To get started in the process, start wherever you and other
stakeholders who might be involved in or affected by the tourism
planning process currently are at. The process can be started with
whatever assets you have control of now, a club, a department of an
agency, an organization or other entity.

One of the main components of any planning process is education.
Stakeholders who are affected by the planning process will need some
education concerning the purposes, processes and products of this
tourism planning process. If these stakeholders are important for the
formulation or implementation of the strategies, they will have to be
educated as to the formulation of the strategy and sold on the
implementation of the implementation of the strategy if you expect
stakeholders to support the implementation of the strategy. Education
is necessary to bring stakeholders along so that they can be
effective supporters and implementers of the strategy.

Compelling reasons must be evident to drive the planning process.
With out strong and compelling factors to act, the process is not
likely to be worth the effort or reach a satisfactory conclusion.

Central to the process is good leadership, for which there is no
substitute. The concepts, procedures and tools that comprise the
planning process cannot make decisions by themselves. These entities
can offer the decision maker support for decisions but cannot
actually make quality decisions, nor can they inspire and mobilize
others to perform difficult and tedious tasks on the behalf of an
organization or the community. Only leaders, concerned and committed
people can get others concerned and committed enough to sacrifice
their time and act.

A broad based collective leadership spread throughout the
organization is necessary to ensure that the organization fulfills
its mission and mandates and meets the expectations of key
stakeholders.

Three important leadership roles are critical for success; the
sponsor, the champion and the facilitator. Unless there is
sponsorship of the process by important and powerful leaders and
decision makers there is a good chance the process will fail. These
people are necessary to resource the process with money, political
support and technical support or "money, muscle and magic". This is
especially true if any changes in the organization or regulations are
required to make the process work.

The champion should be a successful leader with a proven track record
in change and development. The champion should be perceived as
possessing wisdom and have a favorable and high media presence so
that they will attract supporters to the cause. This person should
believe in the process and see their role as promoting effective
thinking, deciding and acting on the part of key decision makers.

The facilitator should lead the participants through the process
regardless of issues that arise. The facilitator provides focus for
the process and prevents the process from getting sidetracked or
completely derailed by issues that arise. The facilitator keeps the
end state of the process in the view of the stakeholders.

The process can be tailored to the unique situation of the
organization or community. Viable stratigies and plans need to be
politically acceptable, technically feasible and legally and
ethically justifiable – a severe test, given the many stakeholders
who are likely to be involved or effected.

Fundamental to the process is having key decision makers talk to one
another about what is truly important for the organization or
community as a whole. The process can provide, on occasions, settings
and justification for key decision makers to come together and think
and act strategically on behalf of the organization.

The resource most needed to undertake the planning process is not
money, but the attention and commitment of key decision makers. The
planning process need not be expensive in dollar terms but it can
consume a more valuable commodity, time, the attention and commitment
of key decision makers. Given the difficulties of getting key
decisions makers attention an effective planning processes must be
simple and quick. Key people must come together at the right time
with the right information in order to discuss what is important and
do something effective about it.

The biggest payoffs from the process may come in the form of
epiphanies or the Ah-ha factor. Surprising insights may occur as the
participants proceed through the process, as `chance favors the
prepared mind'

The process may require outside facilitators or consultants if expert
advice is required or an impass is reached. When the going gets
tough, the facilitator may have to remind the group of some of the
following benefits of the process.
The process builds teamwork and expertise.
The process allows stakeholders to make decisions across
levels and functions
The process clarifies the future direction of the
organization or community
The process exercises maximum discretion in the areas under
organizational control
Make todays decisions in light of future consequences
Improve organizational performance
Develop a coherent and defensable basis for decision making
Establish priorities
Deal effectively with rapidly changing circumstances

The iniation of the process is the conduct of a knowledge audit
consisting of an internal and external inventory of data information
and knowledge (DIK). If the knowledge audit is avoided it is almost
certain that the organization or community will be in a reactive
rather than an anticipatory position. Important opportunities may be
lost.

This will take three steps

Step one
Identify key issues or trends that pose actual or potential threats
or opportunities

Step two
Preliminary analysis and interpretation of these issues and trends
into a series of preliminary vision statements and goals, hypothesis
for the process.

Step three
Collecting data and creating information that is useful to decision
making

The most cost effective way to undertake this process is if it is
undertaken by a group or network of decision makers who are willing
to devote time to the effort. The group or committee should be
coordinated by a lead person with outside consultants or facilitators
used as needed. This group should be clear that it's reason for
existence is

To provide information on emerging issues and trends
To develop networks and partnerships among committee members
and their organizations
To educate the participants about the data collection
function and about specific issues and trends
To provide useful data and information for the planning
process
This group should set specific times for meetings ie twice a month
for two hours, once a month for four hours, quarterly for a full day.
The commitment of a specific time and date is crutial for effective
work. In addition to the meeting time, threr must be a commitment to
spend time reading and preparing short one page reports on an online
form page.

Identifying Key Issues
Once the purposes, participants and time commitments are clarified,
the next step is carrying out major data collection

1 Select issues and trend categories (political, economic,
social, educational, and technical.
2 Identify appropriate sources (professional journals,
newsletters, studies, conference proceedings, multi media and key
informants)
3 Ask key questions like: Is the issue or trend new? Does it
come from a surprising source, does it contradict prevailing wisdom,
is there a pattern to the issue or trend
4 Use a record keeping system, files and a computerized key
word system

Select members of the committee to gather data on one or more of the
trend categories from the identified data sources. Using this data
answer the key questions and prepare a short report to be published
online. This report will be tagged with the key words to the filing
system.

These reports will generate a basis for the purpose and need
statement or hypothesis. This hypothesis is the framing for the
process and the starting point for the Knowledge Audit.

The Knowledge Audit (define here)

The Knowledge Audit (KA) serves to help the organization to determine
if it "knows what it knows" and "knows what it doesn't know" about
it's existing knowledge state. The KA also helps to unearth what it
should better know to leverage knowledge for business and competitive
advantage.

This enlightenment sets the agenda for the next stages of the OODA
loop; orientation, decision and action. The knowledge goes beyond the
basic inventory of the DIK, it is an examination of the DIK that is
contained, needed, available, missing and applied.

A typical KA will look at
What is the organizations DIK
What DIK assets or resources does it have and where are they
stored
What gaps are there in the DIK
What blockages are there to the flow of DIK ie gatekeepers
A KA may reveal:
A glut of information or lack of information
A lack of awareness of certain DIK resources existing
elsewhere in the network
An inability of the group to keep abreast of the relevant DIK
A significant "reinventing of the wheel", waste of resources
or time
Common use of out of date information or the use of "urban
myths" as a creatable source of information.
Not knowing where to go for expertise in a specific area

The KA group should attempt to identify:
People who know the contents of knowledge repositories like
databases or librearie
People who have received constant feedback from tourism clients
People with first hand information of the products, innovations and
adaptation of the competitions products
People with understandings of rules of thumbs and shortcuts

For the KA, the group must look at and map the flows constrictions
stoppages sources of DIK. Look for opportunities and assess form and
nature, relevance, usefulness, costs, timeliness and accuracy of the
data collected. Pay attention to the context the transformations and
assumptions along thr way.

Objectives of the KA

To give a high level view of the extent, nature and structure of DIK
in the tourism tradewithin and without the study area
To provide meaningful hard data input to the process
To identify the relevant knowledge repositioris open to the
organization
To provide a statement of the qualitative characteristics of DIK
within a particular repository
To provide scientific estimates for the quantitive characteristics of
the chunks of information within a particular information repository.

Steps in the KA

1. Identify what knowledge currently exists in the targeted area
Determine existing and potential sources flows and
constraints of DIK in the study area, including information
ecology factors that could influence the study area
Identify explicit and tacit knowledge within the study area
Build a knowledge map of the taxonomy and flow of DIK in the
organization within the study area. The knowledge map relates to
topics, people, documents, ideas, links to external resources in
respective densities in ways that allow individuals to find
knowledge they need quickly
2. Identify what knowledge is missing in the study area
Perform gap analysis to determine what DIK is missing to
achieve the business goals
Determine who needs the missing knowledge
3 provide recommendations from the KA and recommendations for
the next OODA cycle

Some questions for the KA include

1 Concept
How does the group conceptualize the vision or end state of
the process. What are the working objectives and mission of the
group.
2. Tourism know how
How do you generate DIK
Describe the various methods used to codify DIK: e.g.
knowledge maps of who knows what, printed sources, experiential
data bases (repositories of tourist problems and actions)
Does the group codify DIK related to both successful and
failed experiences
What mechanisms exist to transfer knowledge form experts to
other people (training sessions, roundtables, mentoring, informal
talks)

Tourism workers
Are they focused on what they are good at
Are there training processes to enhance knowledge and skills
How is compensation linked with knowledge/skill level

IT/IS
Is IT used just to process data or also to manage knowledge
How are IS projects implemented in relation to Knowledge
management
How close is the group to being a networked and innovative
organization.
The KA report should contain the following

An executive summary highlighting the major findings of the
knowledge audit

A clear statement of reason for conducting the knowledge audit

A description of the knowledge audit process

An analysis of the accuracy and sensitivity of the findings

The conclusions, which should summarize the detailed findings
of the KA in an easily readable form and should relate to the
reasons why the audit was conducted

A block map a diagram displaying the various blocks of DIK
audited, their relationship to one another and the knowledge
repositories in which they reside.

A section containing block proformas the means used to record
information about the qualitative characteristicas of a block,
as well as to record the values of the quantative characteristics of
the block – in a knowledge audit there is normally one proforma
per page and one proforma per block

An index providing the page numbers of the various blocks and
corresponding repositories

A KA will add clarity and help organizations turn data into
information and information into knowledge so that stakeholders can
make decisions that drive their businesses forward in a responsible
manner.

The next stage is the Geographic Information Stem based inventory of
the subject area and its surroundings, the Tourism Community
Characteristics Inventory



