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Abstract. To introduce the Tourism Information and Marketing

systemTIM in a geographicakegion, a numberof stepshaveto be

takenat the organizéional andthe technologicalevel. Somestrategic
considerationgnd decisionsare also necessaryThis paperdiscusses
thesestepsand decisions basedon our experiencegrom introducing

TIM in the NorwegianregionTroll Park,andon the strategicanalyses
we carry out nationally for further introduction of TIM in Norway.

1. Introduction - Information technology in tourism distribution

International network systemsfor marketing and selling tourism products are
emergingin Europe,graduallyintroducingnew partsof the tourismindustryto the
benefits of information technology. Up until now the area has been domimatked
large CRSs (ComputerbasedreservationSystems)like Amadeus, SABRE and
Gallileo (J.Olaisen1993,P.J.Sheldori993).The CRSserviceis a distributiontool
mainly aiming at the businesanarketsto which the large internationalcompanies
sell standardproductswith high volumeandhigh value.Informationtechnologyhas
sofare not beenavailablein form of affordable,effective marketingand salestools
for the part of the industry consisting of medium and small service suppliers
scatteredaroundin rural areasservingthe rapidly growingleisuremarket.A leisure
marketwhich growthseemdgo be basedon more specificneedsandwants,andthus
a demandfor moredifferentiatedproductson everythinkableresourceactivity and
experience.

The TIM system(presentedlsewhereyepresents further stepin the development
of advancedtelecommunicationservicesto the benefit of humeroussmall and
differentiatedservice providersthroughoutthe whole tourism industry in Europe



(and the world). Local providersof tourism productscan use TIM to distribute
multimedia information about their productsto salesorganizationsthroughouta
Europearwide network. The productscanbe bookedandsold directly via gateways
to local and centralreservationsystems A Norwegianregional tourism company,
Olympia Utvikling - Troll Park, has participated in the TIM project sincgattedin
1992.Troll Parkis now building the organizationakndtechnicalnetworkfor using
TIM to marketand sell the various productsof the region. The paperis basedon
experiencegrom this processlt is also basedon analysesperformedby the NR,
Norwegian Computing Center, as part of our work for the Norwegian Research
Council in defining a strategyfor using information technologywithin the tourism
business in Norway. NR is also a technical partner in the TIM project.

2. Short description of Troll Park

The Troll Parkregioncoversa largeareaof mountainsandvalleys(approx.155.000
sq. kmts) with Lillehammeras a naturaltourism center. There are about12.000
commercialbedsin the areaproducingsome 2.2 million guestnightsa year The
Troll Parkareaprovidesactivitiessuchascrosscountryandalpine skiing in winter
and hiking, rafting, tracking,canoeingcycling, fishing and sightseeingn summer.
There also a couple of attractionin the Lillehammer-areaand facilities to host
meetings and conferences mostly at the national level.

Todaytheseoffers are being promoted both individually by the single producershy

meansof traditional media, and through brochurescreatedand publishedby the

local andregionaltouristboards. The selling is mainly takencareof by the service
providersthemselveon the nationalmarkets,and by traditional tour operatorson

the internationalmarkets.The local or regionaltourist boardsare not into actual

selling of the products. Olympia Utvikling - Troll Park LTD is a company
establishedvy the tourismindustry and the public interestsin the region with the

traditional functions of a regional tourist board, but partly due to the increased
serviceto the industry that opensup throughthe TIM system,the companyhave
decided to serve as a commercial intermediary for the industry in the region.

3. Technical and organizational requirements for a regional TIM
networ k

The TIM systemis a distributed multimedia databaseusing ISDN network to
transferinformationthroughouta Europearwide network. The overall requirement
ontheTIM architecturas: Multimediamarketingmaterialproducedocally, at PoO
(Point of Offer) sites shoulde distributedat userdeterminedimesacrossEuropeto
userdeterminedocations(PoS/Pol- Point of Sale/Pointof Information sites). The
multimedia information is stored locally at database serveah BbOandPoSsites.
A global supervising node organizesdatabaseipdatesand systemuse;it doesnot
storethe multimediadata.Bookingis partly beingprovidedby a Gateway Server in
Rome.TIM hasimplementedyatewaydo someof the big CRSsin Europe(Galileo



and Amadeus)for bookingof thoseproductsthat are part of the inventoryin these
systemsandto oneregion booking system(Integra)which is also basedas a wide
areanetwork. As mostof the productsin questionare not on any CRS, booking of

theseproductswill take placethrougha bookingfacility in the TIM systemdirectly
to eachPoO.All databaseserversarerunning Microsoft NT advancedServerwith

Microsoft SQL_Serverdatabasemanagemensystem(DBMS). The terminalsare
running Microsoft Windows fowWorkgroupson top of MS DOS. Multimediadataas
video and soundis centralto TIM. The video standardunderMicrosoft Windows,
with AVI video and standardsoftware,is usedboth in the digitizing, editing and
compression process.

The TIM systemrequiresextensivecooperationbetweenpartnersat the different
organizationalevels. First of all the regionalPoO, representinghe productrange
of the region must establisha closeand trustful relationshipto the producersthat
wantto be on the systemwith their product. The structurewith oneregionalPoO
will be neededor threemainreasons.Firstly becausenostof the providerswill be
too small to investin the technicalequipmentand humanresourcesecessaryto
function asa separatd?oOor a full TIM node. Secondlyit will raisea numberof
commercialand legal problemsif one and eachof the service providers should
establishhis own businessrelationshipto every possible PoS. Thirdly it will
represent crucial possibility for quality control of the productsbeing offeredby a
specific region to have them presentedby a regional company that is also
responsiblefor handling market information, knowing international standards,
meetingfinancial requirements|egal issuesetc. Theseare all advantagedor the
region with respect to long term image and credibility building, as itriegeesent
wide rangeof the regionsdiversified and specializedporoductto a numberof target
groupson the internationalmarkets. This paperfocuseson the relationshipson the
regionallevel, butit mustbe noticedthatit is left to the regionalPoO,accordingto
this structure, to establish businessrelations to EuropeanPoS that might be
interestedo sell tourismproductsfrom the region. This latestissuedependsaamong
other things on how the TIM system eventually will be set up internationally.

4. Stepsto betaken at the organizational level

To createthe networkor infrastructurerequiredfor TIM, a numberof stepshaveto
be taken at the organizationalevel. We will heredescribethem as five different
steps,but they are closely connectedand should not be performedin a strictly
sequentialorder. It will also be fruitful to go throughsomeof them again as the
network itself changes and improves.

Different models for the organizational network can be chdspendingn thesize
of the region,the kind of organizationsand businessegvolved, their ambitionsin
regard to international marketing and their accessto information technology.
(Kamfjord,93). Normally a organizationalnetwork for TIM will consistof one or
moreTIM-representativesvhich will actasa full TIM-node within the TIM-system



representinga numberof providersin the region. The centralelementsforming the
economicalties betweenthe participants,will be provisions for booking and
advertising costs.

Step 1 - Establish contact with a set of participants

Thefirst stepin creatinga TIM networkis to chosethe participants As a systemfor
marketingleisureproductsfor individual travelers, TIM will containproductsfrom
small providers.Involving themin the organizationahetworkis thereforecrucial.
Therole of thetouristboardsis central,bothin regardto this andbecauselIM will

include generalinformation and marketingmaterialfrom a region. Since TIM will

consistof productsthat can be bookedon-line, an importantquestionfor defining
their role in the TIM networkis whetherthey can be involved in actualbooking
activities.

As the regionaltourism companyin the Troll ParkareaOlympia Utvikling - Troll

Park LTD was the natural unit takeresponsibilityasthe regionalPoO. Dueto the
whole concept of TIM, the company must grow out of the agl@traditionaltourist
boardand preparefor the role asa commercialintermediaryin selling the regions
tourist productsthrough this new channelof distribution. The bookingswill be
carriedout throughan allotmentsystem but with closerelationshipgo the suppliers
involved. Someproductslike accommodatiorwith capacitylimits and individual

wisheswill obviouslyneedcloserfollow up thanstandardproductslike lift tickets,
bicycle rental and other products.

Step 2 - Establish marketing strategy

Regionaltourism marketinghasfor many good reasonsgconceptually historically
and financially, not beenseenas a very sophisticatedcontributor to the art of
marketing. The introduction of a multimedia distribution systemwill force the
industryto developknowledgeandexperienceat a new andhigherlevel. The new
setof tools arein many sensesnuch stronger the messagaeedsto be muchmore
concentratedand targetedto build imagesand brandsthat are compatiblein a
marketplace with continuously stronger competition.

The marketstrategythat needsto be developednustconsistof substrategiefirst of
all for productsand promotion (image). The productstrategymust sort out the
overall most profitable product categories,according to demand and product
availability and quality, andit mustbe decidedto which extentthe productsshould
be presentedin the electronic folders as single products, product groups or
prepackedproducts. The promotionstrategymust deal with crucial questionfrom
the very top dealingwith which genericprofile if one,the regionshouldtie all its
productsinto, and down to more creativequestionsrelatedto the communication
thattakesplacein all its newforms. The moreonerelieson the single suppliersor
local tourist boards to participate in the development of in§a@deo-clips,pictures,



sound,texts and other images)to the electronicfolders, the more one will need
specific guidelines as help and quality control in the preparations.

Step 3 - Establish routinesfor cooperation and collabor ation

The next stepis to specify routinesfor collecting and producingthe multimedia
marketingmaterial. The materialis built from elementscreatedwith standardPC
tools. It is thereforea numberof ways for the providersand the representativéo
cooperate in creating the folders for TIM.

Participantswithout any computersupportwill haveto producetheir materialthe
traditionalway by filling in forms producedby the TIM representativelmageshave
to be sentto therepresentativasnegativeor on paper.Videotapesanalsobe sent
aspartof their contribution.The TIM representativavill thenhaveto type inn the
text, scanthe imagesand digitize parts of the video tapesto createthe inserts.
Finally the representativevill haveto createthe folders with its front cover, and
include the inserts. Distribution of the folders to other TIM nodd&uiopewill also
be done by the representative in this setting.

Participantswith standardPCsand basicadministrativetools suchas a text editor
will be ableto createthe text insertthemselvesind sendtheseon a disk to the TIM

representativdmagesandvideowill be handledthe traditionalway. The nextlevel
of technicalsupportis when the providers have standardequipmentfor handling
multimedia material, i.e. scanner for digitizing images, toolsrfodifying themand
cardsfor digitizing video and creatingAVI-files. With thesetools a participantcan
createmostof the material,i.e. all the insertsfor a TIM folder. In this settingthe
representativevill only haveto createthe folder andinclude the inserts.Text and
imagescan be sentto the representativen disks, but video clips are normally too
big. A network connection between them is therefore the next step.

Cooperationcan be mademuch more effective if there are somesort of network
connectionbetweenprovidersand representativeg-ormsfor specificinformation,
textfiles, imagesandvideo clips cantheneasilybe exchangedNetwork connection
opensfor the useof tools suchassendingfax directly from the PC, transferringfiles
andusingelectronicmail. Video telephonycanbeintroducedif the siteshavelSDN
connections.

The technically most sophisticatedvay of cooperating,can take place when the
participanthasa full TIM point-of-offer applicationwith all the tools for handling
multimediaandfull ISDN network connectionsThe participantcanthen createthe
whole folder and use the TIM system to distribute this to any other TIM node.

Step 4 - Introduce suitable tools and technology for each participant

As describedn step3 the TIM environmentis well suitedfor introducinga wide
rangeof tools andtechnologiedependingon the ambitionsand economicabilities



of each participant. The tools used for creating marketing material and
communicationin TIM can also be usedfor other purposes,such as managing
archives for digital images and performiadhoc communicationThe utilization of

information technology varies greatly within the tourism business.Part of the

businessare using advancedsystemsand networkswhile many of the actorsare
usingvery simpleor no technologyat all. This is partly dueto economicabremises
and partly dueto lack of knowledgeaboutavailabletechnologyand how to chose
the right systems.

As part of introducing’'IM in aregion,a programfor introducingstandardoolsand
technology,including basic network, should thereforebe establishedThis would

increasehe effect of their marketingefforts within the TIM networkandwithin the

businessin general.Sucha programshouldinclude analysesof each participants
requirementandspecifya step-by-stepnvestmentanddevelopmenplan. The plan

shouldstartwith basicgeneraltools andtechnologywhich canbe usedfor a number
of purposes in addition to TIM.

Step 5 - Organizetraining and support functions

Since many of the participantstime TIM networkwill be small providerswith little
experiencdrom this kind of technologytrainingwill be a critical factor for success
when establishing the local netwoilkainingwill be neededothfor usingstandard
PC-tools and for using TIM specific tools. Designing and creating multimedia
presentationsequire specific training where expertsin graphicallayout should be
involved. Communicationvia networks also requires certain training. Finally
establishing new routines for cooperation will require training or special attention for
a period of time.

The establishmentof support functions will be another critical factor. Small
providers will seldom have computer experts within their company and will
thereforedependon externalarrangementsThis canfor instancebe local vendors.
For someof the participantsit might be possibleto establishsupportin cooperation
with local public administrations centers.

5. Stepsto be taken at thetechnical level

The following description is basexh the technicalsolutionin a commercialsystem,
andnotin the researctphasein which the projectis at the moment.The figure on
the next page gives an overall idea of the architecture of the system.

Troll Park will typically be a PoO representativetheir regionin Norway. The PoO
representativewill normally have 486 DOS/Windows terminals connectedto
Windows NT serveras their basic configuration.The terminal/serversolution can
alternativelybe either1) serverandterminalin one machineor 2) runningNT also
ontheTIM terminalsin a LAN network.This solutionwill give betterperformance
andsolvethe problemsof integrationbetweerthe DOS operatingsystemandall the



othersoftwareandhardware All DOS/Windowssoftwarecanbe run from NT. The
Global Supervising Node will be distributed to National level as astlhe Gateway
Server.

Since small providers seldom have their own booking systems, each PoO
representativeanhavea local bookingsystemwhich is representedéh the National
Node as a gateway.The National Node also hasa gatewayto the big CRSs.The
NationalNodesplay the "Routing" and the "National Booking Gateway"function,
and only one machineis needed.Only the PoS nodesand PoO nodeswill store
multimediainformation. The National Node keepstrack of all "National folders";
from which PoOrepresentativéhey "belong" andto which PoS/Polnodesthey are
distributed.All the distributionof foldersis going throughthe NationalNodes.The
PoS/Polnodesstorethe folders togetherwith the "Booking Information”. When a
folderis bookedat a PoSa requests sentto the "National Node Booking Gateway"
to which the folder belongs.A folder belongsto the PoO representativen the
country where it is created.
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To becomea PoO representativethe whole TIM configurationis needed.One or
more PCs with at least 1 Glisc,anISDN line connectionlcommercialavailablein
most Europeasountries) anISDN router,NT advancedserverSoftware Microsoft
SQL-ServeiDBMS andof coursethe TIM databasendapplicationis minimum.In
addition, externalhardwareand softwareis neededto make the folder inserts. A
scannelis neededto digitize paperbasedpictures,and a video card is neededto
digitize video. TIM uses th€aptivator digitising card. To play the video andound,
TIM usesthe 928 Movie card. Video for Windows,which hasbecomea standarcn
PCstoday, is usedto edit the video. Editing text andpicturesfor TIM canbe done
with standard PC software tools such as Microsoft WORD, Word Perfect,
Paintbrush, Corel Draw etc.

As describedn chapter2, the small PoOscanbe connectedo TIM in manyways.
Oneway is not to be "technically” connectedat all (not evenhavea standalone
machine) and let the PoO representative do all the work.

One possibletechnicalsolutionis to usea stand-alonePC, and make someof the
folder-inserts.The first stepis to createtext basedinformation and simpleimages.
The minimum technicalrequirements then standardsoftwarefor text and image
processing.To be able to createmultimediainformation, the video card and the
soundcard must be addedto the configuration. The economicinvestmentis not
more than 1000 ECU. But often, a more powerful processorand larger disc
(especiallywhen working with video) is needed.If the PoO wantsto have good
guality images from paper, a scanner is needed.

One step further is to have an ISBdmmunicatiorine. Using ISDN, it will take5-
10 minutesto transfera holiday-product(a folder in TIM- terminology)from one
siteto anotherdependingon thefolder size. The price for the ISDN connectionwill
vary from countryto country,butin mostcasest is comparablawvith the costof the
telephone (both connection and use). In addition, an ISDN routerlS8Dé&hadapter
cardis neededand will costapproximately2000 ECU. With this communication
line the PoOis ableto sendinsertsto the PoO representativeOther basicnetwork
servicessuchase-mail,file transferandaccesgo generalcommoninformationwill
also be available.

The last stepis to investin the full TIM configuration(as describedabove),and
becomea "professionalfolder maker". To becomea PoO representativés now a
short step technologically.

6. Strategic challenges

Most of the questionsthat one will face by enteringin to the age of information
technologyin overalltourismmarketinghasbeenpointedat in the paper.A couple
of key issuesshouldthoughbe focusedon in the end. They are all dealingwith
economy. First of albnewill needa closefollow up with businessasestudiesand



cost-benefitanalysis. One needsto know as accurateas possiblewhere the costs
and savings occur at the business level atideahdustrylevel. This hasto do with

how the regionaltourismindustry most effectively shouldbe organizedto run the
systemand how it should be financed. This is also touching the questionabout
monitoringthe reactionsto the new systemfrom the traditional distribution system
as a whole, and how it should be responded to this.

Thefinal questionis dealingwith how one cangetthe maximumcosteffectiveness
out of the resourceghat are being put in to technologyand humanresourcesn
systemdike this, and wherethe resourcesften tendsto be a mix of private and
public money. Even if the prices of the single componargdropping,onewill be
seeinga steadyandrapid developmentn this areasothat therewill be a continuos
needfor new investmentsand a dangerof an almostas continuosstreamof new
projects.Soat leastfrom the public sectoronemusthopefor a critical awarenessf
not wastingmoneyon too many parallel running project. One last point on this
issueis working towards standardizationn hardwareand software so that the
informationin all different categoriescan play togetherand be usedfor different
purposes.

In the Troll Parkareathis is being donebetweenTIM and a regionalinformation
and booking system (Info-box). The regional information system has been
developedso thatthe TIM databasesan be activatedfor both userends. Evenif
someof the softwareis different betweenTIM and Info-box, andthe screendumps
andthe profile hasnot yet beenadjustedto a commonstandard,one seethat the
degree of integration which has been achieved in this case, means thatltfark
areathroughOlympia Utvikling - Troll ParkLTD, hasalreadydevelopedheir own
Pol -system (poinof information)correspondingvith TIM. The Pol-elemenglsois
alsomeantto be part of the TIM system,but hasso fare beenpostponedo a later
releaseof the system. Througha focus on systemintegrationwe in this casesee
how both system can benefit.
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