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A B S T R A C T

New product development (NPD) is a counter-seasonal strategy able to reduce demand fluctuations, especially
during the seasonal tails. No previous study has analysed this field through the lens of balanced scorecard (BSC).
This explorative paper contributes to this gap and considers two research questions: i) How is a destination NPD
process operationalized using the four BSC perspectives? ii) What is the relevance and content of each per-
spective in this particular field?

The study deploys a longitudinal analysis of the Skipassfree product, launched by Livigno (Italy) in 2007.
Over a decade, this product generated a significant uplift both in terms of hotel guests (+108%) and ski
company clients (+248%). The proposed framework is built around 22 codes and incorporates a fifth BSC
perspective (the destination context). “Learning and growth” is the most significant perspective with “align-
ment” being a key attribute, which suggests the relevance of innovation and stakeholders’ involvement.

1. Introduction

The increasing competition in the tourism and hospitality industry
(Go and Govers, 2000; Ritchie and Crouch, 2000) pushes destinations to
carefully manage seasonality (BarOn, 1975), especially in alpine con-
texts (Pegg et al., 2012; Sainaghi, 2008). Possible strategies are usually
centred upon a few drivers, including: price (Turrión-Prats and Duro,
2017), events (Connell et al., 2015; Getz and Page, 2016; Sainaghi and
Mauri, 2018), NPD (Sun and Carter, 2009), and market segmentation
(Sainaghi and Canali, 2011). While event management (Getz, 2008,
2012) and marketing strategies (price, market segmentation) are well
studied, particularly in the field of hospitality, NPD has not evolved in a
similar accretive manner (Chen et al., 2013). Based on a recent litera-
ture review, NPD is defined as the process from a conceptualized idea to
market launch of novel or updated goods (Müller-Stewens and Möller,
2017). Sandvik et al. (2011) suggest that tourism organizations may not
always have a formalised process for NPD, especially in the case of
small-medium sized businesses. Many studies assert that NPD is
strongly linked with firm competitive advantage, both in the general
field of management (Barczak et al., 2009) and also for lodging com-
panies (Skalpe and Sandvik, 2002).

For hospitality firms and in the context of this study, NPD is usually
deeply linked with the overall destination management (Sainaghi,
2006). Prior hospitality and tourism studies as reported in Table 1 were

focused on: hospitality businesses (60%), followed by tourism desti-
nation (35%), plus some marginal articles that follow a combined ap-
proach (5%). Researchers have used the BSC mainly to measure per-
formance, to develop strategy or to evaluate (in a broad sense)
hospitality and especially tourism websites.

Given the array of local firms, the implementation of a new product
is a difficult task for a tourism destination (Haugland et al., 2011). A
destination, can be described as a network (Baggio and Sainaghi, 2016)
or complex system (Baggio and Sainaghi, 2011), where nodes are or-
ganizations and relationships among them are links (Sainaghi and
Baggio, 2014, 2017). Furthermore, while each company produces and
delivers its service or good, the customer perceives the destination as a
single element (Buhalis, 2000). Therefore, a destination new product
requires evidence of governance (d’Angella and Go, 2009; d’Angella
et al., 2010). These observations illustrate the high level of NPD com-
plexity and the need to treat this topic with a multi-stakeholder ap-
proach (Beritelli, 2011) and inside a “processual” – rather than a
“content” – perspective (Sainaghi, 2006).

The BSC was developed by Kaplan and Norton and incorporates
theories, such as shareholder value, principle-agent framework, un-
certainty and multi-period optimization, and stakeholder management
(Kaplan, 2009). Since its formulation by Kaplan and Norton (1992), a
plethora of applications in different sectors and products were proposed
(Cooper et al., 2017; Hoque, 2014). The BSC is a performance tool that
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