further steps are necessary in the in the research field of developing digital business models 

for DMOs.  

7.1 Reflection 

The digitalisation has been changing various industries for years and forces companies to 

question their previous business models. The megatrend has not stopped at the tourism 

industry either, and in recent years has created a noticeable competitive pressure. In par-

ticular, large online platforms, so called OTAs, in the area of accommodation brokerage 

have developed rapidly and are now an integral part of the booking behaviour of many 

tourists. While large platforms have been able to rapidly develop the market for themselves, 

only a few tourism organisations, especially in central Europe, have tapped the potential of 

digitalisation and are now facing all the greater challenges. The situation is aggravated by 

the fact that many DMOs have very limited resources and, due to historically evolved tasks, 

are strongly tied into a network of different stakeholders.  Whereas DMOs and other public 

tourism organisations used to be the central point of contact for guests and tourism service 

providers, not all organisations now have a clearly defined role, nor do they have a business 

model. 

For this reason, this thesis deals with the digital transformation of DMO business models 

and is intended to provide tourism organisations with a starting point for developing their 

own digital business models. The business model of the multi-sided platform, which can be 

regarded as a successful model of OTAs such as Airbnb or booking.com, is in the focus of 

attention. 

In a first step, the theoretical and conceptual foundations of destination management, digital 

transformation and business model development were worked out. The concept of destina-

tion was defined and it was shown how destinations have developed historically in central 

Europe according to the community model. In contrast to this, there are artificial destina-

tions, which can be found primarily in North America, but are now also increasingly emerg-

ing in Europe in the form of resorts, for example. Afterwards, the concept of a destination 

management organisation (DMO) was defined and the tasks that the organisation takes on 

within a destination were examined. In addition, the terms digitisation, digitalisation and 

digital transformation were defined and distinguished from each other. In this context, the 

importance of digital transformation of business models to maintain competitiveness and its 

main driving technologies were described. Building on the topic of digital transformation, the 

term digital business model was defined and various processes for developing a new busi-

ness model were presented. 

In this context, the importance of a systematic process for the development of a business 

model was also highlighted. As a conclusion of the theoretical and conceptual basics differ-
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ent business model design tools and patterns were presented, which should support com-

panies in the design process of business models. The Business Model Canvas (BMC) in 

particular has established itself as a simple and easy understandable tool in practical and 

scientific application. It can be used by almost all companies in various industries, although 

there are some modified tools, such as the Lean Model Canvas (LMC), which is primarily 

suitable for start-ups. In the comparison of the most popular frameworks, the BMC with its 

nine building blocks has turned out to be the most useful tool. As a business model pattern, 

the concept of multi-sided platforms can also be classified. These have special business 

model mechanisms, as they always require at least two customer segments that are linked 

together as suppliers and demanders. 

Subsequently, the methodical procedure of the scientific investigation carried out within the 

framework of the thesis was presented. Semi-structured expert interviews were conducted 

with representatives of DMOs, LMOs, consulting agencies for DMOs and service providers 

for digital services in tourism, who have special knowledge about digital transformation in 

the destination management. 

Based on the results obtained, the changes experienced by DMOs in recent years, their 

current tasks and business models, the competitive situation and the organisational struc-

tures of DMOs were analysed and evaluated. It was pointed out that DMOs are currently 

still in the transition phase from a marketing to a management organisation. In this situation, 

by no means all DMOs have a functioning business model, although not all tasks that a 

DMO has to deal with can be represented in the form of a business model. On the one 

hand, this can be explained by the fact that certain DMO offers are not used by any cus-

tomer segment against payment, on the other hand, the awareness of the various stake-

holders that DMO offers do not have to be free of charge has not yet been developed. Thus, 

there are still only a few pilot projects and best practice examples. This is surprising in so 

far as DMOs actually have only a few competitors, as they do not, for example, compete 

with large platform providers with their own unique offer of the destination, but also not 

necessarily with other destinations. Resorts, or artificially created destinations, however, 

are serious competitors, as they are designed to keep the guest within their own boundaries 

for the entire duration of the stay. In principle, DMOs have a lot of potential for creating own 

digital and analogue business models, but so far there is a lack of creativity and room for 

manoeuvre due to a shortage of resources or an organisational form that is hampered by 

strong political influence. 

The development of an own DMO business model is therefore dependent on the local con-

ditions. It is not possible to speak of a single digital business model. Nevertheless, there 

are various general characteristics that affect the nine building blocks of a DMO business 

model and different ideas and potentials for business models 

Value Proposition: DMOs can develop a value proposition in the areas of product devel-

opment, data management and channel management. A dedicated multi-sided platform 

comparable to OTAs is only one option for DMOs in the field of channel management. 

Customer Segments: DMOs are part of a tightly woven network of various stakeholders 

and potential customer segments from the private and business sectors. The focus of at-

tention may not necessarily always be on the guest of the destination. Equally important are 
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tourism service providers, locals, the local retail sector or industrial companies from outside 

the branch. 

Channels: DMOs usually do not have their own product, which is why the channels used 

mainly refer to communication measures or the sale of external products and product bun-

dles. The DMO must then decide whether to use its own channels (e.g. websites, apps, 

tourist information offices) or to use external channels such as sales platforms (e.g. OTAs). 

Customer Relationships: Since DMOs usually do not have an own product, they are de-

pendent on the support of their stakeholders. The establishment and maintenance of a net-

work is therefore essential. When developing a business model, it is particularly important 

to treat the various customer segments in a balanced way and to avoid too high or false 

expectations of stakeholders in the destination. 

Key Resources: DMOs often have very limited resources. Decisive for the development of 

a digital business model are human and financial resources, high quality data and technical 

equipment. To save resources, a DMO should focus on individual tasks and business mod-

els, take care of its own destination and, if possible, bundle resources with other organisa-

tions. However, resources are not sufficient to compete with large platforms.  

Key Activities: The key activities are basically dependent on the chosen value proposition. 

In addition, though, the DMO should take on a pioneering role (further development of its 

own organisation, products, employees, etc.) and a supportive role (support of the service 

providers in the destination). 

Key Partnerships: Depending on the value proposition, the DMO can fall back on different 

partners. For the development of a digital business model, there are now various providers 

who support DMOs. These include platform providers, IT providers, channel management 

providers, online agencies, specialist providers and other partners (e.g. LMOs, other DMOs 

for strategic alliances). 

Revenue Streams: Especially when operating an own platform, a DMO can only expect 

small margins of commissions. Moreover, in the accommodation sector there is almost no 

potential left to actually generate relevant revenues. However, DMOs should not necessarily 

focus on the microeconomic effects of their business models, but primarily on the macroe-

conomic effects. 

Cost Structure: The costs of a DMO business model are very individual, but should be 

evaluated in advance to make the best possible use of the limited resources. 

In addition, the two new business model patterns "Seize the Niche" and "Strategy over 

Profitability" were developed especially for DMO business models. These described that 

DMOs can explicitly focus on niches in order to take a system-relevant position and that, 

contrary to what was expected in advance of this thesis, the strategic benefits of a DMO 

business model can outweigh the profitability. 

The question of whether DMOs can benefit from their own multi-sided platform cannot be 

answered definitively either. In principle, a platform for DMOs can represent an interesting 

business model for linking different customer segments. However, direct competition with 

large platform providers is not possible with the limited resources available, and generally 
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not even necessary. The results of the conducted research suggest that there is a correla-

tion between the size of the destination, the tourist offer and the business model to be cho-

sen. In this context, an own platform solution is only suitable for large destinations with a 

strong tourism offer. Other DMOs should rather rely on cooperation with existing platforms 

or first enter into strategic sponsorships with other destinations. 

Finally, a systematic process for the development of DMO business models based on the 

theoretical principles of business model design was presented. This includes the specific 

requirements of destination management and thus facilitates DMOs' entry into the world of 

business models. The Anchor Point Canvas (APC) was also introduced as a newly devel-

oped tool. It can be used together with the BMC and enables DMOs to map inhibiting fac-

tors, historically grown structures as they exist in destination management and to integrate 

them into the design process of a business model.  

In summary, it can be said that, contrary to previous expectations, DMO business models 

differ greatly from the business models of private sector companies. While it was expected 

that DMOs need business models in order to be financially more independent and thus 

strengthen their position, it has been shown that the success of DMO business models is 

primarily determined by the macroeconomic added value and strategic benefits. Financial 

independence is not considered necessary. DMO business models can generate certain 

turnover and profits, but these should be used to further develop the business model and 

thereby strengthen the destination as a whole. 

7.2 Limitations 

In the context of the present thesis, an attempt was made to evaluate the entire field of 

digital business models and to provide access to the topic, but the work focuses primarily 

on the business model pattern of multi-sided platforms. It was not possible to analyse further 

business model patterns in more depth in the context of this thesis, which is why the work 

does not include all DMO business models. Examples are guest cards and all-inclusive 

cards or product development, which offer much more possibilities than presented in the 

thesis. 

The results also refer to destinations according to the community model, which means his-

torically grown destination structures, as they exist mainly in central Europe. In contrast to 

this, artificial destinations and resorts according to the corporate model, which can be found, 

for example, in North America, are very common. This type of destination could not be 

included. 

Due to time and financial constraints, the findings could not be confirmed quantitatively in 

the course of the study, which is therefore presented in the following section as a recom-

mendation for further investigations. 

The reader should also bear in mind that the work was written in the context of the iz crisis 

and the investigation could therefore not be carried out in the field. Some statements and 

assessments were therefore markedly influenced by the restrictions on combating the pan-

demic and would probably have turned out differently under normal circumstances. 
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7.3 Outlook and recommendation for further investigations 

The objective of the thesis was to evaluate the potential of multi-sided platforms as a busi-

ness model for DMOs and to develop a systematic process for the development of digital 

business models. This shall enable DMOs to meet the challenges of digitalisation, to be 

financially more independent and to strengthen the position of the DMO within the destina-

tion.  This goal has been achieved, with the exception that a DMO does not necessarily 

have to be financially more independent in order to solidify its position. In addition, the work 

has resulted in numerous other findings that offer opportunities for future investigations. 

The results and insights gained in the present work suggest that digital business models in 

destination management offer a lot of potential, but that the digital transformation of DMOs 

is far from complete. It can be assumed that the professionalisation of globally operating 

providers in tourism and destination management will continue to increase. For this reason, 

it is all the more important that a DMO sets the course for digitalisation at an early stage 

and consolidates and maintains its position. To achieve this, DMOs must improve their own 

framework conditions, make more efficient and focused use of the resources available to 

them and take a more critical look at themselves, existing tasks and business models. Only 

in this way the DMO can, together with its stakeholders, ensure sustainable economic 

growth and the competitiveness of the destination. 

For this reason, it is imperative to conduct further research in this area. Various other ap-

proaches are recommended for this purpose: 

• As the macroeconomic benefit of DMO business models is sometimes doubted, it 

should be investigated for current and future best practice examples and pilot pro-

jects. This facilitates the evaluation of the value of different business models for the 

destination as well as the selection process for DMOs.  

• The relationship between the size of the destination and the touristic offer as an 

indicator for measures and business models to be derived should be investigated 

more precisely and quantitatively. 

• The presented design process for DMO business models should be applied in prac-

tice and further developed. The practicability should be evaluated qualitatively or 

quantitatively. 

• The benefit of the APC should also be evaluated in practical application and, if nec-

essary, further adapted to make it accessible to other types of companies with his-

torically grown structures. 

• The results as well as the challenges and potentials of digitalisation should be re-

examined and virtualised after the developments of the Corona crisis. 

These research approaches are only to be understood as recommendations and do not 

cover all facets that the topic of digital transformation offers to tourism organisations in re-

gional destination management.  
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Figure 7 Design squiggle (Damien 2007) 

 

Figure 8 Value Proposition Canvas (Osterwalder et al. 2014.) 



- 105 - 

 

  

Figure 9 Fluidminds Business Model Canvas (Stähler 2009) 

 

Figure 10 Lean Model Canvas (Maurya 2018) 
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