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l. The challenges ;

1. To update the existing Plan
2. Covid-19 touristic outlook

3. Available statistics

4. The SDG ) ovitormen GESALS
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l. The challenges

_ INSTITUTO
5. The DMO image @, FUEGUINO
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FINDEL

6. Brand identity EIQIHONFI'I?I-E

WORLD
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l. The challenges

6. Tourism destinations identity/brand PLAN ESTRATEGICO
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TIERRA DEL FUEGO

RIO | e U
D SR SR o

- > ;.‘{;:,‘-.“‘“._i_ s

GRANDE = e

USHUAIA




l. The challenges

6. Tourism destinations identity/brand

Tolhuin

Pto. Almanza

PLAN ESTRATEGICO
DETURISMO

SUSTENTABLE 2025
TIERRADEL FUEGO




l. The challenges

7. To include Antarctic Tourism in the Plan
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l. The challenges

7. To include Antarctic Tourism in the Plan

Our role as gateway

* To improve service quality at port (waste mgmt.,

food supply, health services, consular assistance)

* To improve specialization & standards in local

production to supply ships
* The need of the Antarctic Visitor Center
* The role of Tierra del Fuego as a complementary
destination of Antarctica
* To change the perception of Argentina’s role in N

Antarctic tourism and share the story ggﬂgmﬁﬁlw
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. " II. The strategy

A NEW STRATEGIC APPROACH

» Strategic management

» Community involvement

» Integrated planning & implementation
» Stakeholder collaboration

» Sustainable tourism & SDG
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"I, The strategy

[ OVERALL GOALS

A NEW STRATEGIC * To provide quality visitor
APPRO ACH experience

* To be sustainable, inclusive,
and compliant with the
needs of the community,
the environment and the
economy

e Considering tourism as core
industry to the economy.

» Strategic management
» Community involvement
» Integrated planning & implementation
» Stakeholder collaboration

» Sustainable tourism & SDG
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®
{ OVERALL GOALS

" II. The strategy

e To provide quality visitor
experience

A NEW STRATEGlC * To be sustainable, inclusive,

and compliant with the
APPROACH needs of the community,
the environment and the
economy

e Considering tourism as core
industry to the economy.

» Strategic management

» Community involvement { KEY ASPECTS

> Integrated planning & * Identity
: : * Integration
implementation _
. * Innovation
» Stakeholder collaboration . Intelligence

» Sustainable tourism & SDG

13



lIl. The approach .

The plan development phases

* Former Plan assessment

Phase Background —~ « DMO management assessment
1 research "« Stakeholder engagement

« Destination audits

WORKSHOPS

PROPOSAL —

« SWOT analysis
 Destination audits

. * VALIDATION VoL o]
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lIl. The approach

Phase 1 Stakeholder engagement

+ 30 individual consultations with




lIl. The approach NI

Phase 1: STAKEHOLDER ANALYSIS

e BID

INTERNATIONAL -« 14410

e WTO
* UNESCO

TOURISM SECTOR & NGOs

UshuaiaAsociacion Peninsula Mitre
Manekenk

*«MITURDEP AR

#DNA Direccién Nacional del Antartico:
#Direccién Nacional de Politica Exterior Antértica
eGendarmeria Nacienal.

Camara Hotelera Gastrondémica de

NATIONAL

#APN Parque Nacional TDF

#INTA

sConicet — Cadic (Centro Austral de Investigaciones Cientificas)
#Direccién Nacional de Vialidad - 24° Distrito Tierra del Fuego
*ADUANA

*MIGRACIONES

TDF
AHT Filial TDF
AAFUVYT - APROTUR

Camara de Turismo de TDF

Confederacion Agencia de
Desarrollo Ushuaia - Ushuaia
Bureau

Asociacion Bahia Encerrada ABE

Comunidad indigena Yagan
Paiakoala

AEROLINEAS ARGENTINAS
LONDON SUPPLY aeropuerto

Asociacion Rural de Tierra del Fuego
ASOC. RIOGRANDENSE DE PESCA

Secretarias de Turismo Municipal USHUAIA / IO GRANDE /
TOLHUIN

DR

Asociacion Argentina de Guias
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PROVINCIAL

AREF

Ministerio de Salud

Direccion de Alimentas

Ministario de Obras v Servicios Pablicos
Secretaria de Deportes v Juventud
Secretaria de Cultura Provincial

+ OTHERS

sas s e

Aeropuertos Argentina 2000
OTHERS
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de Montana -sede Ushuaia
OTHERS

CON MOSCA

Camara de Cotos de Pesca
Deportiva

ONG Estepa Viva




lIl. The approach

Phase 1: STAKEHOLDER ANALYSIS

The Stakeholder Mapping: Power /Interest Matrix

Key players

(Government
organizations, etc.)

Show consideration

Local communities
(NGOs)

- Meet their needs
9 .
T (Tourism sector)
o
S
O
(a1
S
) :
§ Least Important
= (International
= < .
= 3 organizations)
-
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lIl. The approach

Phase 1: SWOT analysis

STRENGTHS WEAKNESSES

SWOT

OPORTUNITIES THREATS
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3. The approach NI

Phase 1: Tourism Destination Audits

DESTINATION IMAGE & FACTS

Renewable Energy
Water & Sanitation

Waste management

Mobility
el - . Accessibility
. = & . Pyww  , Environmental issues
PO PUERTO O
PLAN ESTRATEGICO
SUSTENTABLE 2025 st | | | nf
L Existing narrative — tourism development — products & infrastructure
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lIl. The approach

Phases 2 & 3: Workshops — for proposal & validation

 SWOT analysis
e Destination audits

* 3 Rio Grande e 2 INFUETUR
3 Tolhuin e 3 Antarctic Tourism
4 Puerto Almanza
3 Ushuaia

e DMO staff
Public organizations & local * Provincial and
tourism stakeholders national

organizations
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lll. The approach -
Phases 2 & 3: Workshops — for Proposal & validation /

Stakeholder workshops:
private & public organizations




lIl. The approach

Phases 2 & 3: Workshops — for proposal & validation
DIVIO staff engagement workshops

P s
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lIl. The approach

Phases 2 & 3: Workshops — for proposal & validation

Antarctic Tourism

Workshops

1 Provincial organizations
2 Provincial & National
agencies

In Ushuaia & Buenos Aires

o T
WM 28Y
et

ANALISIS REGION ANTARTIDA E ISLAS DEL ATLANTICO SUR

na parte del territoriode la |

CONSEIO FEDERAL
DE INVERSIONES

patricia
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IV. The outcome
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5 Strategic Pillars
13 Programs

49 Projects
+200 Actions
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IV. The outcome

The Plan 5 Strategic Pillars

1. The tourist experience (product)

2. Relationship with tourism sector

3. DMO management & stakeholder engagement
4. Integrated planning & collaboration

5. Tourism Intelligence Pt

......
.......
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IV. The outcome

Programs, Projects and Strategic Actions
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The tourist experience

(product)

Antarctic Tourism

PROGRAM 1.2
Tourism
infrastructure

PROGRAM 1.3
Competitiveness
(Antarctic
tourism
products)

STRATEGIC ACTIONS 0

Development of the
PROJECT ) act & oth
L T executive project & other
projects of projects connected to the
Interest Antarctic Visitor Center

To develop the Antarctic
PROJECT logistics center
1.3.1 Local To set up & update HR
development & database
HR . :
To optimize local services

(waste, food supply, health
PROJECT 1.3.2 - : - :

Antarctic tourism To develop a complementary
management offer
To update the website with info

of Antarctic tour operators



V. The outcome N

Programs, Projects and Strategic Actions

Antarctic Tourism

STRATEGIC ACTIONS

e Staff training in key
areas (borders, ports,
airports)

e Staff training in
Antarctic Treaty
protocols
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V. The outcome

Programs, Projects and Strategic Actions
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Antarctic Tourism

PROGRAM 3.1 PROJECT 3.1.4
Improve the Human capital

institutional development
programs within
INFUETUR

28

STRATEGIC ACTIONS

Collaboration with
academic
institutions for
training in
Antarctic topics



V. The outcome

Programs, Projects and Strategic Actions
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Antarctic Tourism

PROGRAM 4.1 PROJECT 4.1.1

Inter-institutional Cooperation with
collaboration Antarctic Tourism

(national, provincial,
local)

29

STRATEGIC ACTIONS

To develop and
coordinate an inter-
institutional discussion
for development of
Antarctic tourism

To define narrative of
national Antarctic
history, develop
content and share

To improve
environmental mgmt.
To optimize local

supply



V. The outcome

Programs, Projects and Strategic Actions

PLAN ESTRATEGICO
DETURISMO

SUSTENTABLE 2025
TIERRA DEL FUEGO

Antarctic Tourism

30

STRATEGIC ACTIONS

To compile and
release seasonal
reports about
Antarctic expeditions



V. The outcome .

System for carrying out the Plan .

= Inicio Buscar Q

Plan Estratégico de )
Turismo Sustentable Gestion de Acciones

9 Admin U Ejes v Programas v Proyectos v Tipo de Accidn v Estado v dd/mm/aaaa
mir ser X

5 Acciones Planificadas Confirmadas Finalizadas
Q Gestion de Proyectos
Fli241 . :
Q Gestién de Acciones 98.3%
@& Balance por Impactos
i= Catalogos Fecha
#  Accion Inicio Estado Presup. Acciones
; Usuarios
1  Mejorade senderosy seialética 15/11/2021 $300.000
(0]
1 Desarrollo de Producto: Invernal - Observacion de Aves - Maritimo - Deportivo - Senderismo 19/11/2021 Planificada $800.000
(0]
1 Accion Desarrollo Productos de Naturaleza 30/11/-0001 Planificada S0
(0]
1 Registroy habilitacion de operadores y servicios de turismo aventura. 01/01/2022 Planificada S0
L ]
oh ® @
Sl ®
e o o ° - ~ - SRS = - E——
e o 0 0 °
e 0o 0 0 0 °
e o 0o 0 0 0 °
e o0 0 0 0 0 °
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V. The outcome -

Communication Plan for the strategic plan °

= Inicio Buscar Q
Plan Estratégico de
Turismo Sustentable Balance por Impactos Rango de Fechas:
_ Destinos Ejes Programas Areas de Gestion Productos 0oDsS Alcances
9 Admin User

Q Gestién de Proyectos Abrir Todos

Q Gestion de Acciones
Ushuaia

€ Balance por Impactos

o 3 Proyectos Acciones Progreso Presupuesto
+= Catalogos
" (LA LLLLLL LR N

& Usuarios 3 24 $1.800.000
Rio Grande
Proyectos Acciones Progreso Presupuesto
3 24 (AL L L L L L L L LR W] $1.800.000
Tolhuin
Proyectos Acciones Progreso Presupuesto

- ~n Ae nnn Ann
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IV. The outcome et ..

Conclusion

* The planis the result of comprehensive research, community engagement,
stakeholder outreach and collaboration with DMO team members

 The Plan sets a direction for the Province, identifies future potential growth
and recognizes the opportunity the DMO has to harness and manage the
growth for the benefit of the community and visitors.

 Working together with the many government agencies, organizations,
community and stakeholders is key for success.
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IV. The outcome

The final document

https://infuetur.gob.ar/plan estrategico

Available in Spanish only

------- . https://findelmundo.tur.ar/es
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https://tierradelfuego.us12.list-manage.com/track/click?u=3cc73ad6cb957ec8785f3948a&id=a57fcc5a85&e=bb9b64f580
https://findelmundo.tur.ar/es
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~ A '7),'\“ - Gobéerno de
NS~ Tierra del Fuego

N ) Antirtida e Islas

del Atiéntico Sur

THANK YOU

&

INSTITUTO
FUEGUINO
DE TURISMO
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