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Introduction
Every tourist needs a range of different products and services during a holiday. The tourist
her/himself, or the travel establishment on her/his behalf, creates a final product by
bundling individual products and services offered by different public and private
organizations. Destinations serve as an amalgam of different systems that create an overall
tourist value. Value Chain and Process Analyses identify and describe the full range of
products, services, activities and functions that add value to the tourist experience available
in the destination. Hence both methods can be used to understand the value added by
different stakeholders under various conditions.
However, these independent stakeholders would have different goals and visions. They
might even be competing for different common resources. Hence, aligning public and private
parties to serve common goals becomes a challenge. Sustaining a destination scale
development will only be possible by coordinating independent stakeholders and matching
different compatible resources in a coherent way. This complex and fragmented structure
makes formulating and implementing a holistic strategy harder in the lack of a coordinating
hierarchical body such as a Destination Management Organization - the DMO. Once a
governance framework is established in this sense, the ultimate purpose will be maximizing
the value offered to tourist by minimizing the costs and/or differentiating the experience
offered in the destination.
This report aims to explore the present Tourism Value Chain (TVC) at the Erzincan, Erzurum
and Kars provinces of the Winter Tourism Corridor (WTC) destination through a comparative
approach focusing on the services related to the core product - “skiing”. In doing so,
comparisons with a benchmark from the national market, the Kayseri Province and the
Erciyes Ski Resort, are also included. Furthermore, the report examines “how” (besides
“what”) the value chain is processed through the dynamic structures of the stakeholders.
These stakeholder activities and their relationships make up the implicit meta-management
network of the currently unnamed DMO at the WTC. By identifying the current situation,
suggestions are provided as to the design and structure of destination governance at the
WTC.
Erzincan-Erzurum-Kars Winter Tourism Corridor (WTC)
Since the liberalization of its economy in 1980s, Turkey has registered a rapid growth in its
tourism industry, positioning itself in the top 10 counties considering incoming arrivals.
However this growth was mainly based on sunlust tourism. The mass characteristic of
sunlust tourism, sustainability issues and limited spending per tourist urged a need to
diversify tourism. Starting with the 2000s, facilitating alternative tourism types (e.g. culture
tourism, health tourism, eco-tourism), became one of the main objectives of tourism
planning.
As one of the priority areas for tourism diversification, winter tourism as an alternative was
highlighted in the State Planning Organization Development Plans throughout the 21st
century. Such political will was put into action with the inauguration of the Turkish Tourism
Strategy 2023 by the Ministry of Culture and Tourism (MoCT) in 2007, where preparation of
a master plan, improvement of the existing ski areas, development of the domestic market,
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and organization of racing events were set as the primary goals for winter tourism
development. In this context, the “Winter Tourism Corridor” along the Erzincan-ErzurumKars route is one of the initial projects defined in the Action Plan 2007-2013, and
subsequently, a series of largely public-funded investments were put into action especially in
Erzurum, which later hosted the Winter Universiade in 2011. Currently the three provinces
of the region is home to some of the major winter resorts in the country, namely Ergan in
Erzincan, Palandöken and Konaklı in Erzurum, and Sarıkamış in Kars. In addition to recent
physical improvements, an understanding on the tourism destination value chain and
processes is needed to improve the overall competitiveness of tourism industry in the
region.

Fig. 1: Major Ski Resorts of Erzincan-Erzurum-Kars Winter Tourism Corridor
Tourism Value Chain (TVC)
Creating value for both visitors and stakeholders in the destination is important for
sustainable tourism development. If inadequate value is created for tourists there will be
limited demand and if a insufficient value is created for suppliers, the private sector will not
invest in necessary superstructure (e.g. hotels, lifts, ski schools). Thus, there are two
approaches to value creation. The demand perspective tries to identify the processes and
steps that would create a better value for tourists. The supply value chain on the other hand
aims to maximize the value produced for the stakeholders and usually invisible to the tourist
(Hjalager et al., 2016). Since WTC destinations are considered at the introductory stage of
product life cycle, a demand (improving tourist value) logic is more appropriate to look into
processes and interactions that create value for the visitors during their entire time in the
destination. This also includes services prior to travel and after visit. When the tourism value
chain in the destination satisfies the travellers, they would be willing to pay more for
additional services which would also benefit the supply value chain in general.
The “Value Chain” concept was first suggested by Porter (1985) to describe the players and
interrelations associated with primary and support activities of firms. Later, the concept was
adapted to tourism industry (Poon, 1993) as a mapping tool to identify activities that
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produce the holistic value for travellers who visit the destination. Sustained value creation is
important for long term success of destinations (Flagestad and Hope, 2001). Value chain
analysis also enables identification of stakeholders within as well as outside the chain and
key processes that need special attention.
While various actors of the tourism industry, such as accommodation and travel trade
organizations, are important units of analysis under the value chain approach, value
creation process tend to be more inclusive in representing the stakeholders in the
destination as a whole. Thus rather than individual organizations, a tourism destination
value chain would explore all the primary activities of “pre-arrival”, “arrival”, “information
provision at the destination”, “accommodation”, “food and beverage”, “attractions and
activities”, “hosts and public services”, and “return” stages in a holistic way. At each stage
in the process additional value is created which in the end is expected to create an overall
trip value for the tourist.
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Fig. 2: Tourism Destination Value Chain
Pre-Arrival: Tourists are most likely to select a destination before deciding on specific
transportation, accommodation, restaurants and activities. Thus marketing communications,
provision of information and offering attractive, reliable and consistent messages become
critical to attract potential clients to the destination. Hence promotional activities of both
public and private sectors should first concentrate on the destination rather than their
individual benefits and a shared joint marketing strategy is needed. The role of travel
related information provision, reservation and booking, (i.e. Travel Agencies, Tour Operators
and DMOs) gains importance at this stage.
Arrival: Arrival includes services and activities that relate to travel to the destination.
Airlines, flight connections, airports, airport services are significant elements during this
stage of value creation. Development of tourism in destinations is closely related to
transport systems. A well-organized connectivity by air transport is an important
requirement particularly for destinations located remote from potential generating regions.
Provision of Information at the Destination: Communication with the travellers during their
visit might improve tourist experience. Provision of information at the destination would also
result in a more effective use of local resources and attractions. The interaction with the
tourist during their holiday is usually handled by the DMO and facilities at the destination.
Visitor Centres, print material and electronic tools (e.g. websites, mobile applications) would
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facilitate the necessary communication. Tourism Information Centres within the destination
are also used for this purpose.
Accommodation: By definition tourists stay in destinations outside their usual residence.
Variety of accommodation alternatives and facilities offered as well as the food and
beverage amenities are also important determinants of tourist satisfaction and loyalty at the
destinations. The supply of beds, quality of tangible (e.g. spa) and intangible (e.g. quality of
staff) elements in lodging facilities thus are main concerns.
Food and Beverage: Food is a physical need and every traveller needs to have access to
healthy and nutritional food. Besides being a physical need, food is also an experience; it
involves various sensory feelings. Hence atmospherics is important as well. Eating is also a
chance to socialize, entertain and learn about the local culture. The variety and quality of
available restaurants, cafeterias and even entertainment facilities are also crucial elements
of the destination experience.
Attractions and Activities: Tourists have different motivations (e.g. relaxation, heritage,
sports etc.) in visiting a destination. However availability and accessibility of various other
activities and attractions supplement the quality of the product supplied in the destination.
Destinations with a variety of offers and activities have a better chance to generate a higher
value for tourists than regions supplying fewer services and social activities to offer tourists.
Integration of various products offered by individual public and private suppliers such as city
passes created by DMOs including different activities, local transportation, restaurants and
entrance to attractions has proven appealing in destinations (Sainaghi, 2006). Travel
agencies are also important stakeholders in organizing and packaging different services and
activities in the destination.
Hosts & Public Services: Interaction with locals is an important part of tourist experience.
Yet sometimes the different backgrounds of hosts and tourist might create some challenges.
Especially religious and cultural differences particularly with international tourists might be a
source of conflict. In order to minimize the impact of possible conflicts, benefits of tourism
should be communicated well to hosts and tourists should also be informed about local
lifestyle and traditions. In order to improve the local economic benefits, local
entrepreneurship should also be stimulated, economic leakage of tourism revenue should be
minimized and tourism jobs should be supplied for locals. Public services should also be
improved. Particularly; transportation within the destinations, signage, cleanliness, financial
and medical services, and security should be improved based on desired tourist experiences
destinations would like to create.
Return: The value process is not complete when the travellers return home. Customer
Relations Management (CRM), follow-up and creation of positive word of mouth is crucial.
Visitors who are satisfied with the value they receive should be encouraged to return and to
share their experiences in social media. Thus, particularly the DMOs should be very active in
using bloggers and the social media platforms such as Facebook, Twitter, Instagram etc.
Direct marketing is another tool that would facilitate repeat visits and positive word of
mouth. This stage of the value chain also relates to the first stage of value chain (PreArrival) which refers to travel related information provision, reservation and booking. Hence
the value chain is a never ending cycle unless the customer churns.
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Destination Processes
Tourist products consist of a set of attractiveness factors, goods and services organized
according to tourists’ motivations and needs. The variety of products depends on the
diversity and characteristics of the natural, cultural and artificial resources while the
variability depends on the way the attractions are developed, organized, managed and
consumed (Manente, 2008). This definition is very helpful in understanding the multiplicity
of stakeholders involved in the tourist industry. In addition, the increasing complexity of the
competitive environment and the decreasing possibility to control the market and forecast
demand are among the crucial factors a destination should confront.
On the context of a global and open economy, the destination competitiveness becomes an
important quest. Thus, it is highly necessary to study how relationships among stakeholders
in a network are formed and managed and how they evolve. The interactions among
stakeholders (hotels, tour companies, government agencies, tourism offices, DMOs etc.) of
the network produce an experience - the value chain - that the tourist consumes. The
quality of this experience depends on the capacity and essence of the interactions in a
complex and dynamic environment. The stakeholders have to determine, implement and
evaluate the rules they collectively choose in their governance process. The effectiveness of
local tourism governance in achieving the goals of its stakeholders depends on the
effectiveness of institutional structures and processes, and the relational resources and skill
sets available. The choice of a governance model strongly influences the network
effectiveness and the capacity of the network to evolve. The quest of knowledge sharing and
transfer is crucial for a necessary adaptive management (Beaumont and Dredge, 2010;
Zeghni, 2015). Therefore, understanding the processes that lie within the potential
destination governance models is an important first step.
The three main components in the destination process analyses are the processes
themselves, the actors/stakeholders who realize them, and the performance/outcome
indicators that signal the results (Sainaghi, 2003; 2009). The actors/stakeholders need to
be identified in terms of their roles in destination management by considering organizational
structures, networks and relationships, amount and composition of financial resources,
control mechanism patterns and degree of participation of public and private actors.
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Fig. 3: Destination Actors, Processes and Outcomes/Performance
Furthermore, the processes need to be distinguished according to the two critical types:
primary and support. Primary processes should take into account operational activities
realized by public and/or private stakeholders/actors, development of new products such as
events and packages, and external marketing activities. Support processes, on the other
hand, should address such activities as research, training, and internal marketing, which
would increase the efficiency and effectiveness of the primary processes. Eventually, the
performance/outcomes need to be read through some quantitative indicators as well as by
taking into consideration evaluation on the contingency factors such as economic and
political changes, size of destination, stage of development etc. (Sainaghi, 2003; 2009).

Fig. 4: Destination Processes
Methodology
The destination competitiveness of the WTC is studied in this report first through a Value
Chain and subsequent Process Analyses. The value chain analysis focuses on the “contents”
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by defining stakeholders involved in the visitors’ experience concerning communication,
organization, transportation, accommodation, food and beverage, attractions and activities,
with particular focus on winter tourism services. The process analysis will try to understand
how the governance is produced, who governs, and what roles the private actors and the
institutions play. The analysis will portray the complexity of the relations between all the
players of the corridor, by considering, not simply what they do, but above all how they do
it. The knowledge of the relations that exist among the stakeholders and how they play their
roles in the destination will make up results of the analysis. As such; the research questions
relevant to the second phase of the analysis are:
1. What are the relevant variables affecting strategy processes for tourist destinations?
How can they be made operational?
2. What are the contextual conditions that make the strategy process so specific and
unique? How can they be identified and integrated in the development process?
In order to answer the questions related to value chain and process analyses, data and
information were gathered from the primary and secondary sources based on destination
value chain model (Fig. 2) and the process analysis criteria (Table 1). In doing so, the
previous statistical database and climate change impact reports (Demiroglu, 2016a; 2016b),
the needs assessment reports (NARs) (Illing, 2016), the demand analysis report (DAR)
(Rebula, 2016), and the benchmark analysis report (Canins, 2016) prepared by experts of
the TA team were utilized as well as other related literature.
Furthermore, due to the dynamic nature of the methodology, primary data and information
were also collected via interviews with 60 stakeholders, 20 in each province, stratified
according to a diverse mix of hoteliers, lift operators, tour operators, attraction and event
managers, governmental bodies, winter sports communities, F&B establishments,
airline/airport officials, and the local people. Moreover, three focus group meetings were
held between June 6-8 in the three provinces with participants from public and private
stakeholders of the destination value chain and processes. Finally, the overall
competitiveness was also assessed with inputs from the consumer surveys administered by
the TA team to 125 respondents in the three provinces and the benchmark destination,
Kayseri (Erciyes), as well as ski tourists to Europe from Istanbul and Venice. Survey results
were also supported with mystery shopping efforts of the TA team to 15 restaurants and 10
shops in Erzurum, 10 restaurants and 15 shops in Erzincan, and 5 restaurants and 8 shops
in Kars (Sarıkamış).
Table 1: Process Analysis Criteria
Actors / Meta-managers

1
Actors
1.1 Nomination /
appointment criteria for
the board of directors
1.2 Administrative
composition

Processes

1

Destination outcomes

Primary Processes
Public activity
1.1 Access roads
1.2 Internal practicability
1.3 Tourist facilities
2
Private activity
2.1 Accommodation (luxury
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1 Indicators
1.1 Annual growth
1.1.1
Overnight stays
1.1.2
Gross rate of
occupation
1.1.3
% foreigners

2

1.3 Composition of
control bodies
1.4 Continuity of
management
Financial resources
2.1 Entity (value in
EURO)
2.2 Composition of the
resources
2.3 Composition of
private resources

hotels, large hotels, small
hotel, other)
2.2 Commercial activities
2.3 Mountain railways
3
New product
development
3.1 Packages (activities/local
attractions, National Parks,
monuments, retails,
restaurants)
3.2 Events
4
Promotional strategy
4.1 Strategic marketing
(international distribution:
travel agency/TO/GDS/OTA)
4.2 Operative marketing
(subject, content, channel,
timing)
Support Processes
5
Internal marketing
5.1 Breadth of content
5.2 Number of subject
involved
5.3 Continuity of
communication
6
Education & Training
6.1 Entrepreneurs –
managers
6.2 Employees
7
Research
7.1 Competitive analyses
7.2 Ad hoc research
7.3 Observatories

1.2 Winter
1.2.1
% winter
1.2.2
Overnight stays
1.2.3
Gross rate of
occupation
1.2.4
% Foreigners
1.3 Summer
1.3.1
% summer
1.3.2
Overnight stays
1.3.3
Gross rate of
occupancy
1.3.4
% foreigners
1.3.5
Seasonal cycle
(variation)
2
Customer satisfaction
2.1 Customer satisfaction
analysis
2.2 Loyalty
2.3 World of mouth
3
Future positioning
3.1 New product development
3.2 Identification of core
segments
3.3 Brand management
4
Acceptance of meta
management functions
4.1 Financial resources
4.2 Broadening of meta
management functions
4.3 Substrate of partners
4.4 Tourist culture
development
5
Social responsibility
5.1 Sensitivity towards
environment
5.2 Integration between
tourism and host community
5.3 Economic sustainability
6
Contingency factors
6.1 Environment
6.2 Destination size
6.3 Development stage

Source: adopted from Sainaghi, 2003.

Results and Discussion of Value Chain Analysis
Pre-Arrival
During the pre-arrival phase travellers collect information, compare alternatives, make
decisions and book several services including transportation to the destination and
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accommodation. The role of DMOs in marketing promotion, particularly AIDA (Awareness,
Interest, Desire, Action) process is important during this stage. Electronic and print
materials, fairs, trade shows, workshops and fam trips are common communication media in
this respect. Particularly electronic media, e.g. official web sites and social media, are now
popular tools that people use before making their final decisions on visiting destinations.
Indeed, in the near future, a chatbot feature will empower the users to realize their
bookings through instant messaging. Currently, Facebook is pilot testing such feature
(Rosenberg, 2016).
At the WTC, despite all the MoCT Provincial Directorates (i.e. DMCs), have their official web
sites, unfortunately none of them has enough information concerning winter tourism.
Although winter tourism in the WTC is well known nationally, the awareness of the WTC in
international level is quite limited. The official web pages are available only in Turkish and
no translations to other languages are available. Recent market research by private hoteliers
and lift operators in Erzurum report that web search by foreign tourists related to the ski
tourism products in Turkey is quite intense, even long before the season starts. Likewise, a
majority (82%) of domestic skiers also utilize internet in acquiring information about their
ski trip (Evren, 2016: 80). However there exists no platform to actively respond to such
demand online. Moreover, international chain hotel operators in Erzincan note that
collaborative promotional activities such as fam trips, workshops and special meetings are a
necessity but one that needs to be initiated after the product is properly launched. They
refer to their experience with promoting Ergan ski resort through their global marketing
platform, which at times resulted in dissatisfied customers who were confronted with
disfunctioning ski lifts.
Considering the potential and current supply of accommodation and lift capacity, more
emphasis on winter tourism in a more effective manner is needed. Advertisements in
specialized winter sports magazines, airline periodicals at the source markets would create
awareness to WTC destinations. In online media, winter tourism is represented as a
supplementary product rather than a sub-segment or an activity with its own merit. There is
not much content concerning winter tourism destinations, mountains and snow. Winter
tourism activities might support decisions of tourists with different motivations but a more
sophisticated promotion is required if winter tourism is to become a major target market.
The official internet sites should also be regularly updated and maintained well, as some
links are dead or reply with error.
Public relations activities through events, competitions and specialized journalist and tour
operator fam trips would help create awareness among winter sports market. Since WTC
destinations are currently much isolated from existing tourism distribution channels,
particularly winter tourism expert tour operators would be important links in the information
and distribution chain. According to the DAR, tour operators dominate international winter
tourism distribution by 54%. Besides utilizing events in destination branding and marketing;
a more interactive presentation with images and videos, rather than static text materials, is
encouraged in online presence. Maps, convenient contact and reservation alternatives
should also be supplied. Having active social media accounts e.g. on Facebook, Twitter,
YouTube, Instagram, Pinterest etc. would also improve awareness and communication
opportunities.
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The unofficial marketing campaigns organized by the private sector (i.e. hotels, tour
operators), should also be aligned with official representation of the destination. Joint
marketing initiatives among DMOs and travel trade should be encouraged. These central
efforts create both efficiency and effectiveness for the overall promotion of the destination.
Besides generating economies of scale, the promotion of the global product also benefits
individual local firms (Sainaghi, 2006). In this respect, a recent development in the region
has been initiated by the Northeast Development Agency (KUDAKA), in charge of Erzurum,
Erzincan and Bayburt provinces, through the establishment of “Turkish Development
Agencies Winter Tourism Platform” that engages the four other agencies (MARKA, BEBKA,
SERKA and KUDAKA) that represent the nation’s major ski resorts, including the Serhat
Development Agency (SERKA) in charge of Kars (Sarıkamış). Collaborative marketing efforts
such as attending to winter tourism fairs and organizing workshops abroad for winter sports
and tourism professionals are some of the activities already organized by this platform. Yet
these initiatives also need to incorporate the private sector to be more effective.
Organization of local, national and international events also needs effective leadership of the
DMOs. These events would not only attract thousands but more importantly support
marketing and branding of the destination. Indeed, sub-national branding required at the
tourism destination level well is well acknowledged concern by regional authorities (Yaşar,
2013), but further actions still need to be taken beyond such acknowledgement, whilst one
conscious concrete step has been launching the “Winterfest” events in Erzurum in the last
couple of years (Karapınar, 2013: 22). Empirical research specific to Palandöken ski resort
in Erzurum (Sağlık and Türkeri, 2015) shows that destination image built around destination
characteristics tailored to target market segments has enhanced destination attachment. In
Sarıkamış, on the other hand, “Winter Games Festival”, comprised of car racing, downhill
biking, climbing, sledding, igloo building and cheddar-rolling activities organized by Eksi36
Sports Club Society and supported by the MoCT, the Ministry of Youth and Sports (MoYS),
Sarıkamış District Governorship, Sarıkamış Municipality and SERKA, has been realized in
January 2016, especially in order to overcome the negative image arising from the arson
commitment against the ski lifts in September 2015.
Another role of a central DMO is marketing research. Collecting data from different internal
and external sources, analysing and reporting them in a meaningful way would direct the
(internal) communication strategy. Disseminating information, intelligence and facilitating
new strategies based on market data would result in a better promotion of the destination.
MoCT statistics collected for this purpose are not detailed enough. Thus we suggest local
DMOs to conduct market research and surveys that are customized based on the needs of
the region. The tentative spatial statistics database founded by KUDAKA (2016) could be a
good starting point but data sources need to be delimited beyond those of the TurkStat.
Arrival - Travel to the Destination
Various modes of travel can be used to reach WTC destination cities except by sea. Winter
sport centres at WTC destinations are also supported by motor roads with considerable
quality. The distance between Erzurum–Erzincan is around 200 km, Erzurum-Kars
(Sarıkamış) is around 150 km, and Erzincan-Kars (Sarıkamış) is around 350 km. The
closest city of the WTC to the major domestic markets (i.e. Ankara and Istanbul) is
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Erzincan, which is 700 km and 1,140 km away from these cities, respectively. On the
eastern end, Kars city is the closest of the three to the major international land neighbours
such as Tblisi (380 km) in Georgia, Tabriz (500 km) in Iran and Baku (954 km) in
Azerbaijan.
There are several coach companies serving Erzurum from major cities, but the journey takes
long; e.g. around 19 hours for Istanbul-Erzurum. There is one train route, Eastern (Doğu)
Express, serving Erzincan, Erzurum and Kars, but the train completes its journey from
Ankara to Kars in 17 hours. Fortunately, with the completion of the high speed train route,
the distance would be reduced to 8 hours from Ankara. Moreover, KUDAKA has plans to
connect all three destinations with high-speed “railbuses” until 2021 (Aydın, 2015). With the
railbuses, the travel time between Erzincan-Erzurum will decrease to 150 minutes instead of
225 minutes, and the travel time between Erzurum-Kars will be reduced to 110 minutes
instead of the current 197 minutes. Although this railway will be regional, it will probably
facilitate multi-destination trips, extend length of stay and make WTC destinations more
attractive for (winter) tourists. Moreover this railroad might also be extended to include not
only domestic tourist generating regions such as Ankara and Istanbul but also the
international ones through the “Iron Silk Road” project which aims for connecting Kars,
Tbilisi and Baku within a couple of years. Indeed, Kars (Sarıkamış) and Erzurum
(Palandöken) hoteliers report that Georgian culture tours departing from Black Sea have
conventionally placed their venues on the itineraries, while Iranian and Azeri tourists
arriving by land transport, especially in March during the Nowruz Holiday, have been vital
guests to ensure seasonal occupancy for the ski resorts. However, both markets dependent
on land travel have suffered in the last couple of years due to recent unrest and the
worsening security (perception).
Geographical location is an important determinant of transportation mode. However
considering distance of the WTC destinations to major generating regions and the winter
climate in these destinations sometimes making land transportation less predictable, the
main travel mode becomes airlines. Hence the geographical distances make airline
transportation currently as the only viable option for winter tourists to experience the WTC.
Thus the accessibility of the airports within the WTC and their flight networks are major
factors to consider particularly for attracting international winter tourists.
Concerning Erzurum, Erzincan and Kars; all three destinations have their own airports and
customs with ability to serve international travellers. The ski resorts are in very close
proximity to international airports - a very unique strength when compared to many other
ski resorts in the world. Both Palandöken and Ergan are only 17 km away from their
respective airports, while Sarıkamış is in 55 km driving distance from Kars Harakani Airport.
Public transport services are provided from airports to downtowns and partially from
downtowns to ski areas but airport - ski area transfer is only possible by private shuttles
offered by some resort hotels. Yet taxis are available in all airports.
In 2015, Erzurum airport hosted around 6,950 passenger flights, Erzincan 2,164 and Kars
2,699. According to General Directorate of State Airports Authority (DHMI, 2016) these
three airports handled around 1.8 million passengers in 2015 - a 29% increase from 1,3
million in 2011. All the three destinations are located geographically remote from both
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domestic and international (winter) tourist generating regions. Thus their flight network is of
crucial importance. There are four national airlines connecting Erzurum and Kars to/from
three largest cities in Turkey (Istanbul, Ankara and Izmir). There are also daily connections
from Erzincan to Ankara and Istanbul.
Although the WTC cities have satisfactory air connections with major cities in Turkey, the
number of international flights to/from WTC airports is considerably low and seasonal. Only
a small portion (1-2%) of air traffic is composed of international passengers. Although all
three airports are designed as international airports, the number of international passengers
dropped from 17.209 in 2011 to 12.603 in 2015, with a peak of 23.505 international
passengers in 2013. Since most of the international flights are from Russia and Eastern
Europe countries (i.e. Poland), the economic and political crises have affected the number of
international passengers landing to the WTC cities. Table 2, below displays the domestic and
international passenger traffic of Erzurum, Erzincan and Kars airports between 2011 and
2015.
Table 2: Air Passenger Traffic (Arrivals + Departures) of Erzurum, Erzincan and Kars (20112015)
City / Year
x1000

2011
Dom.

Int.

2012
Total

Dom.

Int.

2013
Total

Dom.

Int.

2014
Total

Dom.

Int.

2015
Total

Dom.

Int.

Total

Erzurum

788

17

805

772

17

789

853

24

876

962

14

976

1.069

12

1,081

Erzincan

207

0

207

233

0

234

282

0

282

294

1

295

295

1

296

Kars

378

0

378

376

0

376

430

0

430

388

0

389

428

0

428

Total

1,373

17

1,390

1,381

17

1,399

1,565

24

1,588

1,644

15

1.660

1,792

13

1,805

Source: DHMI (2016). 2015 Annual Report
Regarding the foreigners that used Erzurum Airport as the port of entry (foreigners who did
not use any domestic connections in Turkey), the arrivals decreased from 8,123 in 2008 to
3,287. The most recent data shows that on the average 4,759 travellers used Erzurum as
the port of entry each year between 2008 and 2014. Table 3 demonstrates top 10
nationalities of passengers that did not use any domestic connections in Turkey but landed
to Erzurum directly. The major generating tourist countries are displayed by their seven
year average in Table 3. These are Russia, Ukraine, Poland and Germany. Particularly the
performances of Poland in 2013 and 2014 are remarkable. The Polish airline Travel Service
Poland (TVP) was also the most frequent foreign airline to Erzurum Airport in 2015 (DHMI,
2016).
Table 3: Top 10 Nationalities Using Erzurum Airport as the Port of Entry to Turkey

Nationality/Years

2008

2009

2010

2011

2012

2013

2014

Mean

Russian Fed.

3,832

1,421

2,101

1,045

668

614

407

1,441

Ukraine

2,105

926

1,329

1,072

602

718

148

986

0

2

0

2

452

4,500

1,942

985

Poland

16

Germany

1,535

725

640

833

1,221

494

446

842

278

116

95

268

259

162

121

186

Belgium

69

78

68

138

112

92

58

88

France

81

34

11

18

31

13

22

30

0

0

0

0

75

63

0

20

46

30

10

24

2

19

29

23

2

0

2

88

0

22

0

16

8,123

3,375

4,302

3,778

3,527

6,921

3,287

4,759

Netherlands

Iran
Belarus
Czech Rep.
TOTAL

Source: MoCT (2016)
Concerning the seasonality of international passengers arriving to Erzurum Airport as the
port of entry; visitation seems to be heavily influenced by seasonal variation. January is the
peak month followed by February. The slowest months on the other hand are April and
November. Table 4 displays monthly distribution of foreigners who used Erzurum Airport as
the port of entry to Turkey. It also identifies winter as the busiest season for foreign direct
arrivals to the region, signifying the role of the ski product in the region for international
tourism.
Table 4: Monthly Distribution of Foreigners Using Erzurum Airport as the Port of Entry
Jan

Feb

Mar

Apr

May

Jun

Jul

Aug

Sep

Oct

Nov

Dec

Total

2008

2,356

2,013

948

29

325

496

748

342

48

12

33

773

8,123

2009

1,309

553

119

26

13

292

477

166

0

0

9

411

3,375

2010

1,710

1,020

320

0

0

196

265

344

2

5

0

440

4,302

2011

1,300

733

124

7

8

183

789

286

120

132

32

64

3,778

2012

662

397

11

5

0

480

664

494

1

3

7

803

3,527

2013

2,783

1,705

863

3

0

119

336

234

46

18

4

810

6,921

2014

1,269

943

150

1

4

0

488

189

11

6

8

218

3,287

Mean

1,627

1,052

362

10

50

252

538

294

33

25

13

503

4,759

Source: MoCT (2016)
Accessibility of the destination from tourist generating regions is a major determinant of its
development. The geographical location of the WTC and challenges with land transportation
to/from winter tourist generating regions makes aviation to be only feasible mode of
transport. Hence a well-organized connectivity by air transport is an important requirement
for the WTC destinations. Although the region has good connections with domestic hubs, the
number of international non-stop flights are limited and seasonal. Particularly direct flights
to/from main international generating regions should be facilitated and subsidized. This
would encourage carriers to take risks associated with long term investment on a new
international route to a peripheral region which is not served by any other airline.
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Flight incentives are already used as a tool to stimulate tour operators’ international flights
by Turkish government. Yet the scope of these incentives would be expanded to cover
flights to the WTC airports and during winter tourism season. Currently these incentives are
only applicable for flights in April and May and for landings to/from southern resort
destinations. There is also a need to integrate destination planning and marketing with
developments in airline networks. For example if a direct flight is established to/from
Poland, the public and private promotional activities should focus on Polish market. The
airlines might also be involved for joint promotional initiatives.
The seasonality and fluctuating demand in winter tourism bring about the significance of
scheduled airlines. Moreover, specialized tour operators note that one major challenge in
bundling Palandöken and Sarıkamış ski packages is the inconvenient arrival/return slots of
the scheduled airlines that result in a ski day loss / additional night cost for the potential
tourists. Therefore, charter flights organized by tour operators, emerge as a good
alternative to regular flights during the introduction phase of the destination (KUDAKA,
2012a; Toy et al., 2014). According to latest data available from the MoCT (2016) Erzurum
is the only airport in the region to host charter flights. Table 5 summarizes the volume of
charter flight statistics between 2008 and 2013. Considering Erzurum airport has two million
passenger capacity and only half of this is used, there is still room for improvement.
Table 5. Erzurum Airport Charter Flight Statistics (2008-2013)
Years

2008

2009

2010

2011

2012

2013

Arrivals

13,671

8,055

7,583

8,328

8,563

10,474

Departures

11,873

7,173

7,500

8,881

7,483

10,274

Source: MoCT (2016)
Fortunately the improvements in volume of air transport during the last decade have been
remarkable in Turkey. There are 55 airports in the country, serving 258 routes in total. This
is an increase from 26 airports serving 60 routes in 2003. Particularly the flag carrier,
Turkish Airlines (TK) has expanded its international connections rapidly and currently TK is
able to reach 110 countries with direct flights. Considering the number of countries served
TK ranks as the largest global airline. Besides TK, AnadoluJet, Pegasus, Atlas Global, Onur
Air, Sun Express, and BoraJet are other major airlines offering domestic and international
connections. Turkey with its strategic geographical location is able to reach more than 50
countries with narrow body aircrafts. This helped the country to become a major
international hub, which serves more than 15 million stopover passengers annually, used by
various other international full service carriers. With new airports being built, including the
largest airport in Istanbul, the air traffic is expected to grow by an average annual growth of
7% until 2020. Turkey forecasts to host more than 190 million air passengers in 2016
(DHMI, 2016). Thus, considering stopovers, the development of flight networks could also
be utilized as a strength as long as convenient flight connections from Istanbul, Izmir and
Ankara are integrated to/from major international (winter) tourist generating regions.
Trabzon Airport, which lies by the Black Sea north of the WTC, is also a growing regional
hub, particularly concerning international flights. If the land transportation between Trabzon
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and the WTC cities is improved, then the airport might also be an alternative option to reach
Erzurum, Erzincan and Kars.
Provision of Information at the Destination
Accessibility of information during the trip enhances the ability engage tourists with the
destination. Activities of DMO, Tourism Information Centres (TICs), destination web pages,
mobile applications, would not only improve tourists’ interaction with local resources but
also create a better holiday experience. Information provision during vacation is also
important in order to manage demand, increase average spending and improve
sustainability, thus creating a better value for both visitors and locals.
Besides the winter tourism activities, cultural and natural heritage, local food, shopping and
entertainment opportunities in WTC destinations should be communicated. The challenges of
WTC destinations regarding online communication and information provision also applies at
this stage. KUDAKA (2011) also urges for tourism information centres in various locations in
the region. However, no TIC is visibly and actively observed in the region, except one in
Erzurum. Most touristic information is usually provided individually at the hotel reception
desks. On the other hand, whilst road signage is common especially for ski areas and other
natural and cultural attractions, multilanguage support is not sufficient.
Accommodation
Accommodation alternatives and facilities offered, as well as the food and beverage
amenities, are important determinants of tourist satisfaction and loyalty at the destinations.
According to the latest 2014 statistics of the MoCT there are 144 MoCT and municipality
licensed operational accommodation facilities, with 4,704 rooms and 9,439 beds, in the
three provinces of the WTC region, representing 1.1% of the national supply. Erzurum
Province leads the number of facilities by 77, followed by 36 in Erzincan and 31 in Kars. The
three provinces realized an almost evenly distributed occupancy rate of 30% in 2012 and
2013, below the national average of 38%, but the occupancy rate was reduced down to
26% due to poor performance of Kars in 2014 with 16%.
On Table 6, total number of international and domestic arrivals to hotels are distinguished
among the three provinces as well as the centre and ski resort districts. Regarding the
guests staying in the WTC region hotels; they are mainly Turkish citizens rather than
international travellers. Erzurum hosts the largest number of tourists in hotels (392,277)
whereas Erzincan surpassed Kars in number of guests hosted in 2014 and welcomed around
159,976 domestic and international tourists staying in the city. Although there is a
considerable decrease in the number of guests staying in Erzurum and Kars; Erzincan has
experienced a steady increase from 128,268 guests in 2012 to 159,976 guests in 2014.
Hotels in the District of Palandöken Ski Resort, on the other hand, have enjoyed a growth in
the number of arrivals, whereas the Sarıkamış Ski Resort District hotels have witnessed a
sharp decline from 95,967 arrivals in 2012 to 26,782 in 2014. This is mainly due to erosion
in the domestic market.
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Table 6: Number of Accommodation Arrivals in the WTC Region
Districts

Number of Arrivals (Total)

Provinces

Foreigner

Regions

Citizen
2012

2013

2014

2012

2013

2014

Merkez*,**

2,982

1,371

2,947

109,290

127,863

126,652

Refahiye**

93

117

60

2,448

3,005

6,650

Erzincan

9,578

1,579

3,222

118,690

151,297

156,754

Yakutiye*

25,073

20,943

24,076

297,806

236,539

178,646

Palandöken**

16,469

25,418

23,760

89,183

98,583

106,389

41,817

47,678

51,068

174,490

398,992

341,209

Merkez*

9,676

7,356

9,904

73,559

81,603

77,634

Sarıkamış**

4,917

2,461

3,893

91,050

37,721

22,889

Kars

14,594

9,839

13,798

166,748

122,07

102,326

WTC

65,989

59,096

68,088

459,928

672,359

600,289

30,869,992

26,812,202

30,345,403

31,951,528

32,689,293

35,718,163

Erzurum

TURKEY

* Provincial downtown district ** Ski area accommodation zone
Source: MoCT Official Website (2016).

A major challenge in lodging is increasing the share of international guests which is around
13% for Erzurum, 12% for Kars and only 2% for Erzincan in 2014. Erzincan without offering
accommodation facilities within its winter sports centre is having trouble attracting winter
tourists. The average stay in WTC is around 1.1 nights, yet average nights spent in winter
resorts in Palandöken and Sarıkamış are 2.1 nights (MoCT, 2016). The winter tourists tend
to stay in hotels located nearby the winter sports facilities and stay longer than average
traveller in the downtown area. However the low number of average stay also is an
indication that most guests to the region are business travellers. Thanks to their close
proximity to the downtown, most MoCT licensed hotels in Palandöken ski resort also enjoy
the ability to serve business and MICE segments off the ski season.
To conclude: winter tourism centre lodging capacities offered in Kars (Sarıkamış) and
Erzurum are satisfactory with respect to Erzincan. However, none of the immediate ski area
bed capacities is sufficient enough to accommodate tourists, should the maximum capacities
be reached at the lifts (MoCT, 2016b). In Erzincan, stakeholders note that the current
overnight demand is met at the downtown hotels, as a result; establishing ski equipment
rooms, in addition to shuttle services, is suggested. However, in order to attract winter
tourists more specialized accommodation facilities nearby Ergan are required. Thus, six
parcels have recently been tendered for new ski-in/ski-out accommodation facilities. Lack of
financial capital emerges as an important barrier for lodging investments in the region.
Therefore, government incentives, regulations and building permits should be designed to
facilitate hotel investments particularly in the region. Periodic maintenance, renovations and
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quality improvements should also be subsidized for accommodation facilities considering
some hotels in the region are more than 20 years old. As an example, eight new hotels were
mostly financed by SERKA through EU funds in Sarıkamış in 2011.
In terms of customer satisfaction, survey results administered by the TA team with 25 ski
tourists in each WTC destination and Erciyes Ski Resort (Kayseri) and Istanbul and Venice
airports (for tourists visiting the Alps) as benchmarks indicate that the accommodation
quality is experienced as the highest in the Alps (8.5/10), followed by Sarıkamış (8.2),
Palandöken (7.8), Erzincan (Ergan) (7.2), and Erciyes (6.8). In other words, current
accommodation quality conditions at the WTC outscores its major national competitor but
falls behind the international one. In terms of “staff courtesy”, on the other hand, Erzincan
and Sarıkamış lead by 7.8/10, followed by the Alps (7.5), Erciyes (7.2) and Palandöken
(7.1). Therefore, although it was previously reported that employee (internal customer)
satisfaction is low due to low wages and labour seasonality in Sarıkamış (MDG-F 2012), we
can say that either labour conditions at the destination have improved or the negative
internal customer satisfaction has not been much reflected into the ultimate satisfaction of
tourists.
Food and Beverage
Most restaurants in WTC region are SMEs with a local menu and do not provide liquor. There
are just few fine-dining restaurants usually located in winter resort hotels. According to
KUDAKA there are for example only three MoCT registered restaurants in Erzurum (Bam
Yeşil, Güzelyurt and Can Urfa) while Erzincan has two (Simay and Konak Mazlum) (Kudaka,
2011). Communication in foreign languages is also a problem particularly at city centre
restaurants as there is not any staff speaking English. Printed material (e.g. menu) is also
only available in Turkish.
Besides being a physical need food is also an experience; it involves various sensory
feelings. Hence atmospherics, decoration and servicescape are also important. Eating is also
a chance to socialize, entertain and experience the local culture. Fortunately the regions
offer quality ingredients and indigenous food traditions that have the potential to be one of
the unique value propositions of the region such as the “Cağ” kebab in Erzurum and the
goose dish in Kars. Integrating local food into the tourism supply chain would also result in
larger multiplier effects, as the main economic activities are agriculture and animal
husbandry in the WTC cities. Thus the variety and quality of available restaurants should be
improved. Currently, only few downtown restaurants get their shares from leisure tourists,
(e.g. in Kars) the rest is dependent on local demand (MDG-F, 2008).
Various food and beverage facilities are also located in the hotels. As with accommodation
quality and staff professionalism and courtesy, consumer survey results indicate that the
WTC destinations perform better than their national competitor but fall behind the status of
the Alps with regards to in-house restaurants at accommodation establishments. Hotel
restaurants food and beverage quality scored 8.9 in the Alps, 7.8 in Erzincan, 7.5 in
Sarıkamış, 7.2 in Erzurum and 7 in Erciyes. Hotel restaurant staff professionalism and
courtesy scored 8.2 in the Alps, 8 in Erzincan, 7.2 in Erzurum and 7 in Sarıkamış and
Erciyes. On the contrary, mystery shopping activities carried out at 15 restaurants in

21

Erzurum, 10 in Erzincan and 5 in Sarıkamış yielded that staff professionalism and courtesy
on average was the better in Erzurum, followed by Erzincan and Sarıkamış.
Activities & Attractions
The main activity for the Winter Tourism Corridor is naturally the winter sports. Thus the
quality and convenience of winter sport facilities are major determinants of the overall
experience. In the three provinces of the WTC, the most developed ski resorts/areas are
Palandöken and Konaklı in Erzurum, Ergan in Erzincan and Sarıkamış in Kars. Besides these
venues, there are two other minor Alpine ski areas, one operated by the General Directorate
of State Hydraulic Works (DSİ) and the other by the Turkish Armed Forces (TSK), two ski
jumping towers, a cross-country/biathlon circuit, and four halls for ice skating, ice hockey
and curling, most of which have been built for the Winter Universiade in 2011, in Erzurum.
In Erzincan, there is another downhill ski area, Akbulut, in Refahiye District, 75 km
northwest of the downtown, but public authorities note that this place is currently being
used for Nordic skiing camps and the Alpine lifts are suspended due to lack of demand. In
Sarıkamış, there is an older Alpine ski area as well.
As one of the oldest ski resorts of the region, Palandöken provides an Alpine terrain with 10
lifts and 34 km of runs at an altitude range of 2150 to 3150 m. Konaklı ski area, on the
other hand, was built in 2011 for the Winter Universiade with seven state-of-the-art lifts. Lift
operations and maintenance is highly fragmented in Palandöken, such that two private hotel
companies and a public company, founded by the Prime Ministry Privatization
Administration, are in charge. The public company has also full control over the Konaklı ski
area. In Erzincan, Ergan Mountain Association, led by the Erzincan Provincial Special
Administration, manages the newly built ski area in 2015, with two lifts ranging for a vertical
drop of 1200 m from 1750 to 2950 masl, and a gondola that provides transport to the base
station from 1350 masl. At Sarıkamış the “Sarıkamış Mountain Construction Tourism
Industry and Trade Incorporated Company” operates the four lifts that provide access to 10
runs covered in a Scotch pine forest. Palandöken and Konaklı ski areas are equipped with
snowmaking facilities, and a similar investment is also planned for Sarıkamış and Ergan. In
that case, all four ski areas, except for lower altitudes of Ergan, are projected to be
technically snow reliable for skiing at least for the first half of the 21st century - a much
sought ski area characteristic by both investors and consumers (Demiroglu et al., 2016).
Consumer surveys conducted by the TA team and various other researchers (Koşan, 2013;
Çalışkan, 2014; Sağlık and Türkeri, 2015; Evren, 2016) also indicate a high satisfaction
towards snow reliability and quality, as well as slope variety and capacity, in the region. On
a comparative approach, the resort of the WTC almost balance each other in terms snow
sports experience and the quality of facilities and services, except in Erzurum (Palandöken)
where the skipass usability underscores with only 5 out of 10 points. This probably due to
the fact that the resort offers multiple skipasses over adjacent ski terrains due to
fragmented operational ownership. The benchmarked national (Erciyes) and international
(Alps) competitors, on the other hand, prove to be more satisfactory almost in all aspects.
The Alps score somewhat low on the skipass prices, but then the usability of the passes being valid for wider terrains - would seem to compensate for the price with a satisfaction
level of 9.5/10.
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Table 7. Ski Visitor Satisfaction Levels on the WTC and Benchmark Destinations
Destination

Erzurum

Sarıkamış

Ergan

Erciyes

Alps

Alpine skiing

7.5

7.2

6.8

8.2

9.0

Snowboarding

4.0

4.0

4.0

7.0

8.0

Cross-country

6.0

N/A

N/A

N/A

6.7

Free riding

6.8

8.8

7.8

9.0

9.0

Sledding

N/A

N/A

N/A

8.0

8.0

Slope quality

8.0

8.0

8.3

9.5

8.5

Slope variety

8.2

7.9

8.5

8.5

8.5

Slope accessibility

9.0

7.0

9.2

7.8

7.6

Lift quality

7.8

6.8

8.2

9.5

9.0

Lift accessibility

7.8

7.2

9.2

9.0

8.5

Parking

6.8

8.0

10

9.0

8.0

Instructor quality

8.0

7.2

N/A

8.2

8.9

Instructor interaction

7.2

7.3

N/A

8.5

8.5

School prices

7.0

7.3

N/A

7.5

7.8

Skipass prices

7.0

8.0

6.2

7.2

6.5

Skipass usability

5.0

6.8

6.2

7.2

9.5

Rental quality

7.8

6.8

N/A

9.0

9.5

Rental staff interaction

7.2

7.0

N/A

9.0

9.5

Rental prices

7.2

7.0

N/A

8.5

6.8

Integration of other activities and alternative tourism types, such as culture tourism and
nature based tourism, besides the winter sport activities would support the quality of
experience the WTC destination offers. Hence after-ski activities such as visiting cultural
attractions, entertainment, shopping etc. are considered important. Based on the field
survey the quality and variety of free time activities scored 5.9 out of 10 points. The same
study rated non-ski activities in Kayseri and the Alps as 6.8 and 9.5 respectively. Particularly
nightlife and activities targeted to kids emerged to have the largest gap in the WTC
destinations compared to Kayseri and Europe. Cultural attractions, on the other hand,
scored high (7.5 for WTC) with Erzurum receiving 8.5. Erzincan was also rated (7.9)
superior concerning shopping as a leisure activity. Yet free time activities in Kars were
ranked (5.5) much below by winter tourists.
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Integration of various products offered in the destination such as city passes including
winter sport activities, local transportation, restaurants and entrance to attractions have
been used effectively in various destinations (Sainaghi, 2006). Moreover alternative
activities might attract different segments other than ski tourists, better satisfy non-skiers
accompanying skiers and extend the tourism season. Destinations with a variety of offers
and activities have a better chance to generate a higher value for tourists than destinations
with fewer services and social activities to offer to the market. Moreover attractions might
also reduce the seasonality for winter destinations. Thus the core product of winter sports
should be augmented and facilitated with various activities, services and events.
The WTC regions already host cultural travellers. Erzurum (e.g. Cifte Minareli Madrasah,
Congress Hall), Kars (e.g. Ani Ruins) and Erzincan (e.g. Mama Hatun Caravanserai) are
frequent stops, which lie along the historical Silk Road, for cultural package tours. In
Erzurum, the Metropolitan Municipality, in collaboration with KUDAKA, is eager to undertake
500 million TL project rejuvenation of the historical assets and establishment of a “culture
route”. The natural assets in Erzurum (e.g. Tortum Waterfall), Erzincan (e.g. Girlevik
Waterfall) and Kars (e.g. Kuyucuk Lake) are also alternative attractions. There is a potential
for ecotourism, biking, trekking, mountaineering, rafting and parachuting in the region as
well. While Erzincan is positioned as the “capital of adventure sports”, Erzurum, especially in
its northern parts, holds a strong potential for ecotourism (Erzincan Valiliği, 2014). Likewise,
in Sarıkamış, SERKA (Demirel, 2012) has recently identified trekking routes to serve for
ecotourists. Along with the tangible sights, the region also have a rich inventory of
intangible heritage with as traditions, festivals, arts and crafts and food. Erzurum is famous
with its food, especially the “Cağ” kebab and Oltu (jet) craft, Kars with its honey, cheddar
and rugs, and Erzincan is known with its copper works, festivals, honey and traditional
cheese.
Toy et al. (2011) identified a total of 74 natural attractions in Erzurum and Erzincan. They
also suggested the region has the potential to host 39 different sport activities including
winter sports. Likewise, 20 sports facilities were listed in Erzurum an Erzincan. Their
inventory also includes 173 cultural heritage sites in Erzincan and 457 in Erzurum.
Regarding events and festivals, Erzurum hosts 43 festivals whereas Erzincan hosts 27
annual festivals and events. Erzurum has also 10 thermal tourism facilities and Erzincan has
two, whilst in Erzurum, it is reported that there are more than 170 potential thermal areas
(Toy et al., 2010). In Kars, MDG-F (2012) also identified seven natural tourism resources
and 23 tangible and intangible cultural attractions and described the area as an open air
museum. Indeed, the World renown Ani Ruins in Kars attracted a total of 24,000 visitors,
mainly in summer, complementing the winter season. The monthly visitor statistics to Ani in
2014 are given on figure 5.
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Fig. 5. Ani Ruins Monthly Visitor Volume in 2014.
Source: Kars Provincial Directorate of Culture and Tourism (2015)
Shopping is another popular leisure activity for tourists even if they do not buy anything in
the destinations. The mystery shopping activity conducted on retail environments in
Erzurum, Erzincan and Kars revealed that the physical atmosphere during shopping would
be considered acceptable. However, the customer interaction, particularly use of foreign
language, was not sufficient. Even in Taşhan (Gürbüz, 2011), the most touristic shopping
venue; a need for staff training in foreign language, courtesy and sales techniques was also
urged by Eymirli et al. (2013) in their research about Oltu stone value chain. Interviews also
revealed that most local shops do not see tourists as a part of their clientele. There are also
various thermal sources which might be better used and promoted as alternative activities in
the destination.
In addition to regular winter sports tourists, the WTC destinations also have the potential to
host professional athletes for trainings and camps. Training at high altitudes results in a
better performance. A strategy note by Toy and Eymirli (2012) in Erzurum also discusses
the opportunity particularly for hosting football club training camps. In this respect,
appropriate fields, venues and related facilities are being developed especially in Palandöken
and Sarıkamış.
Another major actor in managing and promoting activities and attractions in a destination
are travel trade organizations. Local tour operators and travel agencies are important
stakeholders in organizing and packaging different services in the destination to create a
convenient product for tourists. Planning, booking and promoting packages and excursions
that include transportation, guiding and other related services are the main roles of travel
trade. There are a total of 62 TÜRSAB (Association of Turkish Travel Agencies) registered
travel agencies in Erzurum, Erzincan and Kars. All of them possess type A operating license
which also means they are allowed to act as tour operators and create their own packages
rather than merely selling others’ products for a commission.
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Table 8. TÜRSAB Registered Travel Agencies in Erzurum, Erzincan and Kars

City

Headquarters

Branches

Total

Erzurum

21

12

33

Erzincan

11

4

15

9

5

14

Kars

Source: TÜRSAB Official Web Site, 2016.
However these travel agencies are usually concentrated on outgoing packages and selling
flight tickets. Only two travel agencies are identified to offer packages within the
destination. Considering the peripheral characteristics of the region, distance of winter
resorts and limited touristic infrastructure; organized and guided tours also emerge as a
convenient alternative that might be offered to winter tourists visiting the WTC. Travel
agency packages and excursions are particularly popular among the first time visitors who
are unfamiliar with the destination. However tourists who are repeat visitors to the
destination might also choose to experience the destination by themselves independently. In
that case access routes, public transportation and other related services gain importance.
Interviews with hotel managers also revealed that in the absence of an incoming travel
agency, some hotels cooperate with global OTA’s (Online Travel Agencies) such as
Booking.com, Trivago, HRS, Hotelbeds etc. in order to expand their market to include
international markets.
Hosts & Public Services
Interaction with locals are an important part of tourist experience and inevitable considering
most of tourism staffing is done locally. Turkish society is known for its hospitality and
receptiveness. Yet this does not mean all tourist activities are always welcomed warmly,
especially religious and cultural differences particularly with international tourists might be a
source of conflict. Based on the consumer survey conducted by the TA team in 2016,
Erzurum scored 6/10, Erzincan 7.4/10 and Kars 7/10 in terms of “locals hospitality”, which
was above average but much below Kayseri (9/10) and Alpine destinations (8.6/10). Thus
development based on limited/monitored/zoned local interaction for the beginning might
minimize the risk of conflict. On the other hand, the benefits of tourism should be
communicated well to hosts, and the tourists should also be informed about local lifestyle
and traditions.
In order to enhance local support for tourism, the local economic benefits and local
entrepreneurship should be stimulated, and economic leakage from tourism revenues should
be minimized and tourism jobs for locals should be generated. Interviews with local people
in the WTC region reflected a thorough understanding of socio-economic benefits tourism
such as increases in revenues and job opportunities and improved life quality but it was also
noted that there is already a “mental border” between the local towns and the ski
resorts/areas, even though the major ski areas and the downtowns are in very close
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proximity to each other. Therefore, whilst zoning could help avoid confronting social
conflicts, it would also prevent a rich socio-economic interaction between the locals and the
visitors. The mental border, combined with the financial entry barrier due to the (perceived)
expenses of winter sports, is also an obstacle to creating a sound local demand base for the
skier market. Indeed, the region hosts a population of 1.3 million people, half million of
which are under the age of 19, in the three provinces, and moreover, there are around
250,000 university students. However, not much integration into winter sports is said to be
observed despite hosting many national and international events, including the Winter
Universiade 2011, and engaging in initiatives towards young people and skiing through
programmes such as Turkish Olympics Preparation Centres (TOHM) and Social Support
Programmes (SODES).
The local human resources also need to be developed (KUDAKA, 2011). It is a challenging
task to find local professionals to work in tourism industry even for lower positions. The
quality of workforce should be improved via certification programs and language training.
The universities in all three cities together with MoNE would cooperate to improve the
quality of local workforce. Currently; each province has one high school specialized in
tourism and hospitality education. Moreover, Atatürk University (Erzurum), Kafkas
University (Kars) and Erzincan University offer degree programmes related to tourism,
hospitality, tour guiding, gastronomy and culinary arts. In Erzurum and Erzincan, university
campuses are located in the downtowns near the ski resorts whereas in Kars, the Tourism
Faculty is founded right at the skirts of Sarıkamış Ski Resort.
Public services should also be improved. Particularly, transportation within the destinations,
signage, cleanliness, financial and medical services and security should be enhanced based
on desired tourist experiences destinations would like to create. Offering special services
targeted to tourists such as “hop-on/hop-off” buses between destinations and attractions, a
tourism police to deal with crimes that involve international tourists might be considered.
Return
The last phase of destination value chain is return which begins right after the tourist
reaches the generating country. However, considering the importance of CRM activities and
significance of loyalty and recommendation behaviours, the last stage of the value chain is
particularly important. In order to make maximum use of potentially loyal travellers, they
should be reminded about the destination and what it has to offer for the next visit. Because
winter tourism is a special interest travel, these tourists usually have connections with other
winter tourists. Customer to customer interactions emerge as an important factor that
influence travel decisions among winter tourists. They are members of closed groups, and
they read and comment on social media. Thus the impact of word of mouth is more
important in winter tourism than many other tourism types.
Effective usage of social media, blogs, Facebook, Twitter, Instagram, Pinterest etc.,
providing visual materials that are worth sharing and public relations activities would
improve awareness to the destination and revisit intentions. Collecting contacts and profiles
of tourists who visited the area, and using this customer data base for direct marketing
purposes are important marketing activities. Monthly newsletters, promotions,
communicating upcoming events would create an interest to the destination which also
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relates to the pre-arrival phase of the value chain. Hence the value chain starts all over
again when the customer starts planning his next vacation.
The return stage is important for WTC destinations in order to sustain increasing demand
and attracting new visitors while keeping the previous travellers coming back. Fortunately
available data on the WTC destinations display promising results. For example Caliskan
(2014) found out that 95% of visitors to Sarıkamış had intentions to return and 60% of 286
tourists surveyed were repeat visitors. In Palandöken, the loyalty intention was found as
80% (Türkeri, 2014: 78). In the WTC destinations almost all elements of the value chain are
underperforming but offer a large potential. Based on the consumer survey conducted by
the TA team in 2016, it is apparent that winter tourists to all three destinations are
moderately satisfied with their holidays. Yet Erzincan scored lower (2.5/5) than Erzurum
(3.3/5) and Kars (3/5). In the same survey, Alpine destinations scored the highest (4/5).
This also corroborates with the importance of return phase.
Oliver (1999) argues that mere satisfaction is not sufficient to create loyal customers. In
order to create destination loyal customers who also spread positive word of mouth, tourists
should be delighted with their experience. The focus group and interview results also reflect
that there is an active interest from tourism industry representatives as well as inhabitants,
local governments and the NGOs towards prompting such potential. Indeed, as the leading
experts (Flagestad and Hope, 2001; Clydesdale, 2007) argue, value creation at winter
tourism destinations, where skiing is the core product, could better be realized through a
“value fan”, rather than a value chain, where a synchronized, rather than sequential,
approach is pursued for successful finalization of processes by the relevant actors and
stakeholders. In this respect, the structural bottlenecks identified are as follows:
-

Limited mutual cooperation for effective destination management and the consequent
product deficiencies
Lack of qualified human resources to work in tourism and technical positions in
winter resorts
Limited private capacity for long-term investments
Lack of in-depth, consistent periodical statistics on local tourism
Weak marketing and branding activities in international market
Inadequate online presence
Lack of transportation to/from and within the destinations
Poor management and marketing of alternative activities and attractions
Limited number of tour operators and travel agencies, packaging, promoting and
selling the destination
Lack of CRM and social media utilization to improve loyalty and word of mouth

Results and Discussion of Process Analysis
The VCA has identified the stakeholders and services provided by the three WTC
destinations. While the process analysis takes into consideration all the processes/functions
that make a tourism destination well managed, attractive and performing, there are two
particular categories of processes investigated: the primary processes and the support
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processes, as defined in the “Methodology” section (Table 1). How these processes are
managed determines the future positioning and competitiveness of the destinations. The
dynamic vision of the process analysis is based on the possibility to enhance and adjust the
processes to improve the outcomes. Moreover, copying resources and the Unique Selling
Proposition (USP) of a destination is quite impossible, while improving or replicating a
destination process is affordable and allows to benefit from the experience of the other.
To this purpose, the definition of resources and processes could be helpful to understand the
perspectives of the process analysis. A resource can be defined as stocks of available factors
that are owned or controlled by the firm or, in this case, the destination. Resources are
converted into final products or services. Process represents the action which impacts the
stock variable, changing its qualitative and/or quantitative traits (Sainaghi, 2006).
The first section of the analysis will deal with the description of the following processes:
-

-

The primary processes are considering all the public and private activities that could
affect the destinations resources, from the infrastructure to the touristic services
(accommodation, commercial activities, lifts etc.); the exploitation of the tourist
attractions through the creation of new products (packages and events) and their
communication strategy (strategic marketing and operative marketing);
The support processes include the description of the activities provided to sustain and
enhance the effectiveness of primary processes. These are internal marketing,
education & training to improve the know-how and the research to develop the
decision process.

Hence, the second section illustrates the WTC performances in terms of statistics, indicators,
customer satisfaction, future positioning, acceptance of metamanagement functions, social
responsibility, and contingency factor.
Finally, a summary of the relevance of WTC processes is presented with the purpose to
provide a dynamic viewpoint of the tourist destination, aimed to develop a network-based
vision of the destination. Processes of cooperation, collaboration and leadership among
tourism stakeholders (public institutions, companies and local community) have led to the
design of the destination governance model, i.e. the Destination Management Company and
Organization, customized according to the local characteristics. In this regard, some final
recommendation is given on the governance framework.
Actors / Metamanagement
The development of the Winter Tourism Corridor is one of the objectives of Turkey’s Tourism
Strategy 2023. The strategic plan has not only settled the guidelines for the future
development of Erzurum, Erzincan and Kars, but also influenced and triggered the
investments themselves. By stating the willingness to diversify the Turkish tourism product
and to create an economic resource for the region, the 2023 Strategy has drawn the future
of the regional economy. The role of the public stakeholders in enhancing the touristic
attractiveness of the corridor has also been one of the outcomes of the 2023 Strategy.
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Public institutions are involved at different levels (state, region, province and district) of
strategy formulation and even physical investments (e.g. lifts) as demonstrated on Fig. 6.

Fig. 6: Public Institutions Involved in WTC Tourism Planning and Policy.
Below, a short description of the primary and support processes will be given in order to
map the relations between the different stakeholders.
Primary Processes
The primary processes are related to the touristic infra- and superstructure that could be
managed by public or private actors.
Primary Processes: Public Activities: Access Roads
According to the value chain analysis, all the three destinations can be easily reached
nationally by airlines. The quality of the airports and road connections are facilitated by the
efforts of the public stakeholders. There are also plans to improve railways among the WTC
cities. However, as observed in the VCA, although the WTC cities have satisfactory air
connections with major cities in Turkey, the number of international flights to/from WTC
airports is considerably low and seasonal.
Future incentives and investments should be provided in order to improve the accessibility
of the WTC. The priority should be given to the high speed railroad, with the purpose to
reduce the duration of travel between the three districts and winter sport centres. KUDAKA
has already proposed a feasibility study to connect Erzincan - Erzurum - Kars by railway
before 2021.
The accessibility of the WTC has an important role for the future development of domestic
and international markets. However, private actors should also take some action to
encourage the development of demand, particularly from international markets, for these
transportation investments to be feasible. For instance, collaborating with airlines and tour
operators could improve the flight schedules1. Moreover, integrating the transportation
infrastructure into the whole tourist product will contribute to creation of the image for the
“ski corridor” product.
1

During the Sarıkamış focus group meeting, the hotel owners underlined that the flight schedule in Kars is not
facilitating the arrival and departure of the winter tourists but forcing them to lose two ski days to travel by flight.
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The connections between the three destinations could also be communicated as a USP. For
instance, an attractive package including lift pass and train transportation would be able to
foster the travellers to ski in the entire WTC. In terms of promotional strategy process, this
would create a possibility to create the perception of the WTC as a unique ski area, with a
wide range of ski possibilities in different regions.
Primary Processes: Public Activities: Internal Practicability
Although the geographical distance between the towns and the ski areas in WTC are in
acceptable ranges, particularly in Erzurum and Erzincan, locals perceive an imaginary
boundary between downtown areas which separates the towns from the mountains2. In
Erzurum, a “skibus” shuttle has been organised by the local municipality, whereas the hotels
based at the ski area also provide direct shuttle services from/to the centre of the town.
There is no public transportation available at the moment from Palandöken to Konaklı. The
same situation could be observed in Kars and Erzincan too. Public transportation
opportunities between ski centres and the down town would not only result in enhanced
interest from the locals to ski centres but also be attractive for tourists to visit the city
centre and enrich the ski product. A land transportation possibility between Palandöken and
Konaklı might also increase the number of slopes available for skiers.
Primary Processes: Public Activities: Tourist Facilities
In order to diversify the tourism industry in Turkey, winter tourism has been selected as one
of the alternatives among cultural tourism, eco-tourism, MICE and city tourism as stated in
Tourism Strategy 2023. Winter tourism is usually different than most alternative tourism
types and requires special infrastructure (e.g. ski lifts) that usually needs large funds and a
long payback period. Along with the strategy plan, various winter tourism projects, financed
by the public, have been inaugurated. Ski lifts are among the most covered public
investments and some of these facilities are still managed by public institutions and their
subsidiaries. Ski lifts are important components for a winter destination and their effective
operations are very important. However, operating these facilities require expert knowledge,
and public institutions may lack necessary skills and expertise to manage these investments
in the most efficient and effective way. Thus, a privatization process is already started in
Erzurum.
From the observation of the public and private activities involved in the creation of the ski
products and mountain facilities, it is possible to highlight some considerations. Taking into
consideration the location of the mountain facilities, the ski resorts, especially Ergan and
Konakli are far away from the accommodation services, while Sarıkamış and Palandöken
have some hotels located nearby the slopes, but because the transportation facilities
available between the ski resorts and downtown are limited, these hotels are not able to
attract all potential guests visiting the city. An exception is the skibus connecting
Palandöken and the centre of Erzurum. Because the benefits enjoyed by public

2

During the interviews, some local firms based in the ski areas talked about the perception of the ski areas as
regions far away from the rest of the towns. At the same time, some commercial organizations in the downtown
areas were mentioning the fact that ski tourists rarely visited the city.
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transportation opportunities to/from ski resorts are enjoyed by multiple stakeholders (e.g.
hotels, ski lifts etc.), a joint action by actors on scheduled public transportation is needed.
The management of the ski areas is fragmented at the local level. This is particularly
observed in Erzurum, where public and private3 lift companies, based in the same ski area,
have not settled common and integrated purchasing and trading arrangements and
operative marketing services. For example, in order to have access to all slopes in
Palandöken, a guest needs to purchase three different skipasses, which is complicated,
cumbersome and expensive4. Clydesdale (2007), quoting the NSAA analysis, states that
larger resorts generally gain more revenue per visit from skiers than the smaller resorts, as
they have higher skipass prices, including multiple lifts and more profit centres generating
income. Although Palandöken has considerable size and number of ski lifts available,
because of the fragmented management, the lifts are seen as loss centres rather than profit
generating services.
Consequently, since the ski areas do not share a common skipass, they are identified as
individual products in the market and evaluated for their single size and characteristics.
Many of the best practises are demonstrating that the size of a ski area is one of unique
selling propositions particularly in international markets. In this regards, an example would
be the Dolomiti Superski, and association of 12 Italian ski resorts. Dolomiti Superski have
been promoting the destinations as the biggest ski carousel in the world. Although the
resorts are located in three different regions, the association was successful in promoting
the destinations more effectively than would the resorts do individually. The coordination
and pricing activities (i.e. ski lifts, transportation, shops, equipment) are also based on
marketing intelligence about the whole destination (e.g. seasonal fluctuations) and
contribution of different stakeholders.
Primary Processes: Private Activities: Accommodation
Increasing bed capacity and facilitating private investments in the WTC region have been
targeted on various public planning and policy documents (i.e. Tourism Strategy 2023),
aiming for development of winter tourism in Turkey. Besides investing heavily on winter
tourism infrastructure, the public actors also provide several incentives and subventions to
private investors (e.g. finance, tax reductions, land allocations)5. The current
3

Grand Erzurum is the public company managing the majority of the lifts in the area, Dedeman hotel itself decided
to rent its own lift to Grand Erzurum; while Sway hotel and Polat manage their own lifts and pistes individually.
4
There are two main ski areas Palandoken mountain and Konakli, the first is located at a distance of four km from
Erzurum city centre, the latter at a distance of 18 km from the centre of Erzurum. The two ski areas differ much in
terms of ski offer, slopes characteristics, accommodation and catering. While Konakli is a ski area unified with a
single skipass for the whole ski area, Palandoken mountain has three different ski areas: the area of Snowplus
(Sway Hotel), the ski area of Polat Hotel and the ski area managed by Grand Erzurum-Palandoken. These three ski
areas are not functionally connected and most important do not offer a single skipass. Grand Erzurum, the
managing company of the largest part of Palandoken mountain is also managing Konakli and offers a single skipass
for both (Illing, NAR, 2016).
5
In Sarıkamış, eight new hotels were mostly financed by SERKA through the EU funds in 2011. Moreover, there are
two government guest-houses, and several other private accommodation services for a total of 1,400 beds in
Sarıkamış. The Ministry of Culture and Tourism (2016b) indicates a planned expansion up to 12,000 of the bed
capacity in the region.
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accommodation capacity in the region is well below the lift capacities (especially in
Erzincan). The total bed capacity of winter tourism resorts in Turkey is around 11,000,
which is projected to increase in the future depending on market demand (MoCT, 2016b).
Thus, further facilitation of hotel investments, renovations and expansions, regulations and
building permits are required for both new and existing investors. Yet, the marketing
activities should also be subsidized in order to match the demand with the expanding
capacity.
Primary Processes: Private Activities: Commercial Activities
The commercial activity other than accommodation and lift services is limited within the ski
regions. Rental services and ski equipment shops are available in some hotels in Palandöken
and Sarıkamış, but not in Ergan. The restaurants, catering and entertainment on ski slopes
are also inadequate except some facilities inside hotel premises. Hence the social activities
and nightlife referred to as après-ski in the winter sport centres should be encouraged as
well. There have been some private attempts particularly in Ergan in this direction, yet
without much success these investments failed to stay in business. Also in Sarıkamış hotel
owners underlined the lack of leisure activities except for ski, and for this reason their
clients stayed in the hotels for après-skiing. There are also some public facilities in the
winter resorts as well, however the quality of these facilities is far behind to satisfy the
needs of demanding winter tourists.
Primary Processes: Private Activities: Mountain Facilities
As stated in the NAR, the majority of the mountain facilities have been built and financed by
public organizations, while the management is very different from one province to another.
In Erzurum, two private hotels and Grand Erzurum, a public company founded by the Prime
Ministry Privatization Administration, are managing the lifts; in Erzincan, Ergan Mountain
Association on behalf of the Erzincan Provincial Special Administration administer the ski
facilities, while in Sarıkamış the Sarıkamış Mountain Construction Tourism Industry and
Trade Incorporated Company is operating them.
Because different organizations are in charge for managing different mountain facilities the
collaboration between lift companies and hotels are not able to create the desired synergy.
The efficiency and the service quality supplied in the mountain facilities should match the
level of tourist experience offered by the hotels. For example, hospitality professionals in
Erzincan have been complaining about the condition of the lifts and the level of service in
the mountain facilities. Although hotels in the city centre promote Ergan as a ski destination,
their customers visiting the area return dissatisfied with disfunctioning ski lifts and limited
service.
Primary Processes: New Product Development
Developing new products ensures diversification of demand, minimizes the negative effects
of seasonality and extends the destination life cycle. New product development happens in
the form of new service offerings or packaging existing services in a different way. Events
and festivals are also considered for new product development. These new products are
usually targeted to specific market segments. The packages also represent bundles of
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services surrounding a core product (e.g. accommodation, cultural attractions and other
recreational services). An event on the other hand is a special organization taking place in a
region for a limited period of time in order to create an additional interest in a fairly broad
market segment. Events can either be one time or held on a regular basis. Packages can be
offered around an event or an ad hoc event can be created to stimulate demand for a
package (Sainaghi, 2006).
In the last years, the tourists transformed into active experience seekers rather than
passive consumers. The interest on classic all-inclusive tourist products have stabilized or
even declined in the market. The winter tourists also started to look for novel experiences in
different destinations that are able to offer sensory and emotional feelings worth sharing
with others. Story telling is fairly a new concept to create a coherent experience in the
destinations for tourists. A story to an experience is to design different elements in the
destination and train different actors in a way that they create an overall experience to
tourists. Hence, in choosing a destination, the tourist considers the value of the experience
rather than mere price and cost. The value added by the experience should be considered in
terms of results (i.e. the effective experience), symbolic usefulness (i.e. the emotions
aroused) and product quality (i.e. services).
Hence, the ski experience in the WTC destinations should be enriched, in one hand, because
the evolution of the ski market requires the capability of the resorts to adapt their offers6,
and on the other hand, because the tourist market is demanding and the physical ski
product itself is not enough to create the desired experiences that affect tourists emotionally
and turn them into loyal visitors that spread positive word of mouth. Fortunately the region
has a large potential to offer new products. Culture, heritage, thermal springs, ecotourism,
biking, trekking, mountaineering, rafting and parachuting are already proposed in some
parts of the WTC7.
Primary Processes: New Product Development: Packages
As stated in the VCA, only two travel agencies are identified to offer packages within the
destination, while all the others are specialized in outgoing packages and flight tickets.
Considering OTAs, hotels are listed individually in these online channels, rather than being
represented collectively by a DMO. Making agreements with OTAs improves bargaining
power in the terms of commission rates and reduces dependency on a specific OTA. Allinclusive packages including accommodation, airport transfers, ski lifts, ski lessons and
equipment can also be created easily and more cost effectively if the destination is
represented by the DMO on online distribution media. Collaborating on creation of packages
that are creative and able to attract the attention of the market are also financially rational.
The DMO’s role and ability to represent stakeholders, involving all the local players as well

6

For instance, at the very beginning, the “snowpark” was the elective place for the “pure” snowboarder, while in
the last few years the free ski trend lead the “twin tip” fans to enjoy snowboard parks too.
7
See SERKA activities on hiking, biking and rural tourism or the touristic proposal of the Erzurum Provincial
Government.
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as integrating their offers into packages and general marketing strategy and facilitating the
flow of packages through both online and offline intermediaries is critical8.
Primary Processes: New Product Development: Events
Event in a destination can be considered as either a core product which is the main purpose
of the visit or supplementary product that enhances the experience of visitors visiting the
destination for other motivations. Both represent an economic activity, besides the money
spent during the event, visitors also eat and stay at the destination. Events and festivals are
also considered as marketing tools used to create an image and support branding efforts of
a region. Large events are also covered by media which results in PR. Events can also be
said to launch particular products. Usually the organisation of events represents one of the
most important marketing tools to reach different kinds of objectives (communication,
increasing overnight stays, launching products - e.g. organising a FIS World Cup
competition in order to create an international image that a destination is suitable for skiing,
because it complies with ski criteria set for international competitions).
In this regard, various events in the WTC have been organized with different purposes: the
2011 Universiade contributed to the ski product development and marketing
communications of Erzurum. Another event organized by Eksi36 Sports Club Society
(supported by the MoCT and the MoYS, Sarıkamış District Governorship, Sarıkamış
Municipality and SERKA) - the 2016 Sarıkamış Winter Games Festival. In both events the
public stakeholder support was significant. Minor events have been held in Erzincan with
public stakeholder support. Yet rather than being dependent on public funds, these events
could also be organized using local resources. The private companies and local NGOs
collaborating around the DMO would serve as an organizing committee for such local,
national and even international events to fund and organize these using local resources. This
model is successfully used by Alpine resort DMOs.
Primary Processes: Promotional Strategy
Marketing and communication processes of the destinations represent an important link
between the service potential manifested by operative processes (combined with the
natural, cultural and historical resources of the destination) and potential users. These
processes encompass a set of strategic and operative marketing actions focused on the
targets served. Strategic marketing is related to business priorities and promotional
philosophy of the destination, while operative marketing handles different market contact
8

Livigno, an international ski resort in the Italian Alps, could represent a good case on how the material resources
and immaterial ones, together with management capability might be used to develop new products. In year 2000,
most of the annual overnight stays were naturally concentrated in winter time, while the mountain facilities were
completely underutilized in summer. Hence, the DMO decided to develop a new summer product in the region, by
investing in the mountain biking infrastructure. New trails, bike parks and downhill runs have been created and in
order to launch the new product an UCI World Championship has been organised. At the same time the hotels and
commercial activities, started to adapt their own products (e.g. bike rental) and services (e.g. bike maintenance) to
the mountain bike target. The ski instructors took mountain biking courses and started to work almost all year,
concentrating on skiing in winter and biking in summer. The resort currently is considered as one of the three best
destinations in Europe for mountain biking tourism. This also contributes to increase the winter visibility of the
destination too, as the arrivals are constantly increasing.
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tools and media (Sainaghi, 2006). Usually both the abovementioned processes are financed
and lead by the public stakeholders, coordinated by the private companies, in order to reach
an increasing number of potential tourists and to convince them to buy the product.
In order to reach these goals, development of the product, and internal and external
communication should be coordinated between public and private stakeholders. From a
general perspective, these activities are not coordinated and centralized at the destination
level in WTC. In a way, the destination wide communication is carried out by the regional
development agencies, but it is not efficient as it could be since these agencies have other
responsibilities and expertise. For instance, printed material about the destination is not
available even in the hotels. Thus tourists access to information about the destination is
limited.
There are different mediums used for communication (printed material, attendance to fairs
& workshops, fam trips, websites and social marketing plans, trading agreements, visitor
information centers etc.) of destinations. However without a coordination among different
offers, efforts of different stakeholders, and a coherent action the effectiveness of these
communication activities are limited. Thus a DMO might also function as a coordinating body
to create and communicate a consistent message and image of the destination.
Primary Processes: Promotional Strategy: Strategic Marketing
Currently the communication efforts are too fragmented, even at the destination level. The
individual efforts based on different organizational priorities prevent to form an overall
strategy for the destination. There are different messages communicated to the market and
if these efforts could be coordinated the overall impact for the destination would have been
stronger. For example the logos (Fig. 7) used by different public and private stakeholders
create a confusion and unfortunately none of them gained the status to represent the
destination brand. If a leading logo can be identified, its use with other logos, promotional
material and communications might reinforce the brand of the destination as a whole. There
is also a need to design and communicate an umbrella logo for the WTC as the principle
destination.
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Fig. 7: Logos Used at the WTC Destinations
Concerning fairs and workshops, it is worth to mention some collaborative efforts organized
by mainly public bodies. Particularly the “Turkish Development Agencies Winter Tourism
Platform”, created by the Northeast Development Agency, in charge of Erzurum, Erzincan
and Bayburt provinces, including the Serhat Development Agency in charge of Kars
(Sarıkamış), is engaged to attend to winter tourism fairs and organizing workshops abroad
for winter sports and tourism professionals. However, a better involvement of the private
sector in the participation of these fairs and exhibitions is suggested. The attendance of
private sector to these events might offer better commercial opportunities and measurable
outcomes.
Regarding the distribution system, in the absence of local expert agencies and tour
operators, most stakeholders do not use extensive distribution media. Direct channels
create most of the revenue. Some hotels are using online travel agencies. However these
OTAs usually transfer the demand from one stakeholder to another (while enjoying
commissions up to 50%) rather than creating extensive new demand unlike offline channels
that actively promote the destination, create packages and establish transportation
possibilities to create incremental demand.
Building up a shared and common tourist product distribution strategy and facilitation of
cooperation with offline tour operators and travel agencies that are able to create
incremental demand to the area particularly from international markets are suggested. The
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influence of traditional expert tour operators in winter tourism in leading demand is
considerable and these agencies are easy to reach through speciality winter sports fairs and
internet. The DMO would also facilitate B2B marketing efforts directed to these tour
operators. Attendance to fairs, organization of fam trips and printing materials would be
more cost effective by using economies of scale created by the DMO.
Primary Processes: Promotional Strategy: Operative Marketing
The operative marketing includes all the communication activities designed to reach the
target, from printing material to the web and social media plan, as the accessibility of a
destination should be considered also in terms of availability of the touristic product
information and reservation on the web.
With reference to the accommodation, most of the hotels, in the ski area, have developed
their own marketing strategies and tools. For instance, with the help of online ads and
search engine optimization (SEO) most of them were successful in gaining higher positions
in the web search engines. However, considering the destination as a whole tourist product,
there is a lack of investment into online promotional strategy and tools.
When a simple search activity is performed (Fig. 8) by using “ski” and the name of the
destination as a combination, only Ergan is listed at ergankayak.com as a destination web
site. The ski products in Erzurum (Palandöken & Konakli) and Kars (Sarıkamış) have not
their own ski destination websites, and only individual stakeholders and OTAs are listed on
the first page of the list.
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Fig. 8: Online Presence of the WTC Ski Resorts
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Although, as mentioned in the VCA, all the MoCT Provincial Directorates in the WTC have
their official web sites, none of them supply enough information on winter tourism to be
listed on respectable positions at search engines. Hence it is quite difficult for travellers to
have global idea of the whole ski resort product and plan on when, what, where and how to
travel and enjoy the destination. Thus improvement of content at regional web sites of
Provincial Directorates as current DMCs as well as a regional umbrella web site at DMO level
is a necessary first step. Since international market is a primary target, these info should
also be available in different languages. Currently none of the MoCT web sites is available in
any foreign language. Effective use of online ads and SEO activities is also suggested to be
more visible on search engines. In the absence of overall promotion of the destination,
private individual stakeholders try to concentrate on destination specific information in their
own websites and social media accounts as depicted below (Fig. 9). These communication
activities should normally and/or additionally be handled by the DMO.

Fig. 9: Social Media Presence of the WTC Ski Resorts
Lack of promotional strategy at the destination level can also be considered as an
opportunity because the ski product in the destination is not ready to host a large
international demand. Thus creating the destination marketing strategy based on the
improvements in the product is an advantage to create the most suitable image and prevent
wrong expectations. Branding is also easier when planned in advance rather than trying to
change an existing one.
Another concern in creating an overall marketing strategy of the WTC region should be
fairness of the promotional activities for different destinations in WTC. Erzurum for example

42

is perceived to benefit more from regional collaborative marketing efforts than other
destinations. Thus allocation of resources and activities should be distributed in such a way
that all provinces can capitalize on marketing efforts on a fair basis.
Support Processes
The support processes are related to all the activities that could foster internal
communication and support a common DMO strategy. The three main activities in support
processes are as follows: i) internal marketing; to enhance the tourist culture, improve
stakeholders’ motivation and give central information on the activities undertaken by
different stakeholders; ii) education and training; to develop awareness and capabilities of
the local stakeholders, their management and employees; iii) research; collecting,
analysing, reporting and dissemination of statistics and market information, creating
knowledge and market intelligence in order to support future strategies and decisions.
The support processes in the WTC provinces are weak. In terms of internal marketing and
education, no flow of structured formal communication has been organized between the
stakeholders. Education and training activities on tourism are also limited. Inadequate
foreign language competencies and tourism specific training create challenges in the quality
of human resources as well as the level of service. Some hotels even import majority of
their staff and provide them housing nearby the facility because they are not able to find
qualified local staff. Research data is collected centrally by MoCT (Ankara) and TurkStat and
available online. Yet these statistics include general data mostly about the tourist volume
and origins. Regional specific data is insufficient on tourist spending, motivations,
satisfaction, activities and their behaviours. Moreover some of these regional data offered by
local DMOs also conflict with the central statistics. There is also limited data on domestic
markets, their volumes and origins as well as intelligence about the global market trends
and competition.
KUDAKA’s recent attempts to create a central database for the region is significant because
the destination-wide strategies and decisions should be based on data rather than intuition.
Similar attempts should also be aimed by regional DMOs in order to enhance the support
processes. In this regard, Bieger (2000) is stressing the significance of creating a research
centre lead by a DMO and shared and updated by all the all stakeholders in the destination.
Competitive quantitative analysis, ad hoc research and a regular tourist database could
foster a better definition of the strategies, investments and decisions in a destination.
Tourism Strategy 2023 also aims to establish such organizational bodies on data collection,
analysis and dissemination in the future.
Destination Outcomes
Based on the central data collected by the MoCT, overnight stays in the WTC fell by 5.3% in
2014, despite a significant increase in 2013 (16.78% from 2012),. The data also reveals
that the tourist demand to the WTC is dependent on domestic travellers. The foreigners only
represent the 5.1% of the total overnight stays in Erzurum, 2.1% in Kars and the 1.1% in
Erzincan. More detailed analysis is available in “Accommodation” section of the VCA.
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The gross rate of occupancy has an annual average of 26% in the whole corridor (31% in
Erzurum, 27% in Erzincan and 16% in Kars). Hence, based on the statistics, bed capacity
utilization is very low. Despite low occupancies, travellers are generally satisfied with the
quality of accommodation. Guest satisfaction ratings (out of 10) were 8.2 in Sarıkamış, 7.8
in Palandöken and 7.2 in Ergan. Based on another study targeting only winter tourists’
satisfaction, levels fall to 2.5 for Erzincan, 3 for Kars and 3.3 for Erzurum based on a scale
of 5. Thus; although accommodation facilities are able to satisfy the general tourists visiting
the region, they are less able to satisfy winter tourism. This situation calls for further
analysis on the specific needs and expectations of winter tourists in order to adopt the
lodging product accordingly. Fortunately positive experience with the overall product 9 is able
to create an intention to return to the WTC destinations. Loyalty to the destinations was
found 95% for Sarıkamış (Caliskan, 2014) and 80% for Palandöken (Türkeri, 2014: 78).
A high satisfaction level also results in a higher level of positive “word of mouth”, one of the
most credible communication tools for the destination in creating incremental demand. In
fact, as mentioned in the VCA, the focus group and interview results also reflect that there is
an active interest from tourism industry representatives as well as inhabitants, local
governments and the NGOs towards prompting such potential.
The efforts of the public stakeholders to enhance the ski product and significant
commitment in the new product development process, should be supported by a better
market strategy and an effective brand management, aimed to create brand awareness for
the potential consumer. Taking into consideration the “meta-management functions”, as
highlighted in the processes strategy analysis, the central role lead by the public
stakeholders in investing on the physical infrastructure and resources triggered other
entrepreneurs. However there are still some actions required for a more effective use of
these resources. For example a DMO should be created in order to manage and coordinate
the processes in the destination, to promote better utilization (primary processes) and to
enhance competence (support processes).
Among the functions of the DMO, the “social responsibility”, should be at the centre of the
general strategy. The socioeconomic and environmental sustainability of tourism
development should be the major aim. This is particularly important for destinations in WTC
where tourism culture is yet to be understood by locals. Unfortunately the environmental,
social and economic impacts of tourism development in the region have so far been
neglected in the absence of a meta-management organization. The projects are usually
focused on revenues, profits and monetary benefits. The involvement of locals in tourism
industry and decision making is crucial in order to sustain tourism development in a
destination.
Fortunately sustainability issues and providing employment opportunities for locals are
mentioned in national (e.g. Tourism Strategy 2023) and regional policy documents (e.g.
Northeast Anatolia Innovation Based Regional Tourism Strategy). Involving locals in tourism
development would reduce the risk of potential conflict between hosts and tourism industry.
Thus the DMO should invest in the tourism culture development, identify possible areas of
9

During the workshop in Sarıkamış, the stakeholders pointed out that, during the pre-arrival phase, the tourist
expectations are so low that, after the actual experience, the satisfaction is even higher.
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conflict and take measures to prevent them by educating both tourists and locals. Local
support for tourism can also be enhanced by communicating direct and indirect benefits of
tourism, in terms of new job opportunities, development on infrastructure, social capital,
events, physical facilities and improved revenues for local entrepreneurs.
Finally, “contingency factors” should also be considered especially with reference to macro
environment. Political incidents and immigration issues, particularly the situation in Middle
East, are likely to influence demand. Turkish tourism, experiencing continuous crises
(Yarcan, 2007), has successfully survived various past events and continued to grow. Yet
managing such crises centrally with a proactive plan is likely to minimize the negative
impacts10. This further implies the significance of a regional DMO as a meta-management
agency.

10

According to the World Travel and Tourism Council, arrivals recover back to normal in about 13 months (Source:
www.webitmag.it, 30/06/2016 Attentati e turismo: dall’11 settembre a Istanbul, come risponde il mercato).
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Table 9: Destination Outcomes

Source: Authors’ elaboration

Relevance of the WTC Processes
The processes analysis highlights various processes in the destinations as displayed on Table
10. The most significant activities in the WTC are demonstrated in the primary processes,
particularly within public activities that laid the foundation for the ski product development,
followed by the private process of the accommodation, while less attention is given to the
support processes. Some of these processes (e.g. research) require attention of a central
body (e.g. DMO) to plan, implement, coordinate and control as they cannot be realized by
stakeholders individually. Besides the need for a coordinating body, a majority of these
processes need large capital investments that might not be handled by SMEs in the
destination.
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Table 10: Status of Primary and Support Processes at the WTC Destinations
PROCESSES

Erzincan

Erzurum

Kars

Increasing
Low
High

Increasing
Low
High

Increasing
Low
High

Low
Low

Medium
Low

Increasing
Low

Low

Medium

Low

Increasing
Low

Increasing
Medium

Increasing
Low

Low
Low

Low
Medium

Low
Low

Low
Low
Low

Low
Low
Low

Low
Low
Low

Low
Low

Low
Low

Low
Low

Medium
Medium
Low

Medium
Medium
Low

Medium
Medium
Low

PRIMARY PROCESSES
1
Public activity
1.1 Access roads
1.2 Internal practicability
1.3 Tourist facilities
2
Private activity
2.1 Accommodation
2.2 Commercial activities
2.3 Mountain railways (railbus project is expected to
turn Erzurum into a railway hub that would serve
both Kars and Erzincan)
3
New product development
3.1 Packages
3.2 Events
4
Promotional strategy
4.1 Strategic marketing
4.2 Operative marketing
SUPPORT PROCESSES
5
5.1
5.2
5.3
6
6.1
6.2
7
7.1
7.2
7.3

Internal marketing
Breadth of content
Number of subject involved
Continuity of communication
Education & Training
Entrepreneurs – managers
Employees
Research
Competitive analyses
Ad hoc research
Observatories

Hence, another challenge for the WTC is to create a system, with shared goals, collective
decision making on two main levels of processes: the primary processes - to sustain the
product development, its communication, promotion and commercialisation; and the support
processes - to create a communication network between the local firms, to spread tourism
knowledge by encouraging continuous improvement and to support strategy formulation and
decision making through research and analysis of market data.
Both categories of process should be carried out at the same time and in a synergistic
manner, with special attention to the support processes as they “make the glue, develop the
skills and create tension” (Sainaghi, 2006).
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Fig. 10: Destination Management Model (Authors’ elaboration)
Fig. 10 demonstrates the relevance of the primary processes, the key role played by the
public stakeholders and consequently, the positive effects on private processes. These
interactions and links also represent the starting point to shape the WTC governance
framework and they will be presented in the following section.
Conclusion and Recommendations for a Governance Framework
1. Local uniqueness and resources valorisation: the importance of centralized investments
Although their efficiency can be debated, the role of public investments in development of
winter tourism in WTC cannot be ignored. The government not only invested heavily on
winter sports infrastructure but also provided various incentives for private investors in the
region through various administrative structures (e.g. SERKA, KOSGEB). Yet the success in
physical facility investments are not matched with adequate marketing, branding and social
capital enhancement. There are still various barriers to overcome, considering transportation
to/from WTC, new product development, local involvement and alignment of individual
efforts on destination development.
2. To plan a DMO: the managerial vision
Most challenges undermining a healthy destination development can be solved by an
effective DMO representing the region and stakeholders. Problems associated with
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coordination, economies of scale, dependency and sustainability can be better coped at a
central level organization that unites the power of individual stakeholders in the WTC. Thus
an organization with a meta-management role should be defined. The most successful ski
resort DMOs are described below:
- The DMO is no longer an institution but a synergetic combination of tasks, commissioned
by the private and public actors. Hence, it can fulfill selected tasks, with clear goals and
targets (Beritelli et al. 2014).
- DMO has a “managerial vision” oriented to results and outcomes. Just as companies
operating in consumer markets, the structure is focused on efficiency and effectiveness.
- DMOs are managed by real professionals who are experts in what they do.
- DMO is dynamic and proactive. It follows the market trends and acts quickly to make use
of short-term advantages when necessary.
- DMO is innovative and constantly seeks to develop new products, packages and events
that would trigger demand.
- DMO also needs to have a long-term vision - some necessary investments require longer
payback periods
- DMO is independent and acts independently from political issues, evaluates political events
objectively and always aims the best action for overall destination.
- The functions, authority and responsibilities are clearly defined in the DMO and subject to
external audit.
- The leadership of the DMO is accepted by stakeholders in the destination.
- DMO is focused on the overall product rather than individual products.
- DMO also communicates with external bodies, lobbies for the destination and cooperates
with other DMOs and organizations.
Promoting the destination, aligning the activities and different public and private stakeholder
efforts, increasing arrivals, improving visitor experience and diversifying source markets all
fall into responsibility of the DMO.
3. From the geographic boundaries to a strategic business area: the definition of the WTC as
a destination
Destinations are no longer defined by geographical boundaries but by tourist experiences
activities and attractions they offer. Therefore; for a tourist the destination has a dynamic
meaning rather than referring to a territorial area11 (Beritelli, 2014). Hence WTC

11

Beritelli et al. (2014) give an innovative vision on the destination framework:
1. Destination areas comprise one or more spaces to which relevant numbers of visitors travel and where they
spend their time and money.
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destinations offering a unique winter tourism product should be able to act together leaving
their differences and political concerns aside. Such a collaboration might create economies
of scale, more financial resources, and increase in overall attractiveness of all three
destinations with different resources and strengths. For instance, if in Erzurum there is
already an existing ski jump, it will be not necessary to invest in a new one in the two other
provinces, while investing in other tourist facilities would be possible. In this way, the
general offer could be enriched and complementary, and the investment much more
focused. The central DMO on the other hand should be representative of all WTC provinces
protecting the interests of all micro destinations in an objective, fair and just way. Such
assurance would reduce the reluctance of actors in different WTC regions. This DMO/DMC
model, also characterized by community-based democratic decision making, is successfully
implemented in various resorts, including European Alps, (Clydesdale, 2007), while a
continuum from the community based model to corporate model is observed between the
Alps and the North American (e.g. Vail) and the Nordic (e.g. SkiStar) winter sports
destinations (Flagestad and Hope, 2001).

2. Visited attractions, executed activities, and lived experiences by those tourists are identifiable as approximate
business areas, each one consisting of specific traveller segments, with similar motivations and similar activities.
3. The business areas are localizable, e.g. on map (strategic business areas), delimited in time and are of strategic
importance for the destination.
4. Behind these business areas, there is a system of enterprises and organizations (private and public) that
collaborate and create value for the visitors.
5. Consequently, DMO can create additional value for the destination if i) they recognize which business is relevant
for the present and the future and ii) they can support or foster the business areas in need or in development. They
can do that by iii) building specifically financed competencies for the current strategic need of the concerned area
and iiii) adapting their competencies to the changing needs of the business areas.
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