
Creating private and public value in data-related management
projects: a cross-border case study from Switzerland and Italy

Elide Garbani-Nerini
Faculty of Communication, Culture and Society

USI Università della Svizzera italiana
Lugano, Switzerland

elide.garbani.nerini@usi.ch

Elena Marchiori
Faculty of Communication, Culture and Society

USI Università della Svizzera italiana
Lugano, Switzerland

elena.marchiori@usi.ch

Nadzeya Sabatini
Faculty of Management and Economics

Gdansk University of Technology
Gdansk, Poland

nadzeya.sabatini@pg.edu.pl

Lorenzo Cantoni
Faculty of Communication, Culture and Society

USI Università della Svizzera italiana
Lugano, Switzerland

lorenzo.cantoni@usi.ch

ABSTRACT
The literature in the field of smart cities shows a continuous em-
phasis and interest in the topic of big data due to the extensive use
of Information and Communication Technologies by public and
private institutions within each city. There is undoubtedly value in
big data: in data lie insights on the city, its stakeholders, citizens,
products, and services. Challenges, though, lie in data’s variety,
volume, and velocity, but also in managing them, considering the
complex interplay between stakeholders inside a city or a country.
Another layer of complexity is added when we consider a smart
city as a smart destination where the visitor - often an international
tourist - becomes an additional stakeholder of a smart city bringing
in additional data. Such challenges, though, are even stronger when
tourists do not stop at geographical borders: smart destinations
become cross-border destinations. While there is a physical border
between them, but most importantly, a legal difference in how data
should be collected, stored, managed, and re-used [56, 59], data
flows do not stop at this border. This complexity has to be man-
aged both by governmental and tourism agencies. However, the
literature between eGovernment and tourism is often theoretical
in nature, and while it highlights the potential benefits of smart
destinations and data-management processes, it does not provide
detailed guidelines on how to implement these concepts in practice
[41], especially in the context of cross-border smart destinations.
With regards to this, not only has the need for guidelines risen to
help tourism destinations tackle smart data- and technology-related
projects, but also to define how stakeholders can come together to
determine data policies and governance in order to create private
as well as public value [60]. This paper responds to such a need by
presenting the results of a cross-border research project conducted
in Switzerland and Italy, where the model of a smart destination’s
structure proposed by Ivars-Baidal et al. [35] has been applied, and
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its dimensions have been operationalized in a data-related manage-
ment project. This allowed the authors to understand how to create
public and private value managing data flows in a cross-border con-
text, while also elaborating on the model reflecting on data’s dual
role as a starting point but also as a central component impacting
other dimensions.
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1 INTRODUCTION
Cities are complex systems, marked by a constantly growing num-
ber of interconnected citizens and businesses [49] and their related
challenges. This complexity has led to the introduction and adop-
tion of the concept of ‘smart cities’ as a new paradigm for innovative
management and sustainable socio-economic growth [5, 31]. The
term ‘smart’ can be intended in different ways and finds a meaning
in different contexts, from marketing to urban planning. However,
no matter the interpretative context, according to the literature,
technology is one of the core components of a smart city [48]. In
this context, the value of smart cities lies in their ability to harness
technology and innovation to create more sustainable, efficient,
and inclusive living environments that enhance the well-being and
prosperity of all its residents. Such value is mainly created within
public-private collaboration environments, with a crucial role of
multiple stakeholders [3, 58].
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A smart city has a dual function not only as a place where resi-
dents live but also as a place that travelers visit: it can hence become
a smart tourism destination. A tourism destination represents a spe-
cific location, a city, or a country, that offers a range of attractions,
services, and experiences to visitors, contributing to the economic,
social, and cultural vitality of the destination and its surrounding
region. Many amenities and resources at the destination are used
by both locals (citizens) and visitors (tourists). At the strategic level,
tourism destinations are managed by Destination Management Or-
ganizations (DMOs) that are mainly governmental offices, such as
Ministries of Tourism, tourism boards and tourism agencies that
operate at the national, regional, or local level. Historically, DMOs
have developed the following goals: coordinate private and public
actors within the tourist industry, develop a unique image of the
destination in the eyes of potential tourists, provide visitors with
pre-trip and on-site comprehensive tourism information, engage
residents in discussing tourism-development strategies, and pro-
vide a strategic vision for the destination’s development [12]. With
the realization of these goals, they ultimately aim at creating value
for both visitors and citizens.

The ‘smart destination’ concept has been almost unanimously
recognized, both in the academia and in the industry, as the right
approach for destinations to face the impact that digital technolo-
gies are having on tourism [14, 39]. It builds on the same princi-
ples of a smart city: urban development, transportation, energy,
healthcare, and governance to create a more efficient, sustainable,
and livable environment, also including visitors in the discourse
[15, 16, 22, 36, 53, 54]. More specifically, a smart destination can
be defined as “an innovative tourist space, accessible to all, con-
solidated on a state-of-the-art technological infrastructure that
guarantees the sustainable development of the territory, facilitates
the interaction and integration of the visitor with the environment
and increases the quality of the experience and the quality of the
residents’ life” [own translation, 54, p. 32].

In the smart destination ecosystem, technology is the connection
between the physical and the digital world, a world where (big)
data are fundamental and knowing how to exploit them is the key
to intelligent decision-making, value creation, innovation, and com-
petitiveness [26, 29, 61]. Multiple studies show how implementing
smart solutions based on data can help actualize more relevant and
sustainable practices [7, 24, 45]. This also applies to a destination,
where solutions based on data can positively affect the overall plan-
ning and management of the destination itself [41]. Around data,
however, several challenges arise. Data come from different sources,
and are, hence, of diverse type (variety), of extensive amount (vol-
ume), and constantly generated (velocity). Effectively managing
these challenges involves navigating the intricate dynamics among
different governmental and private entities within a city or a coun-
try. Challenges arise even further when thinking that, especially in
the past decades, technological advances and infrastructure devel-
opments, such as improved cross-border mobility between neigh-
boring countries, have increased tourists’ possibility and desire to
visit more than one country in a single trip [43]. Data travels with
tourists across borders, however, legislation and regulations do not,
and this creates new dynamics and complexities in managing such
data. Smart destinations are not necessarily bound by geographical
borders anymore and networks need to be expanded between two

or more countries. While the literature in the field of smart cities
and smart destinations and their potential benefits for residents and
tourists is growing [4, 11, 14, 22, 29, 42, 50], and so is the interest in
personal data management and their transition across border, also
due to the adherence of EU countries to the GDPR regulations and
the European Commission’s recent promotion of the Once Only
Principle (OOP), there is a significant gap in providing clear and
practical guidelines on how to effectively adopt smart destination
principles for cross-border tourism destinations, especially when
it comes to projects based on technology and data management.
Furthermore, additional studies are needed to explore how stake-
holders can come together to define data policies and governance
to create public as well as private value [17]. Indeed, the literature
in this field is often theoretical in nature, and while it highlights
the potential benefits of smart destinations and data, it does not
provide detailed guidelines on how to implement these concepts in
practice [40]. This paper responds to this need by presenting the
results of a cross-border research project conducted in Switzerland
and Italy, where the model of smart destination structure proposed
by Ivars-Baidal et al. [35] has been applied, and its dimensions
have been operationalized in a data-related management project in
a cross-border context.

2 DIGITAL GOVERNMENT IN TOURISM
Digital government plays a pivotal role in shaping the tourism
ecosystem by providing essential infrastructure, services, and gov-
ernance mechanisms that support the sustainable development and
management of tourism destinations [32, 52]. By leveraging digital
technologies and collaboration across sectors, governments can
enhance the competitiveness, resilience, and inclusivity of their
tourism sectors, ultimately benefiting tourists, local communities,
and economies. Digital government and tourism are areas that are
facing several challenges. In this context, as in Kalbaska et al. [41,
p. 330], “future research should go beyond the mapping of existing
interactions (among stakeholders) and examine how such interac-
tions occur, how they increase or decelerate the performance of
organizations in different national and institutional contexts, and
how technology can enhance the performance of such organiza-
tions and the governance mechanisms that place them together”.
Another aspect to consider in the field of digital government is the
lack of standardization and interoperability between digital systems
and platforms [2]: this can make it more difficult for governments
and businesses to share and access data.

Data privacy and security represent other recurrent issues
[29, 62] to consider, as digital systems and platforms collect and
store large amounts of personal and sensitive data: their lack or
inefficiency can make it difficult for governments and businesses to
generate trust and confidence in digital government and tourism ser-
vices for citizens and visitors. Moreover, as underlined by Kalbaska
et al. [41, p. 330], “empirical studies may evaluate additional aspects
of digital government in the tourism sector, such as the security and
privacy of tourism-related data and digital technology for green
tourism”.

Additionally, digital government and tourism also raise concerns
related to data governance (intended as who can use the data and
who manages the data) [36, 37, 41]: their lack or inefficiency can
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pose challenges for governments and businesses in ensuring data
collection, proper usages, accessibility to all stakeholders (institu-
tions, private companies and citizens, including those who may
have limited digital literacy or access to technology), and compli-
ance with legal regulations and ethical dimensions.

3 SMART CITIES, SMART DESTINATIONS
AND DATA

The smart cities discourse has been generating considerable interest
for a few decades now [15], not only in academia but also among
policy makers. To classify and rank smart cities, different models
with respective dimensions, indicators, and standards have been
proposed [28] and have evolved over time [15, 20] also with the
contribution of educational institutions [33, 34], governmental (Eu-
ropean Commission) and non-governmental bodies (ISO) [35], as
well as consulting firms [1]. Similarly, in the tourism field, many
models and frameworks were proposed that define and describe
the concept of smart destination, listing its components, layers, and
dimensions [8, 9, 13, 26, 29, 36, 55]. An example is the competition
for the European Capital of Smart tourism, established in 2018 by
the European Commission, which is awarded to European cities
that meet specific requirements and standards [25].

Smart destinations are ecosystems [30], networks interconnected
through technology where data coming from users, devices, and
operations [44] flow carrying an enormous amount of information
with them. As stated by Gretzel et al. [29, p. 181] the key for
destinations lies in knowing how to “collect and aggregate/harness
data derived from physical infrastructure, social connections, gov-
ernment/organizational sources and human bodies/minds in the
combination with the use of advanced technologies to transform
that data into on-site experiences and business value-propositions
with a clear focus on efficiency, sustainability and experience en-
richment”. However, the literature lacks applicable guidelines and
principles that are generalizable and can be used in the sector by
practitioners when working with data. On the one hand, most
studies on smart destinations are focused on specific technology
solutions/type of data or case studies, and their results may not be
transferable to other destinations [10, 19, 21, 46, 57]. On the other
hand, the models proposed in the literature might be too broad in
scope to be applied by tourism destinations to use technology and
data in a smart way, improving their operations and enhancing
the visitor experience. In addition, it has been shown in the litera-
ture that different stakeholders have different understanding of the
concept of smart destination, even though some conceptual areas
associated with the term are commonly shared by tourism practi-
tioners [27]. When it comes to data-related practices, such as data
collection and analysis, however, the differences are more evident
[27], therefore, it becomes crucial to have more operational guide-
lines that allow destinations to adopt the principles of smartness in
relation with data- and technology-related projects.

4 METHODOLOGY
Considering the gaps highlighted in the literature review, the cen-
tral role that data have in smart destinations, and the need to tackle
the challenges related to data-management projects in cross-border
destinations to create value both for public and private stakeholders,

Figure 1: Smart destination model by Ivars-Baidal et al. [35],
with three levels and their dimensions

citizens and visitors, the following research question was formu-
lated:

• How can data flows be managed in cross-border contexts to
create private and public value in smart cross-border desti-
nations?

In order to answer the research question, the authors have moved
from the theoretical model conceptualizing a smart destination
proposed by Ivars-Baidal et al. [35], outlined in Figure 1. In this
model, a smart destination is represented along three levels: the
strategic-relational level, the instrumental level, and the applied
one. These levels are interrelated and present the essential dimen-
sions and principles to foster and develop a smart destination. The
strategic-relational level describes how a smart destination relies
on governance and “is founded on planning, public-private collabo-
ration and coordination in administration” all to develop tourism
in an accessible, sustainable, and innovative way [35]. The instru-
mental level illustrates how a smart destination is based on digital
connectivity, sensor technology and big data as its foundational
elements, forming the infrastructure that supports information
and intelligent systems. In Ivars-Baidal et al.’s [35] model, data is
included in the instrumental level, while the applied level encom-
passes the solutions and outputs developed at a smart destination
for marketing and management [35]. In our research project, data
is considered as the starting point – first level. The model also
presents a dimension that is external to the levels as it applies to
the destination as a whole: performance indicators must be defined
in order to evaluate smart destination initiatives [35]. This dimen-
sion was not considered in this research case as the evaluation
phase of the project and its outputs has still to be conducted.

To answer the research question, this model was applied, and
its dimensions were operationalized in a data-management project
in a cross-border context. Insights on how to manage data flows
in cross-border contexts to create public and private value were
gathered through 10+ workshops, focus groups and meetings that
were organized between the different stakeholders coming both
from public and private entities and data scientists in Switzerland
and Italy.
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4.1 The research case: the Digital Destination
Evolution System (DESy) project

The Digital Destination Evolution System (DESy) project was con-
ducted between April 2019 and February 2023, as part of the Italy-
Switzerland Interreg cross-border cooperation program for smart,
sustainable, and inclusive growth. Two public agencies – tourism
organizations were leading it: Agenzia turistica ticinese (Ticino
Tourism, Cantonal DMO of Ticino, Switzerland) and Distretto Turis-
tico dei Laghi (Piedmont’s Tourist Reception and Promotion Agency,
Italy) in collaboration with public stakeholders from the tourism
industry, namely Agenzia di Accoglienza e Promozione Turistica
Locale Provincia di Novara (Italy), Provincia Verbano-Cusio-Ossola
(Italy), and from academia, namely USI-SUPSI Dalle Molle Institute
for Artificial Intelligence and USI - Università della Svizzera italiana
(Lugano, Switzerland). Local private tourism stakeholders were
also involved in the project (e.g. about 50 hotels) as data providers.
At the origin of this project there was the need of the two regions
involved, Piedmont (Italy) and Ticino (Switzerland), to collaborate
in a cross-border governance effort and join forces both in sharing
know-how related to digital skills and data and information man-
agement connected with tourists and tourist flows. There is in fact
evidence that tourists of these regions are not limited by geograph-
ical borders and move between Switzerland and Italy during their
stay. Ultimately, the project had as its aim the creation of value for
both private and public entities, visitors (tourists), and citizens of
these two regions across two countries – Switzerland and Italy.

In the next chapter, the different levels of the model will be pre-
sented and operationalized, dimension per dimension, focusing on
data’s impact on them, while applying them to the context of cross-
border environments. In each sub-chapter, first the results will
be presented and then the encountered challenges will be tackled.
Open questions that were not answered in the scope of the project
will follow in the discussion section together with possible paths
for future research.

5 RESULTS
5.1 Mapping the ‘data estate’ of a smart

destination (applied level)
In the model by Ivars-Baidal et al. [35], this level encompasses two
different dimensions: information and online marketing. The dimen-
sion of online marketing has not been tackled in this project, as
online marketing was considered an example of one of the possible
outputs of a smart data-management project.

As for the information dimension, the first step was to evaluate
what types of data were accessible and relevant to understand
tourists’ behavior and preferences and from which touchpoints
these data were coming. Therefore, a step back was made implying
that data are the starting point instead of information, which is
rather the output of data processing. In every destination, users,
devices, and operations produce an incredible amount of data every
second. These data contain insights for destination managers and
stakeholders that can be used to support operations and managerial
decisions. However, the constant increase in data sources and
formats (variety), the amount of data that every source produces
(volume), and the rapidity with which these data are generated

(velocity) made it challenging to have an overview of the type of
available data. At the same time, identifying the most interesting
data sources and prioritizing them was a complex task, and so was
understanding how to collect such data while ensuring privacy
issues and respect for personal data, when necessary. Another
challenge encountered in the project was connected to data quality.
In fact, while first-party data (e.g. data either collected directly by
the DMO) are owned by DMOs, which have then influence on the
quality of the data collected (type, format, etc.), third-party data
(e.g. data collected from external public and private stakeholders)
are very often collected in a fragmented and different manner. This
was the case, for example, of information collected and held by
private companies in and outside the tourism industry such as
tour operators, accommodation facilities, and telecommunication
companies. This fragmentation led to a lack of visibility of the
overall context on the part of public institutions formally mandated
to promote tourism in the region. For this reason, it became crucial
tomap these different data sources and understand their data format,
velocity, and volume, and create what was defined in the project
as ‘data estate’. Similarly to the concept of ‘real estate’, defined by
Merriam-Webster as “property in buildings and land” [47], here
the concept of ‘data estate’ can be used in the context of data
management, by referring to an organization’s data assets and their
related infrastructure, data storage systems, and data management
processes. Thus, the data estate of a tourism destination could
be considered as all the data available that need to be mapped
answering to specific questions:

• Where do the data come from?
• What data are available?
• Which format are the extracted data in? Are they aggre-

gated?
• Are these historical data? Live data?
• What is the volume of the data available?

In the following, data that was analyzed in the context of the DESy
project are listed.

• Newsletter data (open rate, click rate, etc.)
• Social media data
• Website analytics
• Data related to the tourist card available in Ticino: the “Ti-

cino Ticket”
• Arrivals, departures, locations of tourists in the region
• Tourist accommodation statistics (number of establishments,

rooms and beds)
• Hotel data (occupancy rate, pricing, etc.)
• Data from the cash register of public swimming pools
• Data on public transport (buses)
• Weather forecasts data
• Weather data

Table 1 illustrates how the above-mentioned questions were an-
swered for some of the available datasets, mapping the data estate
for a cross-border data-management project. This data estate was
essential in providing an overview of the data available and their
characteristics to start reflecting on which data could be useful to
analyze and which use cases and possible projects could be worth
investing time and budget on. In fact, quality has to be preferred
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Table 1: Example of a data estate for a cross-border data-management project

Dataset Data source Data available Data format Data velocity Data volume

Newsletter data Mailchimp E.g. number of recipients,
successful deliveries,
total opens, unique opens

Downloadable file with
data CSV format

Continuous, after
every newsletter
sent

Depending on the
regularity of the
newsletter

Website analytics Google
Analytics

E.g. active users on site,
pageviews, top referrals,
top social traffic

Timeseries,
downloadable as PDF,
Google Sheet, Excel, etc.

Real-time
overview

Depending on the
website

Entrance tickets
of tourism
attractions

Own platform,
“Ticino Ticket”

E.g. ticket ID, ticket
language, check-in date,
check-out date

Downloadable in CSV
format

Daily Depending on the
number of tickets

over quantity and before starting any type of data-related project
[6], the useful data sources need to be identified.

5.2 Connectivity and intelligence (instrumental
level)

Once the data estate was mapped, the following step was to work
on connectivity and intelligence, the two dimensions of the second
level, according to Ivars-Baidal et al. [35]. In the DESy project, con-
nectivity was intended as the possibility of connecting the different
datasets, if possible, in one single platform. This dimension is very
important, since smart destinations are interconnected ecosystems
[30] and hence, also the data that are available should be connected
to ensure a more complete picture of the situation and more in-
sightful information. For this reason, the second phase of the DESy
project aimed at setting up a single platform as an instrument for
the analysis, while also combining the available datasets in order
to obtain more informative insights on tourists’ preferences and
behavior.

Intelligence represented in the project the ability to derive some
insights from the data, both in terms of instruments available for
the analysis and human capital and skills.

Both dimensions posed several challenges. As mentioned before-
hand, data were coming from different sources from both private
and public entities, and had therefore been collected, stored, and
aggregated in different ways. In a cross-border context, differences
are more marked as every country has its own legislation in terms
of data collection, storage, and management. This made it difficult
to put different datasets in relation, even though data scientists
provided the necessary intelligence for the analysis, both in terms
of technology and tools and skills. The limitations encountered,
especially when working with third-party data, were mainly con-
nected to not being able to manage the data collection and storage
process. Data were indeed often delivered as a one-time occurrence,
representing a specific period in the past and not in real-time. The
challenge here stemmed from the restricted applicability of his-
torical data in making prompt decisions and conducting dynamic
analysis. In general, historical data are useful to provide insights on
patterns, but they might not capture the whole picture, including
current developments or sudden changes, and might not be as rele-
vant as they were when collected. They are then less effective for
decision-making and might lead to misinformed strategies. Real-
time data, on the other hand, allow DMOs to respond promptly to

changing circumstances, to make more informed decisions, and to
adapt strategies based on current conditions. Furthermore, in the
project, data were often delivered in an aggregated manner, also due
to privacy concerns and GDPR, making it very difficult to conduct
analyses that led to a more personalized communication and service
provision. Third-party data were useful for a broader perspective,
such as tourist flows or attraction preferences, but these statistics
were based on aggregated data and did not show the individual
tourist. Building the customer journey was thus challenging with
third-party data or with the data that was currently available during
the DESy project. What emerged is that there is not always enough
maturity in companies regarding data collection, knowing which
data to collect, how to collect it, and using diverse data from various
sources. It was furthermore realized that connectivity was not only
about datasets, but also about different owners of such datasets.
This challenge will be elaborated in the next sub-paragraph.

5.3 Governance, sustainability, innovation, and
accessibility (strategic-relational level)

At the strategic-relational level, the dimensions of the model that
were considered within the DESy project were: governance, sus-
tainability, innovation, and accessibility. As underlined by Kalbaska
et al. [41], smart data projects need to be managed also at the
strategic- relational-level, involving in particular the concept of
governance. In the project, DMOs were considered as a central hub
leading the project as, in a destination, they are the stakeholders
that are most familiar with the private and public sector. However,
a number of institutional partners were involved in the project:
namely, two other public tourism stakeholders, two academic in-
stitutions, other regional destinations and private companies. The
DESy project highlighted the crucial role of the team leader in co-
ordinating all stakeholders. In fact, even with the best intentions
of applying principles of sharing and balancing the various con-
tributions, an inside mediator was needed to manage even simple
meetings, deadlines, and facilitate decision making. Governance
was not only a matter of leadership but also of data ownership:
in fact, often data sources were owned by different stakeholders
within the destination. Some examples: public transportation data
were collected by public transport institutions, data on customers
of hotels were collected by the hotels themselves, data related to
tourist attractions were collected by several private stakeholders,
etc. Understanding how such data could be related was therefore
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not only a technological but ultimately a relational, and negotiation,
challenge. A ‘smart’ use of data required, therefore, collaboration
and agreements between the different stakeholders that own such
data sources. This is always the case of a smart city/destination:
however, when working in a cross-border context additional layers
of complexity are added. Another important aspect was to establish
clear policies and responsibilities for data governance, including
ownership, access controls, and compliance.

Sustainability was intended as the ability of the DESy project to
maintain its effectiveness, relevance, and integrity over time. Smart
data projects are very often expensive, both in terms of time and
economic resources. For this reason, they must be sustainable. In
a sustainable and comprehensive approach to data management,
key considerations included: ensuring data quality in terms of ac-
curacy, completeness, and consistency through measures such as
regular data cleansing and validation; designing scalable infras-
tructure and systems to accommodate future growth and changes
in data volume and variety; ensuring compatibility and seamless
integration with external systems for efficient data exchange; im-
plementing robust measures to protect data privacy and security,
including compliance with regulations and encryption techniques;
ensuring that the destination has the needed resources to run and
manage the project in the medium/long-term; fostering a culture
of continuous improvement and innovation in data management
practices, guided by regular monitoring and evaluation; engaging
stakeholders across the organization in order to ensure alignment
with their needs and to promote collaboration.

Another dimension in the strategic-relational level is innova-
tion. This was a crucial dimension, which ensured that the project
contributed to exploring new solutions regarding data collection,
storage, management, analysis, and visualization. Furthermore,
smart data-management projects should foster the growth of the
whole destination, stimulating creativity, experimentation, and en-
trepreneurship among the different stakeholders, both private and
public ones.

The DESy project was also conceived to ensure accessibility of
data, which can be interpreted as granting both public and private
stakeholders the possibility to leverage the data assets of a destina-
tion to make informed decisions, drive insights, and achieve their
goals. To foster innovation, data and information must be shared,
so that other stakeholders can benefit from the knowledge created
by the project. This goes in the direction of smart destinations as
ecosystems where all the players are connected and information
comes in the form of open data [18, 30, 38, 51]. Again, security con-
cerns were raised here: confidentiality, integrity and compliance
with privacy regulations and standards had to be assured. Another
point that can be mentioned here is competitiveness. Stakeholders
were hesitant in sharing their data, as they perceived potential risks
to their competitive advantage.

6 DISCUSSION AND CONCLUSION
The results of operationalizing a smart destination model to a cross-
border data-management project allowed the authors to answer the
research question and determine how data flows could be managed
in this particular context to create private and public value. First,
mapping the data estate allowed destination managers to have a

sound starting point for the project and a good overview of the
situation. Notably, challenges related to data quality and fragmenta-
tion, particularly concerning third-party data, accentuated the need
for a robust data mapping process to establish a comprehensive
data estate, while focusing on constantly increasing the quality of
first-party data. This also granted constant visibility of what type
of data were available and what datasets could be developed in the
future. Furthermore, thanks to the data estate, stakeholders had ac-
cess to and visibility of the progress and results of the smart project.
Subsequently, efforts toward connectivity and intelligence emerged
as critical, while aiming at integrating different datasets to derive
actionable insights. However, navigating cross-border disparities
in data legislation and collection practices posed notable challenges,
requiring strategic alignment and negotiation among stakeholders.
At the strategic level, the importance of clear policies, resource
allocation, and collaborative frameworks was highlighted to ensure
the longevity and efficacy of smart data projects. Sustainability
underscored the importance of long-term viability and effective-
ness in smart data projects, requiring ongoing investment in data
quality, infrastructure, and stakeholder engagement. Innovation,
meanwhile, emphasized the role of data projects in fostering creativ-
ity, experimentation, and entrepreneurship within the destination
ecosystems. Finally, accessibility highlighted the need for data
democratization while addressing security and competitiveness
concerns associated with data sharing.

In reflecting on the findings of this study, it became clear that data
were not merely a starting point but indeed a central component
that permeated every dimension of the model. While the project
initially focused on mapping the data estate of a smart destina-
tion, it became increasingly apparent that data exerted a significant
influence on each dimension explored. Data quality, accessibility,
and interoperability directly impacted connectivity and intelligence
efforts, shaping the effectiveness of data integration and insights
derivation. Data governance considerations, such as usage and
privacy, profoundly influenced strategic decision-making and stake-
holder collaboration, highlighting the interconnectedness between
data management practices and governance structures. Sustainabil-
ity and innovation were also impacted by data-related challenges
and opportunities. Sustainable data management practices, includ-
ing ongoing investment in data quality and infrastructure, were
crucial for ensuring the long-term viability and effectiveness of the
project. Similarly, innovation in data collection, analysis, and uti-
lization could drive creative experimentation and entrepreneurship
within destination ecosystems, underscoring the transformative
potential of data-driven insights.

A last reflection needs to be made on the inclusivity of this ap-
proach, especially for smaller destinations that might have less
budgets for such projects. Indeed, as highlighted by the study of
Garbani-Nerini et al. [27], the adoption of the smart paradigm for
different tourism destinations may have different interpretations
andmay not be fully feasible due to the technological, skills and gov-
ernance limitations that a tourism destination may have. Different
networks have different approaches to the idea and realization of
smart destination projects [27]. However, an approach such as the
one proposed in this study might prove itself helpful in overcoming
these obstacles: having smart projects roadmaps would guarantee
access to and visibility of the progress and results. This could also
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encourage other stakeholders to join a smart project specifically
because they follow its developments and there is transparency of
what requirements are needed to participate. Here, a change in
perspective is suggested: it is no longer the tourist destination that
asks the stakeholders what they can do, but each individual stake-
holder contributes to a smart project by knowing their data estate,
what they can do in the collaborative context of a smart destination
and their innovative contribution to the ecosystem. This would
also provide tools for advancing and clarifying what needs to be
done to improve infrastructure and the skills/knowledge of human
resources, as well as the economic resources available within a
tourism destination.

This research has implications both for academia and practition-
ers. On the one hand, it expands the literature on smart destinations,
by reflecting on the applicability of models and providing insights
on the specific but increasingly common context of cross-country
projects. It further contributes to the literature by extending the
application of the model by Ivars-Baidal et al. [35] and introduc-
ing the new concept of ‘data estate’ to describe an organization’s
data assets and their related infrastructure and data storage system.
On the other hand, it gives the industry an idea of what should
be done when facing smart data- and technology-related projects,
highlighting how to manage data flows to create private and public
value by fostering collaboration between the different stakeholders
at a destination, and how to interpret models in an applied and
operational way, by bringing a practical contribution to all destina-
tion managers who wish to address the topic of cross-border smart
destination data-management.

Open questions arising from this study pave the way for fu-
ture research endeavors, particularly in testing and refining the
elaborated model with the data estate as the starting point and
data permeating every dimension of the model. Moving forward,
it is imperative to foster closer collaboration between academia,
governments, and industry at large, leveraging insights from all
domains to provide operational guidance on theoretical concepts.
Furthermore, the complexities surrounding data privacy, partic-
ularly in the context of cross-border data management, present
significant challenges and raise crucial considerations not only
at the instrumental-data level but also at the strategic-relational
level. Future investigations should delve deeper into these issues
to develop robust frameworks in order to effectively address data
privacy concerns. Additionally, exploring the evolution towards
open data represents the next frontier in advancing data manage-
ment practices within smart destination ecosystems. Embracing
open data principles holds the potential to democratize access to
valuable insights and foster greater transparency and collaboration
among stakeholders, ultimately driving innovation and sustainable
development within the cross-border smart destination context.
To complement this, a future critical analysis could explore issues
of equity, ethics, power dynamics, technological solutionism, and
community engagement to offer a more nuanced understanding of
the opportunities and challenges associated with these initiatives.
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