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Review of Program for Development of Mountain Tourism in Montenegro 

The following is a brief assessment of the Program for Development of Mountain Tourism in Montenegro, prepared by the International Institute for Tourism, Ljubljana and presented to the Tourism Ministry in March 2005.  This report defines its goals as five-fold:

· To define the strategic directions for the development of mountain tourism 

· To define the primary and secondary tourist destinations

· To define the tourism market and segments

· To assess the scope of capacities and structure of tourist programs in the destinations

· To assess the revenues from the future development of mountain tourism [p. 6-7]

The study, undertaken by Slovenian experts at the request of the Tourism Ministry, describes its terms of reference as preparing a Master Plan for the development of mountain tourism in Montenegro until 2010 and 2020. It says this study is to complement the 2002 Master Plan for the development of coastal tourism, prepared in 2002 by the German consulting company DEG. 

Broadly stated, the study recommends an upgrading and expansion of ski facilities in 3 major and 6 minor areas destinations in northern and central Montenegro. Like the Master Plan for coastal development, this study projects targeting a relatively low-end, high volume mass tourism market. The emphasis is on quantity – dramatically and probably unrealistically high increases in tourism numbers -- rather than more modest growth of higher quality infrastructure and broader tourism offerings for a more upscale tourism clientele. While lip service is given to a range of tourism activities – from hiking to golf – and to summer as well as winter tourism, the concrete recommendations center around downhill skiing, including within the Durmitor national park, a UNESCO world heritage site. As such, it either ignores or contradicts key elements of Montenegro’s strategy for sustainable tourism development. Throughout the 

document, the 2002 Master Plan is referenced, while other seminal tourism documents, most importantly the Strategic Framework for Development of Sustainable Tourism in Northern & Central Montenegro.  Regrettably, the Program for Development marks a step in the wrong direction, away from Montenegro’s admirable and sensible strategy for sustainable tourism development in the northern and central regions.

Below are some of the main concerns:

1. Overall, the Program for Development is not in compliance with Strategic Framework for Development of Sustainable Tourism in Northern & Central Montenegro, adopted by government in September 2004

In an opening section, the Program for Development of Mountain Tourism discusses briefly “the concept of the ecological state of Montenegro and sustainable development” (p. 12-13). It states: 

“The concept of development of sustainable tourism in Montenegro is presented in the Strategic framework for the development of sustainable tourism in the northern and central parts of Montenegro. The concept of development of sustainable tourism in this region is the only possible model of development of tourism in Montenegro, and we used it as a basis of our deliberations, solutions and the vision of development of mountain tourism.” (p. 13) 

Unfortunately, this appears to be the study’s only reference to the Strategic Framework and this important document, which was officially adopted by the government in September 2004, is not even listed in the Bibliography at the end of the report (pp. 180-182). Instead, this study builds mainly upon the Master Plan for coastal tourism and the “Strategy for Development of Tourism in Montenegro until 2010” which gives a partial analysis of mountain tourism in just two centers, Bjelasica and Durmitor. Neither of these documents contains a clear analysis of sustainable tourism or how Montenegro could adopt this strategy in its mountain regions. While the Program for Development states that sustainable tourism includes “economic efficiency, social equity and environmental sustainability” (p. 13), the emphasis is again and again on projected economic benefits. At one point, for instance, the report states that “rigid and excessive 

environment protection does not influence positively development of economy and welfare of population,” adding that “the [natural] resources should be valued in economic terms” (p. 132). While the report views Durmitor national park as an economic asset, one that can bring in (a slightly) higher end tourism, it fails to discuss any special considerations needed to protect this world heritage site.

The Program for Development makes no clear distinction between mainstream tourism and sustainable tourism. In contrast, the Strategic Framework clear spells out “the core ideologies of mainstream and sustainable tourism” (p. 57) that are “easily distinguishable, offering a clear choice” (p. 57).  The Strategic Framework states that mainstream tourism is “predominantly pre-packaged by and sold through large integrated travel and tour wholesalers in the markets from which the tourists originate” and the “infrastructure typically grows at a speculative pace to accommodate projected rapid growth in visitation, putting pressure on the social fabric and ecosystems…” (p. 56). The result is that most tourism profits are “leaked out” of the destination and there is “tourism infrastructure ‘sprawl’ that scars the environment” (p. 56). In contrast, the Strategic Framework draws on the example of Costa Rica in describing sustainable tourism as based on tour operators who offer more specialized tourism: “relaxing nature and soft adventure… marketed to high income, well educated and respectful tourists” (p. 57). The result is less leakage of tourism dollars from the destination, less environmental and cultural damage, more diverse, higher quality tourism products, and fewer but higher income tourists. In the Montenegrin context, the Strategic Framework states, this would include hotels that offer high quality service and reflect Montenegrin cultural standards, restaurants that feature traditions and local ingredients, tour operators that highlight cultural, historical and natural wonders, architecture that reflects Montenegro’s historical influence, and education and training that reflects both the standardized international star system and “delivers a sense of what it means to be Montenegrin” (pp. 36-37).  In contrast, the Program for Development  fails to discuss any of these important topics and, as elaborated below, clearly promotes a strategy for expanding Montenegro’s historic reliance on low-end, mainstream tourism.

While the Strategic Framework draws heavily on the example of Costa Rica, the country the government has chosen to study as a model for sustainable tourism development, the Program for Development refers only to Slovenia as a model 

for ski tourism development. More fundamentally, the Program for Development fails to adopt or recommend any of the strategies proposed in the Strategic Framework  These include:

· “[E]cotourism represents a good centerpiece for a destination’s strategy because of the image that comes with it. It will be the central goal of Montenegro’s North and central regions to develop this market.”  [p. 35]  In contrast, the Program for Development describes ecotourism as a  ‘niche’ market (p. 13) of “small groups with special interests” and beach tourists who opt for a one-day visit to “natural reservations.” This is a reductionist view of ecotourism which sees it not as a philosophy but as a functional economic tool that offers  “the possibilities to finance the protected zones” in northern and central Montenegro (p. 15).

· Certification is important to both ensure that the private sector provides high quality service and that the government institutionalizes the sustainable tourism development concept (p. 36). In contrast, the Program for Development makes no mention at all of certification, either for Durmitor national park (through, for instance, the Pan Parks program) or for its ski resort areas through one of several voluntary certification initiatives. 

· Poverty concerns must be integrated into the sustainable tourism strategy because the northern region is the least populated and poorest in the country. The Strategic Framework lists a number of “pro-poor” interventions that can help alleviate poverty. These include support for small and micro enterprises, rural tourism, joint ventures between communities and private operators, community participation in planning processes, and tourism improvements with clear potential benefits for the poor (including improved working conditions, training, and greening of the industry) (p. 40). The Program for Development, with its focus on revamping and expanding transportation, accommodations and ski resorts, is largely silent on how its tourism strategy would address poverty, other than through creation of more jobs. 

Interestingly, the Strategic Framework warns that there will be a temptation for Montenegro to adopt a mainstream tourism strategy similar to that contained in the Program for Development. The Framework states that in recent history Montenegro has pursued a “mass-market strategy” of providing 

inexpensive recreation to locals and tourists from neighboring states that focuses “more on quantity than quality (building better, diversified tourism product)… [This] has not allowed Montenegro to fully capitalize on its natural resources, cultural and historical heritage and has led to attraction of lower end clientele.”   Rather prophetically, the Strategic Framework adds, “There is ever-growing pressure on the government, with limited alternative options for gaining foreign currency currently, to exploit Montenegro’s tourism resources as quickly as possible. But if expending the season is accomplished by reinforcing the image of Montenegro as a low-end destination, then this objective will be self-defeating in the longer run” (p. 35). 

2. The Program for Development’s strategy seeks to expand mainstream tourism, not to attract high-end market

In its section on “Strategic Goals”, the Program for Development ambitiously projects that tourist nights spent in mountain destinations will increase 8.6 times between now and 2010 and 26 times between now and 2020, that tourist beds in these areas will increase 3 fold and 10 fold by 2010 and 2020 respectively, and that revenues will grow nearly 15 fold and over 40 fold by 2010 and 2020 (p. 27). These increases are to be realized by growing the “foreign market” to “over 75% of the total tourism in the mountain tourist destinations and centers” (p. 27). In the report’s Market Analysis (pp. 118 – 125), the study looks at numbers of outbound travelers from various European countries and concludes that “the most interesting tourist markets for Montenegrin mountain centers” are France, Benelux countries, Scandinavia, and Greece and Turkey, in addition to Russia and various former Soviet bloc countries in eastern Europe (p. 120). 

These numbers are probably far too ambitious, given that they presuppose that Montenegro can rapidly upgrade and expand its transportation and accommodations facilities in the northern and central regions within the next 3 to 5 years, and then undertake a large-scale upgrade and expansion of its ski resorts. In examining these numbers closely, it becomes clear that the emphasis is on quantity and not quality: the money spent per tourist per night on all expenditures is projected to increase from a mere Euro 28 currently to a modest Euro 47.2 in 2010 and decrease to Euro 44 in 2020. The report states 

that revenue from mountain tourism will initially jump higher than for the country as a whole because of higher consumption, higher quality accommodations and programs, more diversified products, higher level of use of facilities (summer & winter) in the northern and central regions (p. 144). Even though these rates mark almost a two-fold jump over the present, they are low by international standards. As the Program for Development states, the average European spends between Euros. 143 and Euro. 200 a day on vacation (p. 119).

In the report, only Durmitor, given its “market position” as a UNESCO-designated national park and the Tara River, is aiming for “the more expensive and high-quality tourism” (p. 147). But even here the range in spending per night is expected to average only Euro 55 and to range between Euro 22 and Euro 70 per night. This is still inexpensive by international standards. Elsewhere in Europe, one day lift passes alone range from Euro 37 in Switzerland to Euro 19 in Italy; in Slovenia they average Euro 21 per day (http://bluebookski.com/bluebook9/Bluebook.htm). If the Program for Development’s strategy is adopted, Montenegro will continue to be viewed as an inexpensive, mass tourism destination, even in its mountain zones. 
In contrast, the Strategic Framework offers another vision, based on sustainability principles. It states, “All agreed on the concept of upgrading services in order to bring wealthier tourists from Western Europe, and eventually from North America.” The Strategic Framework states, “[B]ased on raw material the potential for high quality nature and culture tourism in Montenegro is high...[T]here is a market for this product, but only if certain conditions prevail.” (p. 36).

The evidence bears out this assertion. For instance, the 2004 World Travel and Tourism Council (WTTC) report, Montenegro: The Impact of Travel & Tourism on Jobs and the Economy states that “for such a small country, Montenegro boasts an unparalleled richness and diversity of heritage and natural attractions. This augers well for its future success as a sustainable tourism destination since, with careful planning, it should be able to meet the increasingly demanding aspirations of new tourists looking for different experiences and more active holidays” (p. 18).

In a press release about this report, the WTTC urged the government to “encourage greater market and product diversification in order to reduce seasonality and to avoid over-dependence on mass-tourism.” And the report itself states further, “Few doubt Montenegro’s potential to re-establish itself as an upmarket tourism destination for the discerning leisure traveler in search of more than just sun and beach.” (p. 17). 

Indeed, the World Tourism Organization has found that sun and sand resort tourism has now “matured as a market” and its growth is projected to remain flat. In contrast, “experiential” tourism – which encompasses ecotourism, nature, heritage, cultural, rural, and soft adventure tourism—are expected to grow most quickly between 2000 - 2020  (WTO, “Global Forescaste and Profiles of Market Segments, Vol. 7, Tourism 2020 Vision, 2001). In 2004, the WTO reported that ecotourism and nature tourism were growing three times faster than mass tourism. 

What these statistics indicate is that there is a strong and growing consumer demand for higher quality, culturally and environmentally sensitive tourism. The International Ecotourism Society has recently completed an analysis of dozens of consumer demand surveys done in Europe and North America since 2000. Zoe Chafe, “Consumer Demand and Operator Support for Socially and Environmentally Responsible Tourism,” www.ecotourismcesd.org) These survey show a significant demand for sustainable tourism. Among the findings are: 

· In Germany, tourists say that environmental quality is “very high on the list of holiday essentials.” (TUI, 2002)

· In Italy, 94% of tourists support environmental protection measures for hotels. (ANPA, 2000)

· In Britain, a majority of tourists say they want “a more ethical industry” and they are “willing to pay more for it.” (Tearfund, 2000)

· In the US, over 75% say they feel their visits should not damage the environment, and 38% say they are willing to pay more to protect the environment. A majority also say they want to learn about customs, geography and culture while on holiday (TIA, 2002).

Recent statistics from Ecotrans in Germany show a similarly strong demand for sustainable and eco- tourism:

· 20% - 30% of travelers are aware of the needs and values of sustainable tourism

· 10% - 20% say they look for ‘green’ options with they travel

· 5% - 10% say they demand ‘green’ holidays, that won’t travel unless they believe that the companies they are using practice sustainable tourism.

Ecotrans concludes that the existing market for ecotourism and sustainable tourism is about 10% and that it could grow to 30% of the entire tourism market. (Ecotrans, 2004).

Further, Ecotrans presents the following profile of European tourists who are seeking ecotourism and sustainable tourism. They are opinion leaders who ask and tell their friends and colleagues about their holiday travels and who chose their holidays based on word of mouth referrals. They are experienced travelers who are more independent and don’t like large pre-packaged tours. They are more highly educated and wealthier than the average traveler, and they are middle age to elderly. (Ecotrans, 2004) Therefore, those seeking sustainable tourism represent a strong and influential segment of the traveling public. Rather than outlining a strategy for seeking to attract tourists interested in sustainable tourism, the Program for Development is targeting younger, less affluent tourists mainly from Montenegro’s traditional markets who will come on prepaid package holidays that are slated to bring in modest revenues of about Euro 45 – 55 ($58 - $71) per day. 

3. The Program for Development fails to provide sufficient environmental protection for Durmitor national park 

Durmitor national park has been designated by UNESCO as a world heritage site. It is already one of the most popular ski regions in Montenegro, and the Program for Development proposes greatly expanding its use, with 8 ski lifts plans for Zubljak, most of them inside the borders of the national park. There is no discussion in the report about the need to protect the park’s unique environment. In fact, the report depicts the UNESCO status as an economic 

asset that can attract more tourists, rather than as an international obligation the Montenegrin government bears to protect Durmitor as a world heritage site. 

According to UNESCO’s World Heritage Convention, adopted in 1972, “Each State Party to this Convention recognizes that the duty of ensuring the identification, protection, conservation, presentation and transmission to future generations of the cultural and natural heritage…situated on its territory, belongs primarily to that State. It will do all it can to this end, to the utmost of its own resources and, where appropriate, with any international assistance and co-operation, in particular, financial, artistic, scientific and technical, which it may be able to obtain.” The Convention states further that “Each State Party to this Convention undertakes not to take any deliberate measures which might damage directly or indirectly the cultural and natural heritage…” (http://whc.unesco.org/pg.cfm?cid=175)

The level of infrastructure construction and many-fold increase in tourist numbers proposed in the Program for Development also ignores the internationally accepted standards for managing a national park. According to the IUCN, national parks should be “managed mainly for ecosystem conservation and recreation.”  Specifically it states that national parks are natural areas that should be managed so as to:

(a) protect the ecological integrity of one or more ecosystems for present and future generations,

(b) exclude exploitation or occupation inimical to the purposes of designation of the area,   

(c) provide a foundation for spiritual, scientific, educational, recreational and visitor opportunities, all of which must be environmentally and culturally compatible. (http://www.unep-wcmc.org/index.html?http://www.unep-wcmc.org/protected_areas/categories/~main)

The Program for Development report fails to address how these management standards will be met, and the large scale development proposed appears likely to run counter to accepted international standards of park management. Instead, it would be appropriate to recommend that Durmitor undergo a certification process through Pan Parks, a rigorous European-based certification program 

supported by World Wildlife Fund that works with both parks officials and the surrounding “gate-way” communities to develop standards for sustainably managing tourism.
4. The Program for Development ignores current best practices in ski resort development

While the Program for Development mentions the need for a diverse range of tourism products and the development of summer tourism, the emphasis is on winter skiing through the upgrading of existing and building of new facilitates in 3 major and 6 minor locations. As the report states, “The future development of the mountain centers will be significantly contributed by the development of the modern skiing facilities, with the development of Bjelasica and Durmitor at first, while the development in the other centers will be slower in order to avoid mutual competition in the small market.” (p. 178). It outlines two periods of development: until 2008 during which transportation and infrastructure problems will be improved and after 2008 when development of new ski lifts and accommodations can be undertaken. 

The report’s projection of large scale investment and development fails to answer a number of  issues that are being raised in Europe and North America about ski resort development. While the UN’s International Year of the Mountain in 2002 served to raise discussions about mountain tourism, including skiing, critical discussions of ski resort development date back a decade or more. For instance, in 1995, the International Council for the Protection of the Pyrenees adopted a Charter which states, “New ski areas should be allowed only in ecologically poor areas, on the perimeters of existing facilities.” The Charter adds, “Impact studies and protective measures should be carried out for all new developments, and the national recommendations for such sites should be followed. There should be relandscaping in all ski stations. Rather than increase the number of developments, it would be better to improve existing services” (http://www.mtnforum.org/resources/library/ciapp95a.htm).  

There are a range of issues which it would be prudent for Montenegro to address before embarking on the ski resort development model outlined in the study. The impacts of downhill ski recreation on both pristine mountains and small mountain towns can be enormous. Among the factors that should be considered are:

· MARKET: Current trends in the skiing industry, which show declining growth in the numbers of downhill skiers in the United States and more competition between expanding ski areas. In 2001, Newsweek Magazine featured the number of beginning ski packages being offered at BELOW cost to try to attract new tourists to the sport. 

· HAZARDS: Possible erosion or avalanche danger from development of the targeted slopes, including heavy equipment, clear- cutting, pylon installation, transport systems, lodging facilities, etc. 

· SNOW CONDITIONS: The reliable snow quantity and quality, and the duration of snow cover. Steepness and suitability of targeted slopes. 

· POWER and WATER: Snow-making machines consume large amounts of water and energy. Water removal from local streams may degrade fisheries, wildlife and ecosystems that depend on this supply. 

· DISTRIBUTION of JOBS and BENEFITS: What proportion of profits would remain in the community vs. outside corporations and entrepreneurs? How many skilled jobs and what level of training would be reserved for local inhabitants? 

· IMPACT ON SUMMER TOURISM: The French Institute of Environment has just issued a report on tourism indicators which lists urbanization and deforestation of mountain ski towns as a major factor in significant REDUCTION of summer tourism to these towns. 

· GLOBAL WARMING: Global warming has had tremendous negative effects already on ski areas in the Alps, Pyrenees, and Andes mountains, where glaciers are receding and snowline has moved upward, and some lifts are now below winter snowline! (http://www.mtnforum.org/emaildiscuss/namer/02080178.htm)

Where these and other critical issues have not been addressed before downhill ski resorts are development, the results can be disastrous. (Kamelia Georgieva is sending details on a Bulgarian national park where the overdevelopment of skiing has been disastrous.) There are, fortunately, positive examples of ski resorts that have developed strong environmental and social policies and practices. For 

instance, Parks Canada has developed Guidelines for the development and operation of ski areas in Banff and Jasper National Parks. The Jasper Guidelines include the following principles for sound ski area management: 

· No new ski areas will be permitted in national parks. However, existing ski areas are the cornerstone of winter tourism in the mountain parks and will be allowed to continue; 

· Long range plans and associated development projects must be of sufficient detail to permit cumulative impact assessment; 

· Operating practices of the highest environmental standards and quality will be developed and integrated by the ski operators; 

· Until new long range plans are in place, new development will only be considered if it is outlined in the current approved plan; and 
· Detailed ski area guidelines currently being developed will guide ski area management. (http://www.pc.gc.ca/docs/v-g/jasper/plan/plan5-57_e.asp)

In the United States, Aspen Ski Company in Colorado has voluntarily developed what is widely viewed as an exemplary Environmental Policy. It states that the company will promote and invest in:

· Greenhouse gas reductions and support for government polices that address climate change

· Renewable energy procurement and energy efficiency

· Sustainable deign and construction

· Water conservation

· Habitat conservation, wildlife protection and weed management

· Resource efficient transportation

· Solid and hazardous waste reduction

· Community activism and environmental education

· Green product purchases from suppliers 

Aspen has been certified in several aspects, including becoming the first American ski resort to achieve  ISO 14001 third-party certification. It has also received the prestigious LEED Green Building certification(http://www.aspensnowmass.com/environment/?isSummer=1). 

Clearing skiing is a central part of the tourism offering in Montenegro’s mountain regions. But before the large scale renovation and expansion outlined in the Program for Development it is vitally important that Montenegro carefully assess the market and examine examples of both good and bad ski resort development. It would seem prudent to begin with upgrading existing ski areas, rather than undertaking any new developments, especially with protected areas. 

In conclusion, the Montenegrin government, through its 1992 constitutional commitment to become an “ecological state”, its 2002 reaffirmation of this commitment at the World Summit for Sustainable Development, and the adoption of the Strategic Framework,  has successfully distinguished itself t from elsewhere in eastern Europe. Montenegro has the further advantage of strong international backing for its sustainable tourism strategy, as well as considerable local support. As the WTTC study states, “The country is in many ways fortunate in that there appears to be no shortage of international aid agencies, or non-governmental organizations (NGOs), willing and eager to provide technical advice and support for the country’s Travel &Tourism industry, as well as for economic and social development generally…” (p. 37). Montenegro’s reputation as a proponent of sustainable development, including sustainable tourism, has been growing. What is needed is to demonstrate this commitment through concrete product planning and implementation. Unfortunately, the Program for Development is based on an outmoded vision of mass tourism, one that does not fit the government’s stated goals and commitments, the realities of the international tourism market, or current best practices in mountain tourism. 
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