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Aims and objectives
Aims: The overall purposes of the academic paper are the following:

• To raise awareness not only of the facts, but also of the challenges 
that, nowadays, tourism destinations are facing in terms of 
controlling the influx of tourists.

• To present the diamond sustainable tourism development model as 
a theoretical framework to approach and manage those challenges.

Objectives: The objectives formulated to achieve the aims are the 
following:

• To introduce the current situation of some of the mature tourism 
destinations worldwide

• To compile a short list of the main causes of congestion in tourism 
destinations

• To gather a number of real cases of negative impacts of excessive 
tourism

• To explain the seven key elements that compound the DIAMOND 
MODEL
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Abstract

The paper presents the diamond sustainable tourism development model, a model that 
aims to provide objective criteria to help organizations to take the necessary decisions 
about controlling the number of visitors of a tourism destination or attraction in order 
to ensure an adequate development of the tourism activity that does not jeopardize the 
future of the tourism product itself.

This paper reviews academic literature on potential negative tourism impacts 
and examines several models used to address the problem of tourism congestion 
management. The study also argues that it is necessary to give a more specific 
consideration to a few key elements that should be born in mind: destination carrying 
capacity, resident community quality of life and tourist experience. 
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• To review academic research done by renowned authors related to 
each of the points stated above

Research methodology
The type of research used in this paper was the problem oriented 

research, in order to know the nature of the problem or situation 
needed to be solved.

In this case “problem” was understood not as a problem in its strict 
sense, but as a particular situation that implies a decision making 
dilemma.

To undertake the necessary research to write the paper, three 
perspectives of research methodology types were taken into 
consideration: the nature of the study, the purpose of the study and the 
research design of the study1.

According to the nature of the study, the type of research 
methodology used was the descriptive research, looking for the 
description of the state of affairs at the present time.

According to the purpose of the study, the type of research 
methodology used was the fundamental research, where several 
disciplines worked together to solve the problem and individual cases 
were researched without the aim to generalise. 

Finally, according to the research design, the type of research 
methodology chosen was the exploratory research, where the 
methodology was flexible, did not involve testing of hypotheses and 
did not attempt to offer final and conclusive answers.

Context
Tourism activity has a very positive impact on the development 

- in social and economic terms – of communities. Tourism helps the 
communities from all over the world to progress and it is currently one 
of the most important industries worldwide.

Today, the business volume of tourism equals or even surpasses 
that of oil exports, food products or automobiles. 

Tourism has become one of the major players in international 
commerce, and represents at the same time one of the main income 
sources for many developing countries. This global spread of tourism 
in industrialised and developed states has produced economic and 
employment benefits in many related sectors - from construction to 
agriculture or telecommunications.2

Figure 1 Why Tourism Matters.

Also in the developed countries tourism plays a significant role in 

the economy as provider of jobs and as contributor to the GDP as well 
as an important agent for improving the standard of living of the host 
community population.3

Tourism destinations experiment a process of development 
throughout the years, a process affected by many agents both 
endogenous and exogenous.

Figure 2 Evolution of a Tourist Area.

Once a tourism destination has reached a certain stage of 
development, different scenarios are open. Some destinations struggle 
to survive and grow, while others find success very easily. 

The development of tourism destinations faces different challenges, 
being among the most important ones the loose of competitiveness of 
the tourism destination as a result of bad management actions or due 
to a change of the demand’s motivations.

The relationship between supply and demand has been based 
largely on people’s perceptions, expectations, attitudes and values. 
The motivations for travel are very closely linked to the concept of 
image and status and they can change quite rapidly.4

As a result of his studies on the development of tourism destinations, 
Butler identifies a battleground between two very powerful forces, 
those of inertia and those of dynamism. The continuous and varying 
tension between these two agents affecting a destination´s process of 
development is what makes each destination unique.5

In further steps of development, some consolidated or mature 
destinations manage to reinvent themselves and continue to attract 
visitors, whereas others fail in doing so and consequently show 
symptoms of decline, and eventually they disappear as a tourism 
destination and need to reorient their economy to other activities.

The impact and consequences of tourism cannot be prevented, 
and, unfortunately, besides the positive impacts, the tourism activity 
might also cause negative impacts on the local community, on the 
environment and even on the tourism destination itself.

Therefore, the tourism activity needs to be planned and 
managed with the objective of minimizing these negative impacts 
and accentuating the positive impacts6 taking into account that, 
unfortunately, one characteristic of the impacts caused by the tourism 
activity is that they are multi-faceted, and therefore, difficult to plan 
for and manage.
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The impact made by tourism depends mainly in two factors: on the 
one hand the volume of tourists and on the other hand the profile of 
the tourist (length of stay, tourism activity, mode of transport, travel 
arrangement).

Economic impacts of tourism, according to literature review, seem 
to be positive, and more effective than other industries in generating 
employment and income, and furthermore, creating secondary rounds 
of economic activity.

On the contrary, the social impacts of tourism are – in many cases 
– perceived as negative: for instance, when the cultural distinctions 
between residents and tourists from more prosperous countries 
and regions are strongly marked, local culture and customs may be 
exploited to satisfy the visitor, sometimes at the expense of local pride 
and dignity. 

Figure 3 Key Social Impacts of Tourism Development.

In other cases, the so-called demonstration effect of prosperity 
amid poverty may create a desire among local people to work harder 
or to achieve higher levels of education in order to emulate the way 
of life of the tourists. 

And, eventually, when they fail to achieve it, a sense of frustration 
may provoke hostility against the tourist.

However, most of the socio-cultural negative impacts of tourism 
are related to the degree of intensity of tourism development. Findings 
from several studies7 show evidences of a direct relationship between 
tourism density and residents resentment towards tourism. 

In the present time, tourism destinations face a situation that has 
never occurred before: they become so popular that the tourists’ flows 
collapse certain territories in certain periods of time, and, as a result, 
congestion problems appear accompanied by a sense of worsening of 
the tourist experience and a rejection of the local population towards 
the visitors.

Figure 4 Key Social Impacts of Tourist-host Interaction.

These situations are caused by several reasons and are so new and 
unexpected that the governments and tourism administrations do not 
know yet very well how to react.

The question formulated in sight of this scenario is the following: 
are successful tourism destinations really destined to disappear or to 
lose competitiveness as a result of their own success, or is it possible 
to take some actions to fight this situation? 

Causes of congestion of tourism destinations 
and tourism sites

Congestion of tourism destination appears as a result of the 
confluence of several factors simultaneously. The following are the 
more significant factors:

1. Success in marketing campaigns: Tourism is a highly competitive 
industry in which destinations fight to attract an increasing number 
of visitors, and, moreover, with substitution among destinations 
being pervasive, competitive advantage requires the ability to 
effectively manage all components of the tourism system to 
ensure success is achieved.8 Consequently, one of the main causes 
of congestion is precisely the success of tourism destinations on 
attracting and retaining visitors.

2. Increasing access to the travel and tourism market: In the 
beginning of the tourism phenomenon, only aristocrats and very 
healthy people could afford the expenses of travelling. As the 
tourism industry developed over the years, the Tour Operators and 
the packaged holidays made travel more and more affordable, and, 
recently, the appearance of low cost airlines and the increasing 
competition among destinations have brought prices down 
and made tourism economically accessible to a vast part of the 
population.

3. Ease of the process of reservation and payment of transport and 
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accommodation. Irruption of technology has made comparison 
of rates, reservations and payment of travel and tourism services 
easier than ever.

4. International Tourism resources catalogue: Information and 
Communication Technologies have also contributed to spread the 
existence and the knowledge of tourism attractions and sites from 
all over the world as well as the different travel options to reach 
them.

Figure 5 Stonehenge.

Figure 6 Use of game of thrones as an attraction resource. Source: Tourism 
Ireland.

5. The influence of films and television: The appearances of 
destinations in films or TV programmes have boost arrivals to 
certain destinations. Studies show that this fact directly affects both 
the destination image and the desire to travel.9 In some particular 
cases, the increase in number of visitors has been as high as 50% 
and the economic impact has been also remarkable comparing to 
the Figures 1-11 before the destination was broadcasted on film or 
TV series.10

6. Viralization in the social networks: Travellers broadcast in their 
social networks profiles information and videos of their visits to 
places or sites, and some of them get viral with fast spreading that 
creates unexpected problems for destinations.11

7. Vacation Rental Platforms: This alternative to the accommodation 
in hotels consisting in renting individual houses to tourists for short 
stays has revolutionized the hospitality and the housing sectors. 
Airbnb, one of the major players of this sector, was created in 2008 
and nowadays is valued $ 30 billion, as much as two hospitality 
giants combined (Hilton and Hyatt).

8. Changes of destinations chosen by tourism demand due to lack of 

safety: Certain destinations’ lack of safety for diverse reasons such 
as war, terrorist attacks, medical emergencies, natural disasters, 
etc. makes the demand flows change to other destinations with 
safer situations, referred to as shelter tourism destinations.12

Figure 7 Airbnb’s valuation. Source: Google Finance.

Figure 8 Adapted from. ”El Efecto de los Atentados del 11-s Sobre el Turis-

mo en España”.

Expected Standards of behaviour after 
extraordinary events 
(in general and in September 11 attacks in particular)

Effects of excess of tourism: The situation described above has 
signified the apparition of new words, such as the following:

 9 Over tourism: refers to the excess of tourists visiting a certain area

 9 Gentrification: changes of use of houses in parts of the city to 
accommodate tourists instead of residents

 9 Tourism aversion: a sense of rejection to tourists, seen as invaders 
of local population privacy, customs and culture

The effects of tourism congestion can be observed in four types 
of tourism:

1. Natural tourism destinations

2. Cultural and heritage oriented destinations

https://doi.org/10.15406/ahoaj.2019.03.00099
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3. Urban tourism

4. Consolidated coastal tourism destinations

In the following pages we can see some examples of these 
situations.

1. Natural tourism destinations: Over-exploitation of resources. 
Risk of reaching the point of no return due to excess of visitors. 
Examples: Holbox, Great Reef Barrier.

a. Holbox is a little Mexican island that was once a paradise, with 
clean and unspoiled nature and natural life that passed from 500 
inhabitants in 1990 to over 4000 visitors and residents in 2017 and, 
with the same water and electricity infrastructure. The island is 
near to collapse and the Mexican government has finally taken the 
determination of taking actions.13

Figure 9 Overcrowded Venice.

b. In a similar situation is the Great Barrier Reef, in Australia with 
a massive size, but also exceptionally fragile. Vast tracts of the 
reef have become bleached by pollution and the abuses of too 
many tourists, and a recent oil spill has decimated the ecosystem. 
Without proper care, the Great Barrier Reef could disappear within 
a generation.14

2. Cultural heritage oriented destinations: Risk of over exposure 
of art, culture and heritage. Worsening of tourist experience. 
Example: Vatican Sistine Chapel. Special attention need to be 
paid to these kinds of destinations, because they are very fragile. 
Heritage places inevitably attract high levels of tourism interest 
and activity. World Heritage listing is almost guaranteed to result 
in a huge increase in tourism interest. Tourism pressures represent 
one of the greatest threats to the settings of monuments and sites.15

The Vatican Museums: the number of visitors to the Vatican has 
nearly doubled in the last 10 years, hitting a high of 4.2 million in 
2006, and has resulted in the overcrowding of a structure originally 
built to accommodate a Renaissance papal court, not up to 20,000 
visitors at a time.16 Between enormous tour groups and rowdy school-
trippers, a visit to the Vatican Museums can become “more of a 
traumatic than an artistic experience for tourists,”

Some of the measures taken by local authorities have consisted 
in raising the admission and shrinking the opening hours. Vatican 
tourism organizations also think that longer queues would discourage 
visitors from entering to the museums.

3. Urban tourism: citizens feel that their cities are not a place to live 
but a sort of stage of a theme park for short brakes visitors. It also 
implies a fight for an affordable housing for residents and a loss 
of local traditions and customs. It appears tourism aversion from 
local population.17 Examples: Venice, Barcelona.

a. The Venice syndrome: Venice is sinking into the sea, and equally, 
it is drowning in tourists (21 million in 2015t). 20 years ago 
125,000 people lived there, but the permanent population is now 
less than half that, and by some estimates actual Venetians will 
have disappeared completely by 2030.18

Venice presents an outrageous scenario that is gradually destroying 
the original city: Stately homes converted into luxury hotels, privately-
owned flats conver-ted into bed and breakfast establishments, public 
space sold to private institutions, sky-high prices for a square metre of 
property (about 12,000 Euros per square meter) and the inhabitants of 
Venice buckling under the stress of tourism.19 

b. The city of Barcelona: The success of Barcelona as a destination 
is unquestionable. Since the beginning of the 90s, this ancient city 
has seen its supply of hotel rooms increase by 158% (from 26,191 
in 1993 to 67,567 in 2013) and triple its tourists (2.4 million in 
1993 to 7.5 in 2013), transforming neighbourhoods of the city 
to accommodate tourists and with positive side effects for many 
residents and local economy. 

However, many citizens and groups have begun to be unhappy, 
or look warily at tourists, raising their voices over the installation of 
new hotels, taking note of the passivity of urban policy not mitigating 
the gentrification of many streets…20 the residents feel that Barcelona 
is losing the sense of city and it is transforming to a sort of living 
museum where inhabitants are being changed by visitors.

On top of that, 58% of the tourists visiting Barcelona (although 
overall they rank the quality of the city with 8.6 over 10) complain 
about tourism congestion in most sites of the city.21

4. Consolidated coastal tourism destination: scarcity of resources, 
tourism congestion (roads, cities, and beaches), lack of places 
to live due to change of use of houses for short stays rentals.22 
Tourism aversion appears even though is known that tourism is the 
main source of income. Examples: Balearic Islands

a. The Balearic Islands: the cases of Mallorca and Ibiza:

Mallorca is part of the Balearic Islands, an archipelago with a 
population of 1 million inhabitants that in 2015 received over 13 
million tourists. The islands show signs of saturation, with a summer 
population growing at a path of 33%, the Balearic Islands reached 
their visitors record on August 2016 with a population of 2.057.244.23

Mallorca is one of Spain’s leading tourism destinations but the 
scarcity of some resources such as water or the sense of saturation 
of the capital (Palma de Mallorca) and some of the most visited 
beaches and attractions in the peak months, as well as some voices 
raising against the (too elevated) number of visitors are starting to be 
a problem that need a solution.

https://doi.org/10.15406/ahoaj.2019.03.00099
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Figure 10 Tourism aversión in Mallorca. REUTERS/Enrique Calvo. 
23/05/2016.

The case of Ibiza is similar to the case of Mallorca, but worsened 
with the problem of the impossibility of finding an accommodation 
for collectives such as doctors, policemen, teachers, due to a complete 
lack of housing, which is dedicated exclusively in short term rentals.24

Figure 11 Two people sleeping in the roof of a car in a street of Ibiza. Cristi-

na Martinez Escandell 02/06/2016.

DIAMOND MODEL:  A theoretical framework 
for the sustainable development of tourism

The DIAMOND MODEL is a sustainable tourism development 
model that intends to serve as a tool for DMOs to provide independent 
information to support unpopular decisions of restricting the number 
of visitors for the sake of a sustainable development of tourism.

Using this model, decisions related to the control of the visits of 
a tourism destination are taken relying on objective arguments and 
criteria rather than on personal intuitions or political parties’ interests. 
The objective of such decisions has to be the achievement of an 
adequate development of the tourism activity that does not jeopardize 
the future of the tourism product itself.

The seven key elements that compound the DIAMOND MODEL 
are presented gathering academic literature that illustrates each one 
of them and using both some models created already 20 years ago 
but still valid and recent concepts and approaches in the management 
of tourism regions. The model comprises the relevant elements that 
need to be taken into consideration for the sustainable development of 
tourism, as well as the relationships among them. 

The diamond was the Figure chosen to represent the model 
because:

- It is a very hard material, in correlation to the tourism resilience 

- It is something precious; it has a lot of value and needs to be 
protected

- It is transparent, and, as the different shapes and faces of the 
diamond, new elements can be added to the model.

Figure 12 DIAMOND: a sustainable tourism model.

The above part of the (Figure 12) is reserved for the name of 
the tourism destination or tourism attraction and, on the opposite 
side down below, all lines converges in the diamond’s sharp end, 
representing the goal pursued: the sustainable development of the 
tourism activity.

Continuing with Figure 13-14, immediately underneath the 
tourism destination’s name, seven relevant elements can be found. 
The three elements located on the right side are key elements, whereas 
the three elements located on the left side are ways of action, being in 
the middle the body responsible of the destination / attraction.

Figure 13 Correlation of key elements initials.

https://doi.org/10.15406/ahoaj.2019.03.00099
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DIAMOND MODEL: the seven elements for 
a sustainable development of tourism
Carrying capacity(of a destination, from the tourism development 
perspective): The World Tourism Organization (WTO) proposes 
the following definition of the carrying capacity: “The maximum 
number of people that may visit a tourist destination at the same time, 
without causing destruction of the physical, economic, socio-cultural 
environment and an unacceptable decrease in the quality of visitors’ 
satisfaction”.25

At a theoretical abstract level, carrying capacity can be defined as 
the number of user unit use periods that a recreation/tourist area can 
provide each year without permanent natural/physical deterioration 
of the area’s ability to support recreation and without appreciable 
impairment of the visitors’ recreational experience.26

Early definitions of carrying capacity concentrated on a 
unidisciplinary/one dimensional perspective; however, recent 
interpretations underline the need for a multidimensional approach 
combining quantitative and qualitative aspects.

An approach that also must observe the three different types 
of carrying capacity: environmental, physical and perceptual (or 
psychological).27

The analysis of carrying capacity is a basic technique widely used 
to define the capability of an area to accept the maximum level of 
development of an activity (tourism, agriculture, industry, etc). As 
there are differences between activities it is appropriate to define 
carrying capacity according to specific uses. In this respect carrying 
capacity is site specific and use specific.28

Figure 14 Carrying capacity assessment for tourist destination.

Different theoretical models to define the carrying capacity of a 
given tourism destination29 are found in the literature review. 

Taking into consideration the observations pointed above, the 
most adequate model must be chosen according to the specific 
characteristics of the studies tourism destination.

Resident community quality of life
Many authors have studied the link between tourism and 

quality of life of the resident community. For instance Kim, Uysal 
and Kirgy30 have created a theoretical model that links community 

residents’ perceptions of tourism impact (economic, social, cultural, 
and environmental) with residents’ satisfaction with particular life 
domains (material well-being, community well-being, emotional well-
being, and health and safety well-being) and overall life satisfaction 
(Figure 15).

Figure 15 Kim, Uysal and Kirgy theoretical model.

Others, as Acha-Anyi31 defend that, although the degree of impacts 
may differ between communities, according to the Social Exchange 
Theory (SET), support for tourism development among community 
residents will depend on the perceived benefits of tourism development 
to both individual community members and the community as a 
whole. 

Acha-Anyi study illustrates that community support for tourism is 
not a spontaneous occurrence but rather the result of a well thought-
out process, and that, as part of the tourism development process from 
the beginning, local communities’ perceptions and views should be 
taken into consideration. 

Tourist experience is crucial for the success of a destination. 
Nowadays, organizations tend to be customer centric, and to 
implement strategies oriented to customer experience, as the optimal 
way to gain competitive advantage.

Attention has long been paid in the tourism literature to particular 
perspectives on the tourist experience, including demand factors, 
tourist motivation, typologies of tourists and issues related to 
authenticity, commoditization, image and perception. However, 
as tourism has continued to expand in both scale and scope, and 
as tourists’ needs and expectations have become more diverse and 
complex in response to transformations in the dynamic socio-cultural 
world of tourism, so too have tourist experiences.32

Products and services in a destination as well as interactions 
with hosts are dependent on each other to create the overall travel 
experience.33 Several factors such as hospitality of locals, conditions 
of attractions / sites, global number of tourists visiting, etc play an 
important role on how the travellers experience the destination they 
visit. 

These three key elements identified in the DIAMOND model are 
directly linked 

among them. The literature review reveals other elements also 
interrelated as, for instance the elements identified by Muller (Figure 
16,17), whose five elements of his pentagon must be balanced in order 
to result in sustainable tourism.34

https://doi.org/10.15406/ahoaj.2019.03.00099
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In a tourism destination development over time take part various 
factors such as types of visitors, tourist experience, impacts on 
destination, involvement of locals and occurrence of new tourist 
cycles. And in this process, the motivation that drives tourists and 
what the destination has to offer are two ends that get connected.35

DMO (Destination Management Organization): according to 
UNWTO36 is the coordinated management of all the elements 
that make up a destination (attractions, access, marketing, human 
resources, image and pricing). It takes a strategic approach to link-up 
very separate entities for the better management of the destination. 

Among the responsibilities of a DMO are not only the promotion 
and marketing tasks, but also, and more important, the development 
of the destination.

Figure 16 Tourism devolopment’s magic pentagon. Source: Muller, 1994.

Destination Management Organization’s role should be to lead 
and coordinate activities of many organisations and interests working 
towards a common goal and under a coherent strategy. DMOs 
generally fall into one of these categories:37

• National Tourism Authorities (NTAs) or Organizations (NTOs), 
responsible for management and marketing of tourism at a national 
level.

• Regional, provincial or state DMOs (RTOs), responsible for the 
management and/or marketing of tourism in a geographic region 

• Local DMOs, responsible for the management and/or marketing of 
tourism based on a smaller geographic area or city/town.

Traditionally, governments have played an important role in 
the development and promotion of tourism destinations, but the 
complexity and fragmentation of the tourism sector implies the 
participation of a variety of public and private actors, leading more 
and more commonly to mixed bodies of destination management.38

There are several options for destination management governance 
which range from a purely public authority structure to a purely 
private sector partnership, finding in between the two ends, mixed 
solutions of public – private partnerships.39

The DMO is sometimes subjected to varied pressures (interests 
of the political party in the government, private companies’ interests, 
etc.) that might influence the decisions on the management of the 
tourism destination (e.g. avoid unpopular decisions in order not to 
lose number of votes). 

These pressures from stakeholders of the entity may produce 
decisions that are taken having in mind a short term or a given sector 
benefit, rather than a benefit of the entire destination on the long term.

Figure 17 DMO responsibilities. UNWTO: A Practical Guide to Tourism 
Destination Management.

Seasonality management: There is a rich academic literature 
approaching seasonality, an issue that has been defined by some as 
inextricably linked to tourism and with transitory and seasonal nature 
factors that determine tourism flows.40 

Seasonality can be defined as the systematic, although not 
necessarily regular, intra-year movement caused by changes in the 
weather, the calendar, and timing of decisions, directly or indirectly 
through the production and consumption decisions made by the agents 
of the economy.41

This temporal imbalance in the phenomenon of tourism implies 
an uneven distribution of the use of the resources over time (one of 
the most pervasive problems with outdoor recreation and tourism), 
causing inefficient resource use, loss of profit potential, strain on social 
and ecological carrying capacities, and administrative scheduling 
difficulties.42

One of the most comprehensive studies of the factors influencing 
seasonality in tourism is the work of Butler and Mao43 who 
established that seasonality has two dimensions: natural (physical) 
and institutional (social and cultural), involving both the origin and 
destination regions (Figure 18). 

Figure 18 Factors of seasonality in Tourism. Butler and Mao model (1997).
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Figure 19 Adapted from Seasonality in the tourism industry: impacts and 
strategies.

Natural seasonality relates to temporal variations in natural 
phenomena, while Institutionalised seasonality is more complex as it 
is based on human behaviour and consumer decision-making.44

Main statistical findings of an article from the Eurostat online 
publication “Tourism trips of Europeans”,45 focusing on the seasonal 
pattern of tourism demand in the European Union (EU) are the 
following:

From the environmental perspective, seasonality has a positive 
effect, provided that the diminution in the number of visitors allows 
the territory, and the species living in it to recover naturally, as well 
as bringing key elements (as water consumption or waste generation) 
back to normal levels (considering only residents, not visitors). 

Seasonality implies the necessity to supply infrastructure, services, 
accommodation and attractions to the tourists that visit the destination 
in peak periods. This leads to a inefficient use of these elements that 
are completely underused in off-peak times.

However, there is an element of predictability associated with 
seasonality. Consequently, it is possible for managers to anticipate 
many of its impacts and to implement strategies to adjust to any 
negative effects.46.

Possible strategies to act against seasonality are, among others, 
the following: variations in the product mix, diversifying the market, 
price differentials or state-initiated measures.47

Demand management: Demand management consist in distributing 
the demand in a more rational way all over the year. Is directly linked 
with seasonality and, it implies basically three main actions:

 9 extend the high / medium season

 9 attract more visitors during the low season and, 

 9 somehow, limit the number of visitors in peak times 

Variations in tourism demand are mainly caused by one (or several) 
of the causes shown in Figure 19. Accordingly, attention needs to be 
paid to these natural, institutional or cultural causes to try to create 
strategies to combat them. For instance, Butler and Mao48 identified 4 

modifying actions to react to seasonality / changes in tourism demand:

• Differential pricing:

 9 Higher prices in peak periods to decrease saturation

 9 Discounts and promotions in low season to increase visits 

 9 Special offers for groups (e.g. retired persons)

• Diversified attraction: 

 9 Organizations of events (concerts, festivals, fashion, 
cinema…)

 9 Facilities development (public transport, public amenities)

 9 Diversify into niche products or services

 9 Complement with services addressed (also) to locals

• Market diversification:

 9 Marketing campaigns (multi-segment approach): to attract 
different markets in different seasons

 9 Align with tour operators or travel agents to sell products/
services

 9 Determine the optimal segment mix

• Facilitation by the state

 9 Loans or subsidies by government to develop local products 
or services

 9 Environmental regeneration initiatives

 9 Improve and expand regional infrastructure

 9 Facilitate local business networks and partnerships 

Smart destinations: The objective of this DIAMOND model way of 
action is the use of the current technology to collect information on 
the visitor patterns and help DMO to avoid congestion and improve 
tourist experience. Advances in connectivity, the arrival of web 2.0 
and the ever-increasing use of mobile devices and social networks has 
had a huge impact on tourism, making it one of the most profoundly 
changed sectors.49 As a result, tourism destinations have to adapt to the 
demands of the new traveller, and deliver personalized experiences 
before, during and after the travel.

A Smart Tourism Destination, according to the Spanish Tourism 
Administration is an innovative space consolidated on the basis of 
land and cutting edge technology infrastructure. A commitment 
to the environmental, cultural and socio-economic issues of its 
habitat, equipped with an intelligence system which can capture 
information in a procedural fashion, analyses and grasps events in 
real time, with the aim of facilitating the visitor’s interaction with 
the surroundings, and decision making for the destination managers, 
increasing its efficiency and substantially improving the quality of 
tourist experiences (…) as we can see, the importance of innovation, 
technologies and sustainability prevail - all of them - at the service of 
the visitor.50

In the “during” period of the travel is when smart destinations 
concept can be used, providing a two way real time information 
system with benefits for both, visitors and DMOs. To implement this, 
two fundamental dimensions must be considered: 
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• The sensorization of the location itself, which produces 
information, helps recollection and transmission of data between 
objects, feeds high capacity storage systems and streamlines the 
analysis that fully feeds the system. 

• The creation of an integral mobility solution geared towards 
facilitating the integration of the visitor with the destination 
through different technologies and allowing the flow of information 
between different devices and solutions.51

With the Smart Tourism Destinations technology, DMOs can 
obtain useful information from the big data / open data platforms 
to support the decision making process and even react in real time. 
These platforms are able to transform data into knowledge and 
present numerous opportunities for management systems and tourism 
intelligence.

Figures 20,21 illustrates the technological ecosystem that needs 
to be implemented in the tourism destination to be able to use the 
benefits explained above.

Figure 20 Seasonality in tourism demand. Eurostat, Statistics explained. 
2015.

Figure 21 Smart Destinations Report: building the future. Segittur.

Sustainable development of tourism: 
principles and indicators

The DIAMOND MODEL needs to be used aligned with a strong 
commitment of the tourism authority of the country or the region on 
the implementation of the principles of sustainable tourism, which are 
referred to by UNWTO as: 

• Make optimal use of environmental resources that constitute a key 
element in tourism development, maintaining essential ecological 
processes and helping to conserve natural heritage and biodiversity. 

• Respect the socio-cultural authenticity of host communities, 
conserve their built and living cultural heritage and traditional 
values, and contribute to inter-cultural understanding and tolerance. 

• Ensure viable, long-term economic operations, providing socio-
economic benefits to all stakeholders that are fairly distributed, 
including stable employment and income-earning opportunities and 
social services to host communities, and contributing to poverty 
alleviation.

Sustainable tourism should not be regarded as a separate component 
of tourism, as a set of niche products, but rather as a condition of 
the tourism sector as a whole, which should work to become more 
sustainable.52

Aims for sustainable tourism
The implementation of a strategy of Sustainable Tourism needs 

to have a multidisciplinary approach that seeks a balance with all 
the players in the tourism industry, and the DMO must continuously 
monitor the performance of the management on the region, being 
the best way for doing so, the implementation of sets of indicators. 
Criteria which constitute good indicators53

Figure 22 UNWTO and UNEP, 2005.
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The UNWTO Guidebook54 (2004) is the most comprehensive 
resource on this topic, and the result of an extensive study on 
indicator initiatives worldwide. The publication describes over 40 
major sustainability issues, ranging from the management of natural 
resources, to satisfaction of tourists and host communities, or climate 
change. For each issue, indicators and measurement techniques are 
suggested with practical information sources and examples, as well as 
procedures to develop destination-specific indicators and applications 
in different destination types. Figures 22-24 is an example of indicators 
for a traditional coastal (sun & beach) tourism destination:

Figure 23 Criteria for the creation of good indicators on sustainable 

tourism.

Figure 24 Measuring Sustainability in tourism in the Balearic Islands, CITTIB. 

2003.

Conclusions and recommendations
Tourism is a very positive activity for the development of villages, 

cities, regions or countries and nowadays it has become a key driver 
for socio- economic progress in nations worldwide. It is one of the 
major sectors in international trade (3rd sector after oils and chemicals) 
and one of the main wealth creators for many developing countries.55

On the other hand, tourism also has a number of negative aspects: 

• Tourism is currently accounting for around 5% of global CO2 
emissions. 

• Generates local pollution of land and water from poor treatment of 
solid and liquid waste by tourism businesses and tourist activities.

• Accommodation businesses are often major users of non-
renewable and precious resources, such as land, energy and water. 

• Poorly sited tourism development and inappropriate activities can 
be very damaging to biodiversity in sensitive areas. 

• Tourism can imply threats to social and cultural traditions and 
values 

• Poor working conditions are sometimes found in the sector.56

Tourism as a phenomenon has been studied for over forty years, 
practically since it became a major economic activity and many 
studies and research works focussing on the benefits, the impacts and 
the influences of tourism can be found in the academic literature.

Tourism activity has been constantly growing, even in the economic 
recessions, and future trends forecast made by international tourism 
experts show that tourism will keep on growing to a fast rhythm.

However, symptoms of expiration of the present tourism model 
have revealed, and situations of tourism congestion have appeared in 
different parts of the world, as well as feelings of rejection to tourists 
as a result of the saturation of destinations.

The paper has reviewed the causes of this situation, as well as its 
effects, illustrating them with examples of each typology and their 
respective characteristics. 

Tourism destinations face the difficult challenge to adapt to the 
new rules of international tourism, and for the sake of survival, 
evidences show that the optimal way to ensure an adequate long term 
strategy is based the concept of Sustainable Development of Tourism.

Definition of Sustainable Tourism is understood as the “Tourism 
that takes full account of its current and future economic, social and 
environmental impacts, addressing the needs of visitors, the industry, 
the environment and host communities”.57

Sustainability principles refer to the environmental, economic, and 
socio-cultural aspects of tourism development, and a suitable balance 
must be established between these three dimensions to guarantee its 
long-term sustainability.58

In some regions, tourism accounts for a relevant percentage of 
their GDP and employment, and the long term sustainability of their 
main source of income is vital for them. 

Therefore, in those regions, a sort of agreement of state should be 
signed by all the tourism stakeholders (the different political parties, 
hotel group associations, local business associations, representatives 
of the residents, naturalists, etc) in order to act in a coordinate way 
searching for a long term common benefit of the community as a 
whole instead of defending their particular interests59.

Within this framework, the paper presents the DIAMOND MODEL 
for Sustainable Development of Tourism. The DIAMOND MODEL is 
proposed as a tool to help those countries or regions elaborate a long 
term strategy and stick to that strategy regardless of which political 
party is in the power.
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The first recommendation is to create a Destination Management 
Organization with any of the different possible forms presented in the 
paper (from pure public to pure private). The DMO must be a trusted 
and strong body with decision making capacity and representation of 
all stakeholders of the tourism sector. 

The following step would be the selection of a multidisciplinary 
group of experts (or renowned institutions with expertise in different 
fields) to undertake the actions.

Lastly, having in mind the principles of sustainable tourism, the 
recommended strategy should at least carry out the following points, 
with the help of the DIAMOND MODEL as a theoretical model for 
action:

• Determine the tourism carrying capacity of the destination (or 
region) as a whole, as well as of special sensible areas within 
the destination. Elaborate the key indicators of the most relevant 
issues affecting tourism.

• Give voice to the residents associations to let their opinion be 
taken into consideration (as members of the tourism ecosystem) 

• Undertake sociologic studies to identify the impacts suffered by 
the locals

• Undertake major surveys on tourist satisfaction to know their 
opinion

• Convert the data gathered from all these studies into knowledge. 

• Applying the intelligence information obtained, elaborate an action 
plan for all the relevant issues detected. (Continuously update the 
action plan).

• Take into consideration the influence and impacts of the seasonality 
(apparently something inherent to tourism) and choose the ways to 
react.

• Use the demand management techniques used in the private 
companies in order to manage the flow of demand in benefit of 
the destination.

• Implement the Smart Destination technology to obtain useful 
reliable and in real time information to be able to react to the 
tourism demands.

*Note that, like in real diamonds, more shapes and items can be 
added to the DIAMOND if needed.
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