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Assessment of stakeholder views on tourism management in a
Venezuelan national park.

There is a need for new approaches to the management of tourism and natural
resources in developing countries that recognise that there is often little tradition of
stakeholder involvement in tourism planning and management and that, while wide and
effective participation is to be encouraged, it is unrealistic to expect such participation
to emerge quickly. The study evaluates recent trends and approaches in this literature
and it develops two original conceptual frameworks for the management of tourism and
natural resources in protected and other natural areas in developing countries: the
Stakeholder and Resource Management Framework (STREM) and the Stakeholder
Assessment Framework (STA). These related frameworks take into account the
restricted character of public participation and the conflicts over development and
conservation goals that are often found in tourist areas in such countries.

These two frameworks develop a new approach to stakeholder involvement in
tourism planning and management by objectives, where appropriate levels of tourism
and resource use are defined in relation to the views of the affected parties. Use is
made of stakeholder identification and analysis techniques, including assessments of
their resource dependence and political power. Stakeholder interviews are conducted
in order to assess the affected actors and to develop tourism and resource
management strategies that reflect their views. The opinions of affected parties are
evaluated in relation to valued resources, what to conserve, levels and kinds of
resource use, and likely responses to various management proposals. The frameworks
and related stakeholder interviews provide a structured and systematic approach to
consultation with affected parties in tourism and resource planning and management in
contexts where previously there has been little public participation. They provide
managers with a better understanding of actor perspectives, thus enabling them to
make more informed decisions. It adopts an anthropocentric perspective on
sustainable tourism and resource use that gives prominence to stakeholder views on
acceptable levels and kinds of resource use for tourism in natural areas.

This study applies key aspects of both frameworks in the context of Los Roques
National Park in Venezuela. This resulted in the identification of 21 stakeholder
organisations representing tourism operators, government and NGOs, from which 30
representatives were interviewed, and also a decision pathway questionnaire was
completed. Perceptions of the appropriateness of current tourism activities varied
between different interest groups. Most stakeholders felt that the park's current tourist
volumes were appropriate, but the degree of approval was highest for tourism actors
and lowest for NGO members. Most stakeholders expressed concern about tourism-
specific management problems. The management scenario considered most likely to
be applied in the park in the future involves a growth in tourist numbers and related
facilities together with increased tourism management. Differences between this
scenario and the preferences of various stakeholders are identified, together with the
tensions that may result. These results, and the use of the frameworks, have practical
value for the park's management and for the management of similar natural areas in
Venezuela and other less developed countries. The practical application of the
frameworks and interviews is evaluated here in relation to their value as policymaking
and management approaches, and the frameworks are also further refined in response
to the lessons learnt.
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Chapter 1

Iintroduction

1.1 Context to the study

Tourism in both developed and developing countries is increasingly seen
as a vital component of the global economy. More and more countries are
looking to tourism not only as a replacement for extractive uses of natural
resources and for industrial activities, but also as a new economic opportunity
that can bring considerable economic growth. Highlighting tourism growth
trends, the World Tourism Organisation (WTO, 2000; 2001) recognises that this
activity has now become a major element of commercial interchange,
particularly between developed and less developed countries, suggesting that in
the coming decade tourism will become the largest single sector of world trade,
and that by 2020 there will be 1.56 billion tourists a year.

The gradual shift in production to the service sector and the diminishing
economic returns from the sale of primary resources has prompted many less
developed countries to turn to their natural areas as a source of economic
benefit through tourism (Hannah et al, 1998). In turn, this has led to the
recognition of tourism's potential as a source of new economic returns to local
populations that traditionally depended for their subsistence on these resources,
and an increased awareness of the need to protect natural areas formerly

subjected to extractive uses.

The emergence of new tourist destinations has also brought a new type
of tourist, particularly from developed countries, who are increasingly seeking to
visit areas perceived to be unspoiled and where they can experience first-hand
contact with natural resources, such as wildlife, which they cannot normally
experience in their own countries (Cater, 1993). According to Boo (1990:2), this
growth in what has been termed as the ecotourism sector "has rapidly evolved
from a pastime of a select few, to a range of activities that encompasses many
people pursuing a wide variety of interests in nature”. Accordingly, many
governments in less developed countries have implemented policies for the

1



designation of vast tracks of their land as national parks or protected areas as a
way to attract and develop tourism (Mowforth and Munt, 1998). These
protected areas would usually comprise regions of outstanding natural beauty,
sometimes associated with characteristics of unique ecological, cultural or
social value, which are included within some form of legal protection and

regulated development (Boo, 1990).

However, the use of natural areas for tourism has also resulted in
negative changes, often due to the lack of local knowledge and expertise,
exploitation by external actors, and the search for short-term gains. These
negative impacts include physical effects on the resources, such as
environmental degradation, and also social, environmental, economic and
cultural effects impacting on local people, such as on their unequal access to
the benefits of tourism, the implementation of management measures that
reduce their traditional access to resources, and their increased economic
dependence on an often highly volatile source of employment (Richter, 1984;
Alipour, 1996; Cater, 1993; Tosun, 2000).

According to Butler (1996), it is concern about the potentially negative
effects of tourism's growth and its effects on destinations that prompted the
search for ways to define limits to this activity. This led to the development of
the carrying capacity concept, which in its original form consisted of defining the
maximum amount of use or of visitors that a destination could withstand without
degradation (Wall, 1982). Thus, a common response to tourism's negative
consequences in natural areas, particularly in less developed countries, has
been to identify some form of capacity and then, less frequently, to attempt to

manage tourism within that capacity (Boo, 1990, Ceballos-Lascurain, 1996).

Management responses based on carrying capacity have typically
resulted in less than satisfactory results, among other reasons because they
tend to rely on expert consultation, in which specialists, along with area
managers and other policy-makers, get to decide how to mitigate negative
impacts, sometimes disregarding the interests of local resource users (Gregory

and Keeney, 1994). The responses generated by early carrying capacity



approaches have also been directed mostly toward solving environmental
problems, while the social and economic impacts, particularly with regard to
local populations, have been largely ignored, resulting in unsolved or new
problems and disagreement among those groups with an interest in the

resources.

The failure of traditional carrying capacity approaches has been partly
attributed to the fact that public representatives, who theoretically represent the
wider public, may not adequately define the scope of questions for policy
debate, nor adequately represent the diverse views and interests of affected
parties (Keogh, 1990). This realisation has encouraged a gradual broadening
of the carrying capacity concept, resulting in new approaches that give
consideration to the management objectives sought by destinations and
propose greater stakeholder involvement in public planning as key elements to
overcome tourism management problems. Some of these approaches, such as
the Limits of Acceptable Change technique (Stankey, Cole, Lucas, Petersen
and Frissell, 1985), the Visitor Impact Management technique (Graefe, Kuss
and Vaske, 1990) or the Visitor and Resource Protection framework (USNP,
1997) pay significant attention to understanding the goals that the destination's
managers are trying to achieve. Several commentators have also remarked on
the need for increased public participation in the management of natural
resources affected by tourism development, particularly by local communities
affected by the increased use of local resources brought about by tourism
(Sautter and Leisen, 1999; Boselman et al., 1999; Bramwell and Lane, 2000;
Brown et al., 2001; Hardy and Beeton, 2001). They go on to suggest that
greater public participation in decision-making in the planning process may not
only bring more democratic empowerment to the decisions taken, but may also
increase the knowledge and resources available for the process, and could
result in a _broadening of the planning options (Jamal and Getz, 1995; Murphy,
1985; Warner, 1997).

in the particular ‘Case of tourism, it has been suggested that the only
analytical framework within which sustainable tourism can be delivered is one in

which the stakeholders are identified and their concerns, values, goals and



responsibilities are analysed and incorporated into the management strategy
(Robson and Robson, 1996). Increasing emphasis is being placed on involving
the multiple stakeholders affected by tourism development in the tourism
planning process (Yuksel, Bramwell and Yuksel, 1999). This involvement might
help to identify a shared planning vision which is more politically legitimate, and
which includes and responds to stakeholder views about appropriate tourism
management and planning decisions for the destination. This evidence
suggests that the application of Stakeholder Theory in the context of a planning
process, particularly in relation to tourism and natural resources, could help to
identify those participants who are relevant to the process, and might result in

better solutions to management problems than would otherwise be possible.

However, the involvement of stakeholders in less developed countries in
particular can be fraught with difficulties and problems peculiar to these
Contexts; where public participation in decision-making processes is the
exception rather than the norm. The particular problems associated with public
participation in these countries, or the lack of it, can lead to obstacles to the
design and implementation of management proposals, sometimes severely’
curtailing or completely blocking management efforts. Under these
circumstances, management frameworks are required that can be adapted in a
pragmatic and context-specific way to the particular conditions of each country
and indeed each destination. These frameworks should promote the use and
management of the destination's resources according to goals informed and
oriented by the needs and preferences of the local population and destination
managers, but they should also be flexible enough to work with the level of
community participation that is feasible in the destination, particularly where

there are previously limited participative experiences.

In contexts such as those of less developed countries, where the
alleviation of poverty and resource overuse are commonly percéived as primary
management goals, any management framework should also be flexible
enough to allow the consideration of objectives that do not necessarily prioritise
resource conservation over other key management goals. This need for

pragmatism and adaptability in the management of tourism is advocated by



Hunter (1997) and Munt (1992), who argue that there is no such thing as the
single best approach to tourism planning or sustainability. This call for
pragmatism and adaptability in tourism management is reflected in Hunter's
(1997:864) statement that "sustainable tourism must be regarded as an
adaptive paradigm capable of addressing -widely different situations, and
articulating different goals in terms of the utilisation of natural resources”, within
which ‘different levels of community involvement in tourism deVelopmem‘

decision-making are appropriate for different pathways of sustainable tourism".

1.2 The study research aim

As the previous review suggests, management frameworks are needed
that can stéer the development of tourism in natural areas so as to avoid or
minimise its negative effects, and which are capable of adapting to the peculiar
management needs and participation conditions found in less developed
countries. Thus, one goal of this study is to develop a conceptual framework for
the management of tourism in natural areas that might be successfully used

under similar participation conditions of other less developed countries.

In order to fulfil this goal, the study has three main aims. The first is to
develop a conceptual framework for the management of tourism and natural
resources, and within it, a more specific framework that identifies and assesses
under conditions of limited participation the stakeholders relevant to tourism
management proposals, as well as their resource needs and management
preferences. The study's second aim is to partially assess these conceptual
frameworks in a natural tourist destination located in a less developed country.
The third aim is to feedback and strengthen the frameworks based on the

lessons learned in the light of their application.

To fulfil the aims of this study, a conceptual framework for stakeholder
and resource management by objectives has been developed which links
Stakeholder Theory to visitor management and natural resource management
issues. The resulting framework for Stakeholder and Resource Management

(STREM) is intended to address the causes of natural resource overuse in a
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tourist destination and to guide the formulation of management actions directed
at maintaining resource use at acceptable levels, with these levels defined
according to the perceptions of relevant stakeholders. Only part of this
framework is applied in this study, and its design is one of the original

contributions of this research.

Within the STREM framework, a second conceptual framework was
developed to identify and assess stakeholders relevant to the management
proposals for a destination and to inform the decision-making process about
their needs and management preferences. This framework for Stakeholder
Assessment (STA) is intended to assist in the development of tourism and
resource management objectives based on a stakeholder identification, analysis
and consultation process that provides a more structured alternative for
stakeholder participation than the public consultation steps of the LAC-type
frameworks. The STA framework is intended to incorporate consideration of
stakeholder needs and preferences with the sustainable management of the
destination’s natural resources, with the management goals defined in the
context of stakeholder perceptions. The design and partial testing of this

framework is another original contribution of the study.

The STREM and STA frameworks were partly developed based on
existing literature on carrying capacity, Vvisitor and natural resource
management, and also on stakeholder identification, analysis and management.
Both frameworks were developed deductively, partly by integrating existing
literature and, in the case of the STREM framework, by putting together these
two bodies of literature. The study will partially inductively test the STA
framework, by collecting information in the field about a destination-specific
stakeholder and resource management situation, by feeding this information
into the framework, and by assessing whether the framework has analytical and

practical value in this specific context.



1.3 The study research objectives

Hence, this study builds a framework for the identification and analysis of
stakeholders relevant to tourism and natural resource management proposals in
a destination. It does so by integrating Stakeholder Theory with LAC-type visitor
management approaches. It also tests the developed framework through its
partial application in a case study, this being the Archipelago Los Roques
National Park, a nature-based tourist destination in Venezuela. In order to
achieve these aims, the study considers eight specific research objectives, and

these are presented here in relation to the study's main aims.

Objectives related to the first overall aim of developing conceptual frameworks

1. To develop a conceptual framework linking visitor and natural resource
management issues to stakeholder analysis, with this framework for
“Stakeholder and Resource Management” (STREM) intended to assist in the
management of tourism in a less developed country under conditions of
limited public participation. Only part of this framework is applied in this
study.

2. To develop a conceptual framework for the identification of resource
management planning objectives based on a process of “Stakeholder
Assessment” (STA).

Objectives related to the second overall aim of assessing the conceptual

frameworks

3. To apply the selected approach to identifying stakeholders relevant to
tourism and natural resource management proposals in a tourist destination.

4. To examine the views of stakeholders on the resources in a tourist
destination and on the issues or problems to be addressed in relation to
tourism resource use.

5. To identify and evaluate stakeholder interests or needs in relation to a
destination's resources and their management.

6. To evaluate the extent to which the stakeholders are interested in, and have
the capacity to influence, the management of tourism and of the resources in
a destination.

7. To develop and apply an approach to interviewing stakeholders about tourist



"carrying capacity" and natural resource management issues, with the

interviews providing much of the primary research evidence.

Objective related to the third overall aim of revising and strengthening the

conceptual frameworks based on the research findings

8. To review the lessons learnt through the partial application of the STA
framework and to use these findings to revise and strengthen the conceptual

frameworks developed in this study.

1.4 Structure of the dissertation

This dissertation is organised into 10 Chapters. Chapter 2 comprises the
Literature Review and it seeks to review a range of tourism and resource
management approaéhes, as well as to consider how Stakeholder Theory can
serve as the basis for stakeholder identification and assessment in relation to
tourism management. This chapter also reviews the problems of stakeholder
involvement in less developed countries, and it ends with a discussion of the
most recent thinking about approaches to tourism and natural resources

management.

Chapter 3 examines the context of Venezuela and the Archipelago Los
Roques National Park, reviewing the management of the Venezuelan national
park system and how politics are a pervading issue at the national and local
level in the management of tourism and natural resources in Venezuela. It also
explains how tourism has developed in the Los Roques National Park as well as

the distribution of responsibilities among the park's managing institutions.

Chapter 4 presents an overview of the conceptual research framework
employed in this dissertation, and it explains how use is made of a synthesis of
visitor management approaches and of Stakeholder Theory to produce a
"Stakeholder and Resource Management" framework (STREM). This chapter
also explains how the STREM framework is intended to address natural
resource overuse by relating resource use to the levels considered acceptable

by the destination's stakeholders. Within the STREM framework, a specific




































































































































































































































































































































































































































