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Local tourism destination management organisations —
some first experiences of Hungary

The transformation of the institutional system of tourism in Hungary, the establishment of the multi-level
TDM system is expected both by professionals and the public to lead to a significant improvement of the
competitiveness of the tourism of Hungary. As a first step of this process, the structure of local tourism desti-
nation management organisations has been gradually built out since 2008". In our paper we analyse the posi-
tion of the TDM organisations working in Hungary, on the one hand, and also seek the signs of differentiation
which may serve as a basis of typifying, on the other hand.
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1. Introduction

The most significant recent innovation in the tourism management system of Hungary is the creation of
the tourism destination management organisations (TDMo-s), which have been used in several European
countries since the 1980s. The system consists of local, micro-regional and regional level organisations.

In our paper we look at what role the already founded TDM organisations and member municipalities
play in the tourism of Hungary. According to our hypothesis, spaces favoured by tourists are also leaders in
organisational development, to which rural areas try to join. The methodological basis of the analysis is a
secondary research, during which we used indices from both the supply and the demand side of tourism. The
starting point was reception capacity and the number of guests and guest nights, which can also be used later
in the discovery of differences across TDM organisations, and their typification.

2. Theoretical frameworks

The TDM is a model that involves all tourism stakeholders of a settlement or region, on the principles
of partnership, professionalism and financing, while the objective of the TDM system is the establishment
and operation of a competitive and sustainable tourism system (Lengyel, M. 2008) [1]. The practical imple-
mentation of the system is secured by a financial model in which, in addition to tenderable resources, mem-
bership contributions, local tourism tax revenues transferred by the municipalities and incomes from own
activities play a part. During the establishment of the system in Hungary examples considered were already
operating Western

European solutions, working in important destinations such as Austria, Germany, France or England
(Aubert, A. et al. 2009) [2]. According to most recent data, the number of operating local organisations in
Hungary exceeds 90. The division of tasks among the respective levels should be done following the princi-
ple of subsidiarity, in.orderto reach the advantages expected from the system.

3. Therole and position of the TDM organisation in the tourism of Hungary

The old system of tourism management (i.e. the system before the introduction of the TDMo-s) was
characterised by the following in Hungary: it was

= centralised;

— bureaucratic; and

—top down controlled,
which had a negative impact on efficiency. Although the number of tourist arrivals at Hungary is still rela-
tively high, ranking the country among the top 20 destinations in the world, the competitiveness of the tour-
ism industry of Hungary has been challenged in recent years both by external factors (growing competition
by new tourism destinations worldwide) and the internal weaknesses of the sector.

* Although the first TDMO of Hungary was set up in 2003, the development of these organisations has gained momentum after
2008, due to the supports of the European Union.
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The reasons for changes included:

— decline in tourist arrivals/length of stay;

— growing awareness of partnership working; and

— search for ‘ideal’ models in Europe.

The new system, the system of TDMo-s was introduced in Hungary a decade ago, in the early 2000s.
The system operates at various levels, at local level businesses participate in them directly, at higher level by
delegation (Figure).
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Figure. Levels of destination management organisations in Hungary

The basic principles of the operation of these organisations, the key factors of DMO development as de-
fined by Hungarian tourism policy are as follows:

— bottom-up approach;

— professionalism;

— partnership; and

— funding.

Bottom-up approach means locally determined tourism policies and development, the empowering local
communities; professionalism is‘required from both those working in the front line of tourism and deciding
about tourism as well as the management group to carry out activities; partnership is the collaboration of lo-
cal authority, the private sector.and civic organisations; while funding must come from membership fees and
project funds.

The total of 58 local TDM organisations analysed here show significant differences both in their posi-
tion in the tourism of Hungary and their touristic characteristics: units have been established in popular and
busy tourism destinations in Hungary just like in areas specialised on rural tourism and ecotourism. Consid-
ering this, on analysing the indices we deal separately with the indices of commercial and private accommo-
dations and the absolute indices derived from them.

3.1. Reception capacity

As regards reception capacity, the basic index is the number of units of service providers, in which huge
differences can be seen across the respective organisations. For volume limits, authors decided to feature the
first 10 and the last 5 units at each index. On the whole, the 58 local TDM organisations involve 1,146 com-
mercial and 21,795 private accommodations. As regards the number of commercial accommodations, or-
ganisations linked to big cities and touristic centres of the Lake Balaton (i.e. the most favoured tourism des-
tinations in Hungary) are dominant, while in private accommodations health- and beach holidays are most
important. On the whole it is not surprising then that the parallel analysis of the two types of accommoda-
tions shows the dominance of the TDM organisations linked to bathing resorts, due to the high proportion of
private accommodations.
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A common feature of the organisations on the bottom of the list — in all three parameters — is that
they are units with small town centres whose tourism is still underdeveloped, they are not dominant actors on
the tourism market but already meet the criteria of the foundation of TDM organisations.

On the basis of the number of beds of service providers belonging to the respective TDM organisations
— 128,125 beds in commercial and 122,439 in private accommodations — we get a very much similar pic-
ture as in the case of the number of service units. Also on the ground of this index, most commercial ac-
commodations can be found in bathing resorts and big cities (except for Eger), while the largest numbers of
private accommodations can be found in organisations linked to Lake Balaton — apart from Hajdiszoboszl6.

As regards capacities, the last ones in the order again are the organisations of tourism destinations still
in the development phase. The reason for their weak positions is the same as shown at the number of the ser-
vice providers, because the two indices are closely interrelated.

Summing up the reception capacities of local TDM organisations in Hungary we can‘say that the dis-
parities between the leading and the lagging units are quite significant, because only minimum values were
set at the criteria of founding TDM organisations, and so core areas of the Hungarian tourism industry cre-
ated their management organisations just like the peripheries of Hungarian tourism.

3.2. Data of guest turnover

The local TDM organisations received 2,564,823 persons at commercial accommodations and 460,796
guests at private accommodations in 2009. The advantage of the organisations leading in the number of
guests 1s even larger both as regards commercial and private accommodations — hundreds of thousands of
guests versus a few thousands, maybe tens of thousands of guests.

The management organisations of destinations in the catching up phase show a rather low volume in all
three indices examined, which is a reflection of their limited role in_the tourism of Hungary. Also, in the case
of the aggregate index we can see the absolute dominance of the bathing resorts and the big cities.

In the number of guest nights — one of the main criteria for the establishment of TDM organisations —,
the polarisation described above is even more extreme, e.g. the Héviz one, also leading in the number of
commercial accommodations, boasts of 900 thousand guest nights, whereas the same index of the TDM or-
ganisations in the worst positions do not reach ten thousand. Of course a similar tendency can be seen in the
field of private accommodations too. If we look at the aggregate index, it is striking that on the top of the list
there are few big city management organisations,. their place is taken by the TDM organisations of bathing
resorts. It is also to be noted that among the leading units there are significant differences too, as the leading
Hajduszoboszlé TDMo has almost one million guest nights, while Fonyod (position ten) has to make do with
«only» 262 thousand.

On the whole we can say that the basic touristic indices of the local TDM organisations and their posi-
tions in the tourism of Hungary show extremes, which is coming from the different endowments and possi-
bilities, in the first place. It is promising for the future, however, that management organisations have been
set up in destinations still in‘the initial/development phase, with whose assistance the now «peripheraly» areas
of Hungary can also join the tourism industry of the country [3, 4].

4. Typifying local TDM organisations on the basis of the weight of guest turnover in the cooperat-
ing municipalities

The building out of the system of local TDM organisation is a basically organic process in the Western
European countries; stimulated by bottom-up — local — initiatives. In Hungary, the creation of the local
level was basically influenced and directed by the call for tenders using EU resources. Settlements with a
considerable number of guest and guest nights have established in most cases their TDM organisations with-
out involving other settlements. However, even in big and middle cities we can see arrangements where
management organisations are operated in cooperation with nearby settlements having an important touristic
attraction, which definitely supports destination and product development and allows the coordination of ac-
tivities in line with the general tasks of the local TDM organisations (Aubert, A. et al. 2009). Typically, the
management organisations of such urban spaces are accompanied by some nearby municipality with consid-
erable touristic value. The TDM organisations of rural areas, without exception, can be created with the col-
laboration of a larger number of municipalities, in order to guarantee the minimum number of guest nights
and the necessary financing background.

We looked at the TDM organisations established with the cooperation of several municipalities sepa-
rately to see what proportions the members have from guest turnover. In our hypothesis there would be sin-
gle-pole and multi-pole TDM organisation as well. In the case of the single-pole ones, a leading municipality
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gives a dominant part of the guest turnover of the TDM organisation, while in the case of multi-pole organi-
sations we can see a more balanced situation, with guest turnover distributed more evenly across the settle-
ments. We made this analysis for TDM organisations with at least three members, on the basis of the index
of the number of guest nights. Most TDM organisations have one single pole, with over 90 % share of the
leading municipality from guest turnover.

There are relatively few TDM organisations with more than one pole, but the directions and characteris-
tics of organisational development indicate that their number will probably gradually grow. Collaboration is
typical either for settlements which in a narrower geographical environment are unable on their own to reach
the minimum threshold in the volume of guest turnover, or in areas that, acknowledging the potential advan-
tages of cooperation, want to enter the market jointly. Unlike in the single pole destinations, two or even
three centres of by and large the same weight can be found in these destinations.

5. Correlations between TDM organisations and touristic products

The foundation and operation of TDM organisations can be basically influenced by attractions and the
touristic products built on them. Certain touristic products concentrate tourism service providers and demand
so intensively to some small towns that they alone meet the minimum guest turnover requirements of the
tender system. A clear touristic product of this kind is health tourism whose external links to its neighbour
settlements are negligible in many cases; it is also a block to the so often/mentioned regional development
impact of tourism. We can often see that a health tourism centre collaborates with a few small nearby mu-
nicipalities to found their TDM organisation. Besides health tourism, the prominent representatives of urban
tourism are also in this category where the concentration of attractions and service providers is outstandingly
high. The most significant locations of ecotourism in Hungary are.also able in themselves or in association
with one other settlement or two to create a TDM organisation.

Another group of the TDM organisations is made by several municipalities, sometimes more than ten.
They are typically reception areas of rural tourism, wine tourism and active tourism, often with one settle-
ment or two with dominant weight.

6. Summary

In creating the system of local TDMo-s, the leading tourism destinations of Hungary are the cutting
edge. They are gradually joined by rural areas and spaces less popular for tourists but seeking the advantages
of membership in the TDM system.

The organic establishment of the TDM system is basically influenced by the tendering system designed
for the development of the institutional system. Among other things, the range of settlements cooperating in
order to reach the minimum threshold of guest turnover volume is influenced by the system. Another critical
issue is financing, which is assisted to some extent by the tenderable resources but other revenues are also
necessary for the maintenance of the organisations [4, 5].

The gradual building out of the institutional system also results in its differentiation. Besides the
TDMo-s consisting of‘one single municipality, organisations founded jointly by several settlements are more
and more frequent,.and their further differentiation into single-centre and multi-centre type can also be seen.
The development path of'the future will probably be the local TDMo-s involving several municipalities, in-
asmuch as the potential collaborators can envisage the advantages and achievements of the activity of the
TDMo. Experiences show that the main obstacles of the operation of such organisations include the keeping
of the trust among the members, the achievement of joint thinking, and the creation of collaboration and joint
activities.
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Paddait 3ontan, Monuka XKonac-bepku, Anran Ayo6epr, ['eprenmu Mapron

Kacinopbinaapabl 0acKapyaaFbl sKeprijiikTi TYPU3MHIH OPHBI —
BeHrpusinbIH Keil0ip aJramkbl TIKipuoesepi

Maxkanana Benrpusimarsl Typu3M KYHECiHIH OpKEHIEI JaMybl, KOl AEHIeHIi )KepriliKTi Typu3M KYHeCiHiH
KYPBUIYBI KSCIITKOH MaMaH/ap MEH KOFaM TaparblHaH KOJIJay Tayblll OThIPFaHbl aiThUIFaH. MyHBIH, OapIIbIFbl
Benrpust eni TypusMHiH 6acekekabineTTiiri aprkanbiH kepceereai. 2008 xpuiiaH 6acTan anFamkbl Kagamaap
periHae emnmeri JKeprilikTi TypusMmai Oackapy YHbIMAApBIHBIH KYPbUIBIMBI €48yip OH e3repicTepre TOJbI
GonFaH/bIFEl OasHIanFaH. BeHrpusaa KbI3MET aTKapaThlH JKEPTiUTIKTI TypH3M Kyiieci YHBIMAAPbIHBIH JKaii-
KYHi Tangassl, Oip cajJaHbIH opTapanTtaHy OarbITTapbIH 131€CTIPyTre YMTHUIBIC KaCaFaH:

Paddait 3onran, Monuka Konac-bepku, Anrtan Ay6epr, ['eprenn Maprton

Ha3nayeHnne MeCTHOr0 Typu3Ma B yNPaBJeHUU OPraHu3anuii —
HEKOTOpbIe NnepBble ONbIThL BeHrpuu

B crarbe nmokaszano, 4To npeoOpa3oBaHue YCTaHOBICHHON CHCTEMBI Typu3Ma B BeHrpuu, yupexxneHnne MHO-
roypoBHeBoil cuctemMsl TDM oxuparorcsi U _IpoeccHoHalaMi M OOLIECTBEHHOCTHIO, YTOOBI IPHBECTH
K CYILECTBEHHOMY YJIYYIICHUIO KOHKYPEHTOCIIOCOOHOCTH Typu3Ma BeHrpuu. ABTOpaMH OTMEYEHO, YTO
CTPYKTypa MECTHBIX YIPAaBICHUYECKUX OpraHU3aliii TypH3Ma NOCTeNeHHO BbicTpanBanach ¢ 2008 r. B cratse
HPOAaHAIM3UPOBAHO MOJIOKEHUE opraHm3auuit. TDM, paboratonmx B BeHrpuu, onpezieneHsl NPU3HAKK HX
I QepeHIpOBaHIsL.
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