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Abstract

Mountain resorts in the European Alps are of a great topographic, ecological, and socio-
cultural diversity. While destinations face the same trends in the spheres of climate and
ecology, society and economy as well as governance and participation, the main challenges
vary. The TranStat Cookbook presents the Alpine Space TranStat project's co-creative
approach to actively address the future of destinations. It provides an overview of
megatrends and driving forces, and guidelines for stakeholder identification and group
formation. The analysis of the current situation, the definition of a desirable, sustainable
future, and possible pathways are described. TranStat aimed not only at strengthening
networks within, but also between mountain resorts. The TranStat Cookbook should serve
as an orientation for other mountain resorts wishing to facilitate sustainable development.

Highlights

z Resorts in the European Alps face common challenges in the spheres of climate and
ecology, society and economy as well as governance and participation.

z However, the main weaknesses, strengths, threats, and opportunities vary.

z Networks in and between mountain resorts provide platforms for exchange and
learning.

z The TranStat consortium combined stakeholder insights, quantitative and qualitative
data to characterize the current situation as a starting point for future development.

z To set up participatory transition processes, working groups consisting of
stakeholders were created in the mountain resorts involved in the project. Methods
such as Social Network Analysis were therefore deployed.

z Stakeholders explored future scenarios and defined sustainable, desirable visions to
prepare for the future and guide development.

z There are different transition pathways. To prevent economic decline and foster
resilience, mountain resorts should plan their transitions in a coordinated manner
and consider diversifying their tourism offerings and economy.

z For a successful, comprehensive transition, it is essential to involve policy-makers
and consider policies at different scales.




The TranStat Cookbook

TranStat stands for “Transitions to Sustainable Ski Tourism in the Alps of Tomorrow”. As the
name suggests, the project aims at facilitating development that respects ecological and socio-
economic resources. The TranStat Cookbook describes the methods used in TranStat - the
Stakeholder-driven Transition Method - recounts experiences, and provides lessons learned. It
thereby aims at helping other mountain resorts (MRs) prepare themselves for the future. The
TranStat Cookbook addresses people who live and/or work in the area and want to engage in the
transition process.

Why TranStat?

Destinations in the European Alps depend on tourism, especially ski tourism, as a source of
income. However, the future of the branch is affected by different megatrends and driving forces
in the spheres of climate and ecology, society and economy as well as governance and participation.
Examples of challenges include insufficient snow, mass tourism, technological advances, changing
political leadership, and real estate development. The TranStat project helps participating
destinations actively address their future by creating desirable visions (see chapter 5.2) based on
their specific circumstances. These visions can then guide sustainable development.

What are the aims of TranStat?

Firstly, TranStat aims to build and strengthen networks within and between MRs in order to share
knowledge and experience. Secondly, local situations are analyzed to thirdly prepare for future
challenges by defining desirable visions for the future and transition pathways to achieve them.
Finally, as political support is crucial for sustainable development, TranStat calls for cooperation.

How is TranStat organized?

The TranStat project is organized by researchers, regional developers, and entrepreneurs from
Austria, France, Italy, Slovenia, and Switzerland. They have formed working groups with
stakeholders in nine diverse alpine mountain destinations, where so-called living labs (LLs)
were established. The LLs in TranStat form a network to exchange experiences.

What is a Living Lab?

A LL is a real-world testing ground where different stakeholders such as inhabitants,
entrepreneurs, and policymakers collaborate to develop and try out new ideas.' Rather than
testing innovations in a closed laboratory, LLs implement solutions directly into everyday life,
rendering them more practical and widely accepted. The TranStat approach is inspired by Gamache
et al. (2022)2, who argue that the transition process can be based on residents’ creative potential.
The project builds on the knowledge of local communities, and integrates local needs and
opportunities. The localized setting enables people to explore new paths outside of the dominant
system and face the tangible limits of reality. It is characterized by a vision of transition involving a
transformation of the relationship between people and their environment.
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Figure 1: The TranStat LLs (UNIMONT 2023)

What is a Transition and What Does it Entail?

‘Transition’, the process of change from one state, condition or stage to another, has been
widely discussed in political and academic discourse.? In response to climate change, resource
depletion, and growing social inequalities, researchers, policy-makers, NGOs, stakeholders, and
residents are exploring options for sustainable future development. MRs are often economically
dependent on ski tourism. As such, they are at risk from climate change and are susceptible to
various negative social, economic, and environmental impacts of tourism. The goal of the
sustainable transition of MRs is therefore to create environmentally friendly, inclusive, and
economically viable environments and communities that are less dependent on ski tourism.

How to Use the TranStat Cookbook?

The TranStat Cookbook describes the main steps of the TranStat project. Either the whole
TranStat methodology or parts of it can be applied to other regions. Depending on the location, the
challenges differ. Instead of reading the TranStat Cookbook from the beginning to the end,
chapters of interest can be selected. The chapters cover for example how to identify challenges,
form a working group, co-create a desirable future vision, and connect with policy makers. The
table of contents gives an overview of the TranStat Cookbook, and its structure is briefly described
at the end of this introductory chapter. In the boxes, TranStat experiences in and examples of e.g.
co-creation or group formation can be found. At the end, key terms such as “co-creation”, “living
lab”, and “sustainability” are briefly described in the glossary.




Structure of the TranStat Cookbook

The first chapter provides an overview of megatrends and driving forces. This should help
MRs to identify the most relevant ones.

When planning a desirable future, stakeholders and inhabitants should contribute with
their experiences, needs, and interests. To these ends, the second chapter explains what
co-creation means, how it works, what advantages it has, and what experiences were
made in the LLs.

The third chapter describes how to implement systematic monitoring right from the
beginning to ensure a good project overview, facilitate the achievement of objectives, and
document experiences that could benefit other MRs.

Chapter four informs how groups can be formed with influential and interested persons
from various fields. It also includes experiences with the identification of key stakeholders
and group formation.

The fifth chapter is divided into four subchapters on the key activities in the participating
MRs. Proper planning requires a good overview of the local situation. The first subchapter
explains how to collect different types of data. For the analysis, data is clustered into
strengths, weaknesses, opportunities, and threats (SWOT). With an understanding of the
present situation, megatrends, and driving forces, the future can be planned. The second
subchapter describes the design of future scenarios and a desirable vision. To actually
pursue the defined vision, the third subchapter explains how to develop transition
pathways and action plans that encompass steps, responsibilities, timelines, and
required resources. To facilitate sustainable development, cooperation with politicians is
necessary. The last subchapter addresses the political sphere, which extends from the
local to the international level.

Finally, in chapter six the main steps of the co-creative TranStat approach and key
takeaways from the TranStat Cookbook are summarized. A call for collaboration to
facilitate sustainable development concludes the TranStat Cookbook (chapter seven).
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1. Mountain Resorts of Tomorrow

The European Alps display a great diversity in terms of relief, climate and weather,
ecology, land use, economy, population size and dynamics, history, lifestyles, governance,
etc. Specific combinations of the factors make each municipality a unique one. However,
megatrends and driving forces affect all mountain resorts (MRs). While some might struggle
most with sustaining slopes due to global warming, it might be more urgent for others to
limit second-home residences or to offer perspectives to the young generations. Both
specific contexts and similar trends need to be considered to exchange, to learn from one
another, to develop sustainably, and to reach a desirable future.

Climate
and Ecology

Society
and Economy

Figure 2: Three thematic categories of megatrends and driving forces (L. Hasenauer 2025)

1.1. Megatrends and Driving Forces in Mountain Resorts

Both megatrends and driving forces push changes and affect people. Examples for driving
forces are environmental policies, developments in science and technologies, and demand
for products and services.* While driving forces might be of limited temporal and spatial
scope, megatrends are more permanent and have far-reaching, lasting impacts on
many aspects of life. The force of several drivers over time can lead to, accelerate or disrupt
a megatrend. Megatrends are for example demographic change, globalization, urbanization,
climate change, and advancing digital technologies.>

For a better overview, driving forces and megatrends can be grouped into categories. The
TranStat project distinguishes between the spheres of climate and ecology, society and
economy as well as governance and participation. The classification of megatrends and
driving forces is not always clear, and there are overlaps between the categories.

Many forces drive change, and it might be difficult to keep an overview of them. In the list
below, driving forces and megatrends and their relevance for MRs are shortly described.
However, it is not always possible to predict how they will develop. While global warming is




indisputable, exact temperatures cannot be predicted. Even
technological innovations, political leadership and decisions. It is the aim of this chapter to
give some orientation for the analysis of the present situation and the identification of
potential future challenges and opportunities.

less predictable are

1.1.1 Climate and Ecology

7 Temperature patterns and snowfall

Temperature and precipitation are changing. Between 2011 and 2020, the mean
surface temperature over land was 1.59°C higher compared to 1850-1900.7 Until the
mid-21st century, surface air temperatures are predicted to continue increasing at an
average rate of 0.3°C per decade.? Depending on greenhouse gas emissions, warming
will then either stabilize or be even stronger. Furthermore, the frequency of cold
spells and frost days is decreasing. Snow depth and extent as well as the duration of
snow cover are decreasing, especially at lower elevations. As a consequence, it is
becoming more difficult to maintain ski slopes, and the length and quality of ski
seasons are affected.

7 Frequency and severity of extreme weather and wind events

The frequency and severity of extreme weather events such as heavy rainfall, storms,
and heatwaves are increasing.’ Consequently, forests may be damaged,'® and hazards
posed by floods or landslides are becoming more frequent.!" Besides the immediate
danger to people, the infrastructure of communities and ski resorts can be affected.

7 Land use and conservation of natural habitats and biodiversity

Political regulations on the availability and the use of land determine the possibilities
of ski areas. They permit or forbid extending slopes, building new lifts, restaurants,
etc. Changes in land use affect biodiversity and the risk of soil erosion. The awareness
of the need to preserve natural habitats and biodiversity varies and can change (e.g.
due to educational campaigns or consumer demands). Stakeholders’ awareness can
prevent ski area extensions and lead to protective measures.

1.1.2 Society and Economy

Economic conditions

On the one hand, inflation and interest rates affect ski resorts and the local economy
in general. They determine whether regular ski operation is possible, loans can be
paid, and new investments are feasible. On the other hand, they determine the demand
and consumer behavior, i.e. the number of visitors, the length of stay, and the amount
of expenditures.

Globalization

Global networks bare both potentials and risks for economy, society, and ecology. Ski
resorts can attract visitors from all around the world but at the same time face global
competition.'? This not only applies to tourists but also to attracting employees.




Moreover, when establishing and maintaining ski tourism infrastructure, resorts can
choose from a global market and are challenged to balance costs, the quality of goods,
and sustainability.

Demographic development

The demographic composition is changing due to longer life expectancy and lower
birth rates. Furthermore, young people find more educational and professional
opportunities in cities. The age and life stage of residents and visitors affect their
needs and demands, to which facilities and services have to be adapted.”

Competition

How easy it is to attract consumers depends on the number and quality of competing
ski resorts. To stand out, investment in infrastructure, services, and marketing are
required. Additionally, there might not be enough residents who are also interested
in jobs in tourism, which are sometimes seasonal, so that ski resorts compete for
personnel.

Overtourism

To reduce the cost per visitor and thereby raise profits, MRs might decide to aim for
large numbers of tourists. If the number of tourists per inhabitant is too high, both the
quality of life and the quality of holiday suffer. While local economies may benefit from
more visitors, this means more traffic and waste. Tourism can also increase land
prices and the cost of living for locals.'

Demands of tourists

The tourism industry faces diverse and changing lifestyles, interests, and subjective
needs.'® While skiing remains the dominant motive for visiting MRs for many, others
are looking for alternative activities. More sustainable, “slow” forms of tourism with
an emphasis on high quality have become attractive options. Thereby, tourists can
experience the natural and cultural amenities of the place they are visiting.

Energy transition

The choice of a sustainable energy source depends on technological progress, costs,
availability, suitability, regulations or incentives, and the potential of image
improvement.'®* Examples range from solar energy, to hydropower, wind power,
geothermal energy, ambient heat, and bioenergy (solid biomass such as wood, biogas,
liquid biomass such as biodiesel as well as the biogenic portion of waste).

Technological progress

Technological progress and innovations should be considered because they can
attract visitors, improve working conditions, and help reduce energy consumption




and costs. Examples include Al support for customer service, improvements in
snowmaking, and grooming slopes as well as new forms of (e-)Jmobility.

Mobility and transportation

Tourism can lead to traffic jams, increase air and noise pollution and soil sealing.
However, it can also incentivise sustainable solutions from which inhabitants can
benefit. In terms of carbon footprint, traveling to and from a vacation destination is a
major concern.'” Besides providing and advertising climate-friendly connections,
destinations might improve the regional situation in terms of public transportation.’®
Municipalities can be designed pedestrian and bicycle friendly, offer infrastructure for
e-mobility (car, bicycle, e-bike, e-scooter) and sharing options.

1.1.3 Governance and Participation

Z Political leadership and policies

Political measures such as regulations or tax incentives impact ski resorts. Policies
can apply to working conditions, the renovation and expansion of the resort, and the
protection of ecosystems. The availability of land for purposes such as agriculture,
housing, and tourism is regulated and affects the price for land, housing, and
accommodations. Much depends on decision makers, but political parties and leaders
are changing. Ski areas would benefit from cooperation with politicians, transparent
regulations and expectations.

Z “Learning culture” and participation

Resorts can proactively address future development by establishing a culture of
learning. A prerequisite for this is monitoring and reflecting on one’s own processes.
Another is being open to new knowledge, ideas, and experiences. Involving
stakeholders helps adapt policies to their specific needs and take decisions
accordingly. Responsible persons can invite individuals, groups or communities to
participate in decision-making processes.
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Figure 3: Due to climate change, the ski resort has decided to reduce the size of the ski area, opting for solutions that can be used all year
round. In the pictures old and new Sankt Corona Ski Resort. © Wexl Arena St. Corona am Wechsel
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1.2. How to Identify Key Drivers of Change in a Mountain Resort?

For the identification of drivers of change, it is important to have an overview of driving
forces and megatrends. Based on the listed megatrends and driving forces from the
previous chapter, the aim is to identify those that specifically concern the MR under
consideration. To initiate a transition process that responds to the most pressing challenges,
the specific context must be considered. While an external expert might help to not oversee
a relevant driver, to identify the main drivers on the local level, the experiences and
knowledge of regional and local stakeholders are a prerequisite.

When planning the identification of drivers of change, the purpose and objectives should
first be clarified: Is the identification of the drivers of change part of a bigger process and
what will the results be used for? Is the aim to get a rough overview or to get a
comprehensive picture of the MR, including all the three dimensions and the perspectives of
stakeholders, inhabitants and visitors? After answering these questions, it can be decided
how comprehensive the process should be in terms of time and participants.

If you are interested in identifying and analyzing the factors driving change in your region,
here is a suggestion for facilitating group work and seminars



https://www.alpine-space.eu/wp-content/uploads/2025/09/Driving-Forces-in-the-Mountain-Resort-Activity-1.pdf

2. Co-creating Sustainable Futures

Mountain resorts (MRs) are dealing with a variety of challenges that demand local, sustainable
solutions. To create effective solutions, it is essential to involve people from different
backgrounds and roles within these communities. This means listening to and discussing ideas
with a wide range of voices. Co-creation is a process where different people such as community
members, hotel owners, ski lift operators, and researchers work together as equal partners.
This partnership aims to create new ideas, products or solutions. The TranStat project uses
co-creation to support sustainable futures for MRs by developing shared scenarios and visions
and exploring transition actions (see chapters 5.2, 5.3).

Co-creative processes have many advantages:'?
z inclusivity and transparency;
z increased legitimacy and power-sharing;
z broader societal impact and awareness;
z empowerment of marginalized groups;
z participants develop a sense of ownership; and

z more relevant, practical solutions tailored to local needs.

2.1. Co-creation Phases and Steps

A co-creative process typically includes several steps, which may overlap: co-design, co-
production and co-monitoring as well as co-delivery. Each phase contributes to building a
sustainable and impactful project, grounded in collaboration and local relevance.?

Co-design

This phase is about setting the stage for collaboration. First, the team identifies key
people and groups to involve, and learns about different backgrounds, experiences,
and needs. The group should clarify everyone’s roles, objectives, and how they will
communicate and work together. It is important to make sure that everyone
understands how much time and resources are needed for a successful collaboration,
and that everyone is transparent about their expectations. Once these foundations
have been laid, the team agrees on activities and end products. Establishing a
respectful and trusting atmosphere from the outset is essential for good
collaboration, and activities should be planned accordingly: Everyone should be
encouraged to participate and express their opinions. At the end of the co-design
phase, the team should have a common plan.

Co-production?' and co-monitoring

During this phase, everyone works together to complete the activities they planned.
The team reviews the initial results and the collaboration, and sets up processes to
gather feedback on both the collaboration itself and the outcomes. Activities should
meet stakeholders’ needs and encourage their participation. Therefore, a friendly and
open atmosphere is important. Monitoring and feedback help to improve




cooperation and future activities to achieve the objectives. More information on
monitoring can be found in chapter 4.

Co-delivery

encouraged at all stages of the project.

2.2. Methods and Tools

Co-creation can be carried out using a variety of
methods and tools. Appropriate methods
engage participants, ensure that different
perspectives are considered, and that
solutions are valid and impactful.?2 When
choosing activities, it is necessary to consider
the participants’ backgrounds, the project plan
(what has been done before, what is planned for
the future), objectives, and resources (time,
place, workshop facilitators, materials,
catering).

At the heart of co-creation are workshops and
discussion groups, where people can share
ideas and work together on solutions in face-to-
face or virtual sessions. There is a wide range of
tools and methods to get to know the group, to
introduce and work on transitions to sustainable
development, and to conclude the team’s work.

Examples include Rich Picture to visualize
complex situations, Problem Tree Analysis to
understand the causes and effects of a problem,
Dotmocracy to rank different aspects through
voting, Plus-Delta Feedback to highlight what
went well and suggest improvements as well as
the core TranStat activities SWOT analysis,
scenarios, and visions.?

2.3. Dealing with Challenges

For the design of a sustainable development path that fits to the local context, as in TranStat,
the involvement of stakeholders is crucial. Addressing stakeholder fatigue and managing

In the final phase, the team focuses on knowledge, tools, and scenarios to support
decision making. To this end, useful information for decision-makers is defined.
Participants refine the key messages they want to share with a wider audience.
Possible means of disseminating the results are (social) media, websites, networks,
newsletters, and events with presentations. While this phase takes place at the end of
the project, shared learning and the development and dissemination of knowledge are
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conflicts in co-creation processes requires thoughtful planning, open communication, and
proactive management (see co-creation steps chapter 2). By addressing stakeholder
fatigue and conflicts, the co-creation process can keep positive, collaborative, and productive
for everyone involved.

Problems can be addressed proactively: The monitoring and evaluation of stakeholder
engagement and satisfaction provide information on the situation. Based on the analysis of
the monitoring, objectives are revised and activities adapted. To ensure transparency,
targeted communication to different stakeholder groups is necessary. In case, conflicts
should be addressed actively and measures against stakeholder fatigue taken.

Measures against stakeholder fatigue
z The required time and effort are transparent from the beginning.
z Planned activities fit into the project plan and contribute to achieving the objectives.

z Meetings are scheduled according to the needs of stakeholders, and online meetings
are also offered.

z Efforts are recognized and achievements are celebrated.

z Providing regular updates keeps stakeholders connected without requiring constant
involvement.

Conflict handling?

z In a friendly environment, people feel comfortable sharing their concerns and
opinions. Setting ground rules facilitates respectful communication.

z Listen to and develop an understanding for different perspectives, priorities, and
values.

z If discussions become tense, a neutral person can help guide the conversation. This
ensures that everyone has a chance to speak and that the discussion remains
productive.

z Participants should be reminded of the common goals that brought them together.

z Conflicts can be best resolved through clear processes, such as defining the source
of the conflict, looking beyond the incident, and requesting and agreeing on solutions.

Co-creation in TranStat

Partners generally followed the project schedule that defined the co-creative stages, but
adapted it to the contexts. Different partners were responsible for specific project steps. They
provided the co-creative framework (SNA, SWOT, creation of scenarios, etc.) for other
partners and supported the implementation. The responsible partners could therefore
specialize and maintain the quality of their task. Having a basic framework and specific
responsibilities gave the partners an orientation when planning and organizing
workshops. The approach can be improved after it is tested in different contexts.

To exploit the benefit of a co-creative approach, flexibility to adapt to the context must be
retained. Partners therefore had to decide how detailed they specified the implementation




guidelines and in how far they pursued the suggested steps of other partners. This balancing
act was not always easy. However, the partners were thankful for the orientation the
framework provided and managed successfully to put their MRs with the specific needs into
the foreground. Their expertise and experience ran into the planning and implementation of
the approach. Not only were the specific capacities of MR participants crucial for the
project, but also that of the partners.

Especially at the beginning, in the co-design phase, partners were eager to motivate
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