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Abstract 

Community-based tourism planning requires strategic communication to connect 
institutional decisions before a destination becomes fully operational. This study 
analyzes how strategic communication between Village-Owned Enterprises 
(BUMDes) and Tourism Awareness Groups (POKDARWIS) operates across 
destination branding components during the planning of community-based coffee 
edutourism in Sumbertangkil Village, Indonesia. The study uses a qualitative case 
study involving four purposively selected participants from BUMDes and 
POKDARWIS. Data were collected through semi-structured interviews and focus 
group discussions and analyzed deductively and interpretively using 
Balakrishnan’s Strategic Branding of Destinations Framework. The results show 
that strategic communication operates across five branding components through 
shared understanding, coordination, meaning articulation, and decision-making. 
Shared aspirations have emerged to develop coffee as a community-based 
educational experience, while institutional roles are still evolving. Coffee resources 
form an edutourism portfolio, although target–portfolio matching remains broadly 
defined. Sumbertangkil’s positioning is developing as a community-based coffee 
learning space but has not yet been formalized into a shared brand proposition. 
Communication strategies remain under development, while feedback functions as 
an evaluation mechanism. The study identifies a strategic branding integration gap, 
defined as the distance between destination aspirations and managers’ ability to 
connect stakeholder roles, targets, product portfolios, positioning, communication, 
and feedback into a coherent branding direction. Strategic communication 
therefore functions as a cross-component coordinating process whose integrative 
capacity depends on the institutionalization of shared decisions. This 
institutionalization is relevant to sustainable community-based tourism planning 
because it can align stakeholder participation, local resources, destination 
experiences, and locally grounded economic opportunities within a development 
direction. 

Keywords : Community-based tourism; Coffee edutourism; Destination branding; 
Strategic communication; Sustainable tourism planning



1. Introduction  
Community-based tourism destination planning is important because it is a strategic decision 

regarding the initial stage of destination identity before the destination is opened to the general 
public. Tourism development planning is a process in which resource management, decision-
making, and at this stage also requires coordination and involvement of various stakeholders to 
formulate destination development [1]. Existing managers must be able to determine the vision, 
resources developed, visitor targets, product form, positioning, and communication direction, while 
different stakeholders may bring different interests and orientations. In destination branding, 
collaboration between stakeholders is necessary in building a consistent destination identity, but 
differences in interests can be a communication barrier  [2]. Because these decisions are 
interrelated, if not aligned from the initial stage, they can affect the consistency between destination 
direction, product, positioning, and the experience designed. Therefore, the planning stage is a very 
important initial stage in building the foundation of destination branding. 

The diversity and differences in interests that exist are challenges in community-based 
tourism planning. Community-based tourism makes local communities an important actor in tourism 
development and local empowerment, with interrelated economic, social, cultural, and governance 
dimensions[3], [4]. This makes local communities and organizations have a direct position in 
resource management, experience production, services, and destination representation. 
Collaborative tourism planning requires the involvement of stakeholders in order to bring together 
various perspectives and interests in the decision-making process [5]. The difference in needs 
between economic interests, community empowerment, asset management, and tourism services 
can affect the consistency of branding decisions if not managed clearly and appropriately. 

In community-based tourism, the coherence of these strategic decisions also has implications 
for sustainability. Sustainable destination development relies on the ability of local institutions to 
sustain community participation, connect local resources with locally grounded economic 
opportunities, and translate those resources into tourism experiences without separating them from 
the social and institutional contexts from which they originate. From this perspective, strategic 
communication at the planning stage becomes relevant not only for destination branding coherence 
but also for the institutional capacity needed for the sustainable development of community-based 
tourism. 

In this context, strategic communication is very relevant because communication is carried 
out from the beginning of the planning formulation process. Strategic communication can be 
understood as a communication process that is directed at achieving organizational goals through 
the formation of understanding, coordination of interests, relationship management, and alignment 
of actions. Communication in destination branding plays a role in shaping perception and 
engagement with the destination, as well as translating the cultural, historical, natural, and socio-
economic values of an area into an identity that can be communicated to the public[6], [7]. This 
perspective provides a space to look at communication before the promotion of tourist destinations 
is carried out. The actors present communicate as they define destinations, interpret resources, 
determine priorities, divide roles, and shape decisions that then become the basis for the 
representation of destinations to the public. 

In practice, the success of destination branding in edutourism relies heavily on the alignment 
of communication and institutional collaboration. For example, global studies on coffee agrotourism 
destinations in the Philippines and tea agrotourism in China show that successful brand value 
creation requires structured coordination between landowners, local communities, and institutions 
[8]. In the Philippines, successful coffee destinations do not simply sell products, but integrate farmer 
narratives with tourism through inclusive local community engagement. In contrast, operational 
challenges in emerging agrotourism destinations often stem from fragmented communication 
between stakeholders. These real-world examples highlight that before a destination can 
communicate its educational brand to outside visitors, internal stakeholders must first align their 
strategic decisions. 

Given the complexity of destinations that are heavily influenced by geographical conditions, 
diversity of stakeholders, and infrastructure, conventional product branding frameworks cannot be 
applied linearly[9]. To respond to this, Balakrishnan [9] formulated the Strategic Branding of 
Destinations Framework which includes five closely related components. The formation of 



destination identities begins with (1) the formulation of a vision that must be negotiated and 
assimilated by local stakeholders. The vision becomes the basis for (2) matching the availability of 
local asset portfolios with the target visitors, which is then articulated into (3) positioning and 
differentiation strategies using tangible and intangible resources. This identity is channelled through 
(4) communication strategies, which in this study are distinguished from strategic communication as 
a broader analytical perspective for examining how institutional actors communicate across 
destination branding decisions. Finally, (5) feedback mechanisms and response management serve 
as an instrument for initial testing of product design and institutional readiness at the planning stage. 
These five components operate in mutually interdependent relationships [9], thus providing a 
comprehensive analytical space to dissect how various strategic decisions are communicated and 
interconnected when a destination is still in the early stages of formation. 

A number of previous studies have examined destination branding through the expansion of 
identity lenses, imagery, stakeholder participation, co-creation, positioning, and communication. 
Various literature confirms that governance and stakeholder engagement are key pillars in 
destination brand formation. This process not only demands negotiation of influence and legitimacy 
among actors with different interests[10], [11], but has also been shown to influence the level of 
positive behavioral support for the destination identity itself [12]. Furthermore, the communication 
element occupies a strategic position in place branding; not just as an instrument of direct sales 
campaigns, but as a foundation for constructing regional values, managing reputation, and bridging 
interactions with the general public [7], [13]. Especially in the community-based tourism ecosystem, 
this strong social and governance bond is a catalyst that attracts the participation of local residents, 
so that the value and brand identity of the destination can be built in an inclusive manner through 
the process of co-creation, especially in areas that are still in the planning phase [14], [15]. 

However, there is still room to examine the relationship between strategic communication 
and the formation of strategic components of destination branding while the destination is still in the 
planning stages. Many previous studies have described branding on destinations that already have 
market experience, discussed image and positioning after the destination is operational, or focused 
on external communication to tourists. Studies on destination brand identity are still developing and 
show the need for further attention in destination branding research [16]. Knowledge of how local 
organizations communicate when visions, targets, product portfolios, positioning, communication 
strategies, and feedback are being formed is still limited. In this process, decision-making in 
destination branding needs to bring together the perspectives and priorities of tourists and local 
communities, which shows the complexity of the process of shaping destination direction from the 
decision-making stage[17]. 

The existing gap leads more towards community-based destinations. In the planning phase, 
the branding process occurs simultaneously with the formation of institutional relationships, the 
division of duties and responsibilities, and product development. This allows for differences in the 
level of development between branding components. The vision that is formed may not be mature 
because the segmentation itself is not clear. The potential of the existing product cannot be utilized 
and used as an attraction if the positioning has not been formulated. External communication that 
is planned when the division of roles is still developing needs to be avoided, therefore there needs 
to be a study that sees communication as an empirical process that takes place within and between 
various branding decisions. This is in line with studies on sustainable tourism planning which show 
that various stakeholders are involved in generating and using various evidence throughout the 
planning process as the basis for planning[18]. 

Sumbertangkil Village, Tirtoyudo District, Malang Regency, Indonesia, provides a very 
relevant empirical context to examine this issue. The village is in the early stages of planning a 
coffee-based educational tourism area driven by two main institutional axes: Village-Owned 
Enterprises (BUMDes) and Tourism Awareness Groups (POKDARWIS). Although the village has 
rich resource potential for educational experiences ranging from coffee plantations, farmer activities, 
cultivation and processing processes, brewing, to local products, this planning phase is 
characterized by institutional risks and specific communication bottlenecks. BUMDes and 
POKDARWIS operate with different institutional mandates and operational orientations. BUMDes 
primarily focuses on the management of village economic assets and economic activities, whereas 
POKDARWIS places greater emphasis on community participation, tourism activities, and visitor 



experiences. Given that this destination is still in the initial planning stage, the reliance on informal 
communication interactions without structured inter-agency governance agreements creates a great 
risk of branding fragmentation. Without strategic communication that bridges these differences in 
orientation, decisions regarding vision, target visitors, product portfolios, positioning, and 
evaluations have the potential to develop in a fragmented or misaligned manner and run individually. 

A number of studies that have been conducted related to coffee tourism examine the 
development of tourist experiences, coffee tour products, education, and marketing and branding 
aspects as part of destination development. Studies that have been conducted show how the 
development of coffee tourism is not only related to coffee commodities, but also about how various 
resources are translated into tourism experiences and offers. However, the attention of the research 
is more directed to the characteristics of the experience, product, and destination development 
strategy than to the communication process that occurs when these various decisions are 
formulated and connected between parties [19]. Departing from this gap, this study takes a different 
focus by not being directed to identify the identity of the destination alone, but to understand how 
the communication process takes place when the components of strategic destination branding are 
being formed and connected at the institutional level. 

The designation of the Strategic Branding of Destinations Framework from Balakrishnan[9] 
[8] was made because it is relevant to the context of Sumbertangkil as a destination that is still in 
the planning stage. Balakrishnan [9] developed this framework as a conceptual framework to assist 
in the formulation of destination branding strategies and demonstrated the need for further testing 
through case studies. In the next research agenda, Balakrishnan[9] specifically suggested testing 
on new destinations with little historical context to see the relationship between vision clarity and 
destination performance. The condition of Sumbertangkil that still shapes the direction, product, 
positioning, communication, and evaluation mechanism of the destination provides a relevant 
context to use the framework as an analytical framework in reading the process of forming strategic 
destination branding. 

Based on the existing problems, this study asks the question: how strategic communication 
between BUMDes and POKDARWIS takes place within and among destination branding 
components at the planning stage of community-based coffee educational tourism in Sumbertangkil 
Village. This study aims to analyse this process through the five components of Balakrishnan’s 
Strategic Branding of Destinations [9]. Strategic communication is used as an analytical perspective 
to identify how actors align visions, discuss targets and product portfolios, articulate positioning, plan 
destination communication, and develop feedback mechanisms. With this position, the research is 
expected to provide an understanding of how communication plays a role in the formation of 
strategic destination branding in the planning phase, as well as how the communication process 
connects decisions between components within the Balakrishnan framework [9]. 

 
2. Literature Review 
2.1  Strategic Communication Across Destination Branding Processes 
Strategic communication places communication in direct relation to organizational goals, 

decisions, relationships, and actions. This perspective views communication as a process that 
occurs when actors form an understanding of an issue, articulate interests, coordinate actions, and 
determine the direction to be taken. With this position, strategic communication has a broader scope 
than simply conveying a message to the public because the communication process has been 
ongoing since organizational decisions began to be formulated. This is in line with Van Ruler, 
2021[20] who states that strategic communication includes all communication activities in the 
context of the development and implementation of organizational strategies. 

The strategic dimension of communication becomes important when an organization faces 
objectives that require coordination between actors. Strategic decisions are rarely formed through 
one-way actions. Actors bring different knowledge, resources, authority, and interests into the 
decision-making process. Communication provides a space to bring these differences together, 
build an understanding of goals, and translate decisions into actionable actions. In this context, 
communication integration is understood as the strategic level of communication management, 
including strategic planning and cross-departmental evaluation [21]. 



In destination branding, there are many complex things because in a single destination there are 
many actors and resources that are not under the control of one organization. Destination identity 
and experience are formed through relationships between the managing organization, society, 
economic activities, physical environment, services, media, and interaction with visitors. In this 
context, destination branding needs to be understood as a holistic and collaborative process 
because destination brands are formed through the interconnectedness between stories, 
experiences, environments, and various stakeholders, while the involvement of internal 
stakeholders is necessary for brand identity to represent the inherent meaning of the destination[22], 
[23]. Decisions about destination brands require adequate coordination before being conveyed to 
the wider community so that the message can be consistent. 

Strategic communication in this context can be observed in two interrelated domains, namely the 
internal and external domains. The internal realm includes communication when stakeholders define 
goals, determine priorities, select resources, discuss target visitors, and form positioning. The 
external realm is concerned with translating these decisions into messages, media, services, 
physical spaces, and experiences that relate directly to the audience. Branding consistency  
depends on the relationship between the two domains. The relationship between these two domains 
is important because brand consistency requires the alignment of internal and external 
communication and the integration of brand values with external communication efforts [24], [25]. 

This position is crucial to explicitly distinguish the concept of strategic communication from just 
a communication strategy. If a communication strategy focuses on promotional tactics and  
delivering positioning to the audience, strategic communication delves deeper to dissect how 
communication takes place across the various domains  of branding decisions itself. With this 
distinction, the focus of research is no longer confined solely to the analysis of promotional media, 
but rather directed to the empirical dynamics of how stakeholders negotiate and formulate 
destination decisions as a whole. 

 
2.2 Community Based Tourism, Stakeholder Coordination, And Planning Stage Branding 
Community-based tourism places local resources and knowledge as an important part of the 

destination experience. The environment, economic activities, culture, local products, daily 
practices, and social relationships can be interpreted as tourism experiences through community 
involvement. This context puts communities in a position close to the production and delivery of 
destination values. This position further affirms that the success of community-based tourism 
depends on community involvement in the process of planning, development, and managing 
tourism, while limited community participation can be one of the causes of community-based tourism 
(CBT) failures [26], [27]. 

Community-based tourism development is a collaborative process involving many institutional 
actors, such as village governments, business entities, and community groups[28], [29]. The 
diversity of these actors certainly brings different perspectives and interests; some may focus on 
pursuing economic goals, while others prioritize environmental preservation or citizen 
empowerment. If this division of roles is left floating without clear communication, the impact is 
fragmentation. The direction of destinations can develop separately, and  the emerging branding 
message  becomes inconsistent[30], [31]. This is where coordination at the planning stage is crucial. 
From a sustainability perspective, the sustainability of a tourism destination is not only measured by 
momentary gains, but by how resilient the local institutions are in bringing their vision together from 
the beginning. Therefore, bridging the orientation of key actors such as BUMDes with their economic 
targets and POKDARWIS with their empowerment mission through strategic communication is a 
foundational step. This ensures that local resources can be translated into a whole, meaningful, and 
sustainable tourism experience. 

The problems that exist related to the large number of actors involved with diverse views and 
interests need to be discussed at the beginning of planning. Destinations that are not yet fully 
operational do not yet have a stable product, service pattern, segmentation, positioning, and visitor 
experience. Decisions regarding these elements develop along with the formation of a management 
structure. Therefore, the planning stage is a phase in which  the direction of branding is still open to 
interpretation, negotiation, and change. This is in line with research conducted [32], [33]. Destination 
development in the early stages which shows that the process occurs in the early stages of tourism 



development and is influenced by how relationships between people, resources, and tourism 
activities are formed. 

Branding that occurs in the planning phase is also a selection process. An area can have a lot 
of organic potential, but the region also needs to have a destination strategy that is a priority. 
Managers need to determine which resources are worth developing into attractions and used as the 
main experience felt by tourists, where this needs to be relevant to visitors, as well as a 
distinguishing character from other existing destinations. This process requires communication 
because decisions about potential are always related to the interpretation of the value and future of 
the destination. 

Planning also creates special conditions for branding evaluation. Operational destinations can 
utilize visits, tourist satisfaction, reviews, viral messages, and market data as a source of response. 
Early-stage destinations do not yet have an adequate experience base. Evaluation is more 
concerned with concept readiness, product feasibility, alignment between actors, clarity of 
positioning, and possible response from potential target groups. Branding assessment  at the 
development stage can also consider stakeholders' perceptions of the effectiveness of branding and 
marketing strategies as a source of information before the market response is fully formed [34]. 

This context is important for community based coffee edutourism research. Tourism products 
develop from agricultural activities, farmer knowledge, production, processing, brewing, and social 
interaction that have lived in the community. The transformation of these resources into educational 
experiences requires decisions about what visitors will learn, who transmits knowledge, which 
groups of visitors to go to, and how these experiences are placed within the identity of the 
destination. The design of agrotourism activities as a tourist experience needs to consider the 
expectations and desires of visitors [35]. In coffee tourism, the experience built through coffee-
related activities and attractions not only serves as a tourist attraction, but can also be a means to 
introduce knowledge about coffee culture and practices to visitors[36].Grounding the tourism 
experience in existing agricultural practices, local knowledge, and community participation also 
provides the basis for the development of destinations that remain connected to local social and 
economic resources. 

The planning stage provides an analytical space to understand the relationship between 
stakeholder communication and branding decision formation  before the destination acquires a 
stable operational structure. This study focuses on the communication of BUMDes and 
POKDARWIS as the two main institutional actors. Given the scope of the subject, this study is 
directed at the institutional planning of a community-based destination, not to represent the entire 
views of the Sumbertangkil community. 

 
2.3  Strategic Branding of Destinations Framework 
Balakrishnan [9]developed  the Strategic Branding of Destinations Framework to bring the study  

of destination branding from the dominant focus on images, logos, and design elements to branding 
management  at the strategic level. The framework is based on the complex character of 
destinations as it is influenced by environmental, geographical, historical and cultural factors, 
diversity of stakeholders, variation of target customers, dependence on services, infrastructure, 
communications, and limited control over public responses. 

Balakrishnan[9]  identifies five key components in  the strategic destination branding  process: 
(1) stakeholder vision and management; (2) target customer matching and product portfolio; (3) 
positioning and differentiation strategies using brand components; (4) communication strategies; 
and (5) feedback and response management strategies. These components are used in this study 
as a conceptual structure to organize the analysis, rather than as a linear sequence that must always 
appear at the same level of development. 

Vision and stakeholder management place vision as the starting point  of a branding strategy. 
Vision provides direction regarding the goals to be achieved and serves as the basis for positioning. 
The effectiveness of vision depends on the process of formulation, communication, and assimilation 
among stakeholders. Balakrishnan [9]  also emphasizes that the complexity of branding increases 
when stakeholders have diverse needs and goals. Managers' aspirations need to have a relationship 
with the needs and expectations of local communities. 



The target customer matching and product portfolio components place the target and product in 
a strategic relationship. The destination portfolio needs to depart from existing assets as well as 
realistic resources to develop. Balakrishnan[9]  includes the economy, education, culture, character 
of the community, local products, experiences, and environment as part of the possible destination 
portfolio. In the planning stage of research, this component is used to assess how managers define 
the intended target customers and relate them to the planned experience portfolio. The study does 
not assess actual suitability based on traveller responses because the destination is not yet fully 
operational. 

Positioning and differentiation are related to the character that is to be associated with the 
destination. Balakrishnan[9] emphasizes positioning that is simple, credible, has limited 
associations, and has an experience base. Positioning is formed through brand components that 
can be tangible or intangible as well as functional or symbolic. Physical elements, facilities, products, 
landscapes, culture, knowledge, social relationships, emotions, character of society, and 
experiences can be used as sources of differentiation. 

Communication strategies deal with consistency of positioning across various media, products, 
and touchpoints. Balakrishnan [9] includes media, viral content, education, public relations, 
experience, infrastructure, physical environment, and virtual community as part of destination 
communication. Communication in this framework is closely related to experience because the 
message constructed needs to be aligned with the actual service and experience. The relationship 
between image, experience, and service quality is important for brand credibility. 

The final component, feedback and response management, provides the basis for strategy 
adjustments. Balakrishnan [9]  emphasizes the need to reduce the gap between communicated 
identities, ideal identities, and desired identities through research and understanding of audience 
responses. In the context of this study, the concept was adapted to the planning phase. Feedback 
is understood as an initial response to an experience's concept, product, positioning, or design, 
rather than as an evaluation of established traveler behavior. 

An important aspect of the Balakrishnan framework [9] lies in the relationships between 
elements. The vision relates to stakeholders and the product portfolio; the target customer influences 
the positioning; positioning is connected to the brand and communication components; feedback 
can back influence previous decisions. The model developed by Balakrishnan [9] explicitly 
demonstrates this mutual relationship. The framework was also developed to assist in destination 
branding planning and open up testing space through case studies, particularly in new destinations 
with limited branding historical context  . 

In the development of the literature over the past five years, the strategic framework of 
destination branding Balakrishnan (2009) [9] is still used to analyze the development of community-
based tourist destination brand identity and brand communication. Maryami and Alifahmi (2026) [37] 
, for example, applied the framework in a study on destination brand storytelling strategies  through 
the Instagram account of Tinalah Tourism Village, Kulon Progo. The study shows how narratives 
about nature, culture, and history can strengthen destination identity, while identifying the need for 
narrative consistency, destination differentiation, and more strategic feedback management. While 
providing a cutting-edge empirical perspective on the application of the Balakrishnan framework in 
the context of tourism villages, the study focuses on the construction of digital narratives and 
destination communication practices. Different from this approach, this study places destination 
branding strategies  at the initial planning stage of destination development, with special attention 
to the dynamics of communication between institutional stakeholders. At this stage, the focus of the 
analysis is directed at negotiating strategic decisions between Village-Owned Enterprises 
(BUMDes) and Tourism Awareness Groups (POKDARWIS) before the destination operates. Thus, 
the limitation of research actors is not intended to ignore other stakeholders who have the potential 
to be involved in the next stage of development, but rather to understand in depth how the strategic 
foundations of destination branding are formulated and negotiated by key institutional actors from 
the initial phase of destination development. 

 
2.4 Conceptual Synthesis And Analytical Position 
The literature on strategic communication provides a basis for understanding communication as 

a process related to organizational goals, actors, decisions, and actions. The literature on 



community-based tourism shows the importance of stakeholders and coordination in destination 
development. Studies on the planning stage show that products, positioning, management 
structures, and communication systems are still developing in this phase. The interconnectedness 
of these three domains can be seen because individual discretion and communication between 
destination stakeholders are the determining factors that influence the implementation process [38]. 
Balakrishnan [9] then provides a conceptual structure to identify the strategic decisions that make 
up destination branding. 

In this study, sustainability is not treated as an additional analytical component of the Strategic 
Branding of Destinations Framework. Instead, it is understood as broader planning implications 
regarding the extent to which institutional actors are able to link stakeholder participation, local 
resources, destination experiences, and  strategic branding  decisions in a coherent development 
direction. From this perspective, institutional coordination during the planning phase provides an 
important foundation for the development of sustainable community-based tourism. 

The study brings these four domains together by placing the Strategic Branding of Destinations 
Framework as the primary analytical framework, while strategic communication is used as a 
perspective to examine the communication that occurs within and across the five components. This 
position does not assume that all components are integrated or that communication automatically 
results in alignment.The degree of interconnectedness, differences in interpretation, coordination, 
or fragmentation are determined based on the research data. 

This approach results in five empirical domains derived from the Strategic Branding of 
Destinations Framework that serve as deductive analytical categories: stakeholder vision and 
management; target customer matching and product portfolio; positioning and differentiation; 
communication strategies; and feedback and response management. Within each domain, inductive 
analysis is used to identify communication patterns such as alignment, differences in interpretation, 
negotiation, coordination, fragmentation, and relationships between decisions. Thus, the framework 
provides an analytical structure, while communication patterns are derived from empirical data. 

Previous research has shown the importance of the role of local communities as destination 
brand ambassadors[39], the need   for multidimensional and experience-based brand 
positioning[40], and the importance of participatory processes in formulating branding strategies 
[41]. The existing literature generally places these elements as a separate focus and examines the 
destinations that have been operating. This leaves a clear research gap because limited attention 
has been given to how communication dynamics connect destination branding components across 
sectors during the initial planning stage of destination development. 

Departing from this gap, the novelty of this research is that strategic communication is not a 
theoretical assumption that automatically integrates everything, but as an analytical instrument to 
dissect the reality of negotiations in the field. Departing from this gap, this study uses strategic 
communication as an analytical perspective to examine how destination branding decisions become 
connected, remain fragmented, or develop unevenly during the planning stage. Rather than 
assuming that communication automatically produces integration, the study examines how 
institutional actors translate communication into shared decisions across vision, target customers, 
product portfolios, positioning, communication strategies, and feedback. This analytical position 
provides the basis for identifying the communicative and institutional conditions that support or 
constrain the integration of destination branding decisions in an emerging community-based 
destination. In turn, the success of branding integration  at this initiation stage will contribute directly 
to strengthening institutional coordination, optimizing resources, and sustaining the tourism 
economy that is truly grounded in the local community. 

 
3. Methodology 
This study uses a qualitative approach with a case study design to analyze the strategic 

communication that occurs within and across  the components of destination branding during the 
planning stage of community-based coffee edutourism. The selection of this approach is in line with 
strategic communication research that uses qualitative case studies to examine and interpret the 
narrative of identity and organizational identity in internal and external strategic communication [42]. 
The case study design was chosen because this research focuses on specific institutional and social 
contexts where the destination is not yet fully operational. The research was carried out in 



Sumbertangkil Village, Tirtoyudo District, Malang Regency, Indonesia, in June-July 2026. The 
condition of the destination that is still in the planning stage allows the process of forming vision, 
targets, product portfolio, positioning, communication, and response mechanisms to be researched 
from the initial phase. 

The research participants consisted of four individuals representing the two main institutions 
involved in coffee edutourism planning: one representative from BUMDes and three representatives 
from POKDARWIS. This composition reflected the distribution of institutional responsibilities during 
the planning stage. BUMDes was represented by a strategic leader with structural authority over 
village assets and economic development, while POKDARWIS was represented by managerial and 
technical leaders directly involved in designing tourism activities and educational experiences. The 
focus on these four participants and two institutions was determined by the existing destination 
governance structure. Given that the destination was still at an early planning stage, the involvement 
of broader community actors, including coffee farmer groups and other village officials, had not yet 
been structurally institutionalized within the planning process. 

At this stage, the core management of BUMDes and POKDARWIS held the primary institutional 
mandate and authority to formulate the destination branding concept and make key planning 
decisions. Accordingly, the four participants represented the key institutional actors directly involved 
in decision-making during the early planning phase. The unit of analysis comprised statements, 
interactions, negotiations, and communicative decisions related to destination branding 
development. To ensure confidentiality and comply with research ethics, the personal identities of 
all participants were anonymized and reported using non-identifying participant or institutional 
descriptors. 

 Primary data were collected through semi-structured in-depth interviews and one focus group 
discussion (FGD). The FGD lasted approximately two hours. The interview instrument was 
developed deductively based on Balakrishnan’s framework and explored participants’ perspectives 
on destination vision, division of roles, resource management, target visitors, positioning, 
communication direction, and evaluation mechanisms. All interviews and the FGD were conducted 
with the participants’ consent and supported by field notes. The primary data were subsequently 
validated through triangulation with secondary materials, including village profiles, organizational 
structures, visual documentation, potential maps, and relevant strategic planning documents. 

Data analysis followed a structured deductive–inductive interpretative process. First, all interview 
and FGD recordings were transcribed in full and read repeatedly to develop a comprehensive 
understanding of both the conversational and institutional contexts. Interview and FGD transcripts 
constituted the primary coding corpus, while documentary and visual materials were used to confirm, 
contextualize, or qualify interpretations derived from the primary data. Convergences and 
discrepancies across these sources were retained during interpretation rather than being forced into 
a single account. Because the research instrument was derived from the theoretical framework, 
relevant statements were initially classified deductively according to the five components of 
Balakrishnan’s Strategic Branding of Destinations Framework. Within each component, the analysis 
then examined empirically emerging patterns of inter-institutional communication, including 
alignment, differences in perspectives, negotiation, coordination, and fragmentation. At the final 
stage, participants’ accounts were interpreted in relation to the social and institutional contexts of 
destination planning. 

Strategic communication in this study is used as a perspective to interpret the communication 
processes that arise within and across the five components. This position is distinguished from 
communication strategy, which is the fourth component of Balakrishnan's frameworK. 
Communication strategy deals with destination messages, media, experiences, and touchpoints, 
while strategic communication is used to examine how BUMDes and POKDARWIS communicate 
when forming visions, discussing targets and products, formulating positioning, planning external 
communications, and responding to evaluations. This approach allows the relationships between 
components to be determined from empirical data, including patterns of alignment, fragmentation, 
or interconnectedness in branding decisions. 

The credibility of the findings is strengthened through source triangulation and method 
triangulation. Data adequacy was assessed in relation to the bounded institutional scope of the case 
rather than population coverage. Repeated interviews with the four key institutional actors, the FGD, 



and supporting documentary materials were examined for recurring patterns across the five 
analytical components and for convergences and differences between data sources. Source 
triangulation involves comparing perspectives across participants representing BUMDes and 
POKDARWIS, while method triangulation involves comparing findings from individual interviews, 
FGDs, and supporting documents. Differences between data sources are maintained as part of the 
interpretation to capture variations in institutional perspectives and positions. Data validation is also 
carried out through a member checking process, where researchers reconfirm a summary of the 
interpretation of the findings to key participants to ensure there is no bias or misinterpretation of 
meaning. 

 
4. Results and Discussion 
4.1 Shared Destination Vision with Incomplete Institutional Alignment 
The development of Sumbertangkil coffee edutourism shows that there is a common direction 

between BUMDes and POKDARWIS regarding the main foundation of the destination. Both 
institutions view coffee as a village resource that can be developed from agricultural commodities 
into educational experiences. Coffee plantations, cultivation and processing processes, brewing, 
local products, and interactions with farmers are understood as a series of experiences that are able 
to connect village economic activities with tourism activities. This similarity shows that the initial 
vision of the destination has been formed at the level of shared aspiration. Place branding is a 
dynamic negotiation process between the image of the place planned by the place planner, the 
identity of the place owned by the community, and the image of the place formed among tourists 
[43]. At this stage, the branding develops from the meaning of local resources that are considered 
to be able to become the core of the destination experience. 

These shared aspirations have not yet translated into full institutional alignment, as BUMDes 
and POKDARWIS emphasize different operational priorities in the development of coffee 
edutourism. From the BUMDes perspective, coffee, village facilities, local products, tourism 
activities, and community livelihoods are viewed as resources that need to be managed within an 
integrated village economic system. This orientation reflects BUMDes’ institutional focus on asset 
management, facilities, local economic activities, and the connection between tourism development 
and the village economy. POKDARWIS, in contrast, places greater emphasis on tourism activities, 
community participation, and the readiness of the visitor experience. The incompleteness of this 
institutional alignment is reflected in the statement of a POKDARWIS representative that “the 
division of duties is still unclear.” Another POKDARWIS representative similarly noted that some 
community members “still do not understand what edutourism is,” indicating that community 
readiness remains an important consideration in translating the shared vision into tourism activities. 
The community dimension in place branding is closely related to local life stories, past experiences, 
feelings, and aspirations [44]. These perspectives are potentially complementary rather than 
contradictory: BUMDes emphasizes the economic and institutional management of destination 
resources, whereas POKDARWIS emphasizes their translation into tourism activities, community 
participation, and visitor experiences. The findings therefore indicate a gap between the broadly 
shared direction of destination development and the institutional capacity to translate it into clearly 
defined functions, responsibilities, and coordination mechanisms. Collaboration is crucial in tourism 
because the overall product and destination experience depend on the ability of stakeholders to 
work together effectively [45]. The pattern of interaction between BUMDes and POKDARWIS in 
shaping the initial vision of the destination is presented in Table 1. 

Table 1. Institutional alignment in the early destination vision 

Analytical 
aspect BUMDes POKDARWIS 

Cross-institutional 
condition 

Analytical 
interpretation 

Destination 
direction 

Coffee as an 
economic resource 
that can be developed 
into edutourism 

Coffee as the basis for 
tourist activities and 
educational 
experiences 

The basic direction is 
relatively the same 

Vision convergence 



Analytical 
aspect BUMDes POKDARWIS 

Cross-institutional 
condition 

Analytical 
interpretation 

Main orientation 

Assets, facilities, 
coffee products, and 
village economic 
activities 

Tourism activities, 
community 
engagement, and 
visitor experience 

Different and potentially 
complementary 
orientations 

Functional 
complementarity 

Institutional 
roles 

Asset management 
and economic 
direction of the village 

Development of 
tourism activities and 
community 
engagement 

The division of functions 
is not entirely clear 

Incomplete institutional 
alignment 

Communication 
pattern 

Coordination with 
POKDARWIS in early 
development 

Meetings and 
interpersonal 
communication with 
BUMDes 

Communication has 
taken place, but it is still 
predominantly informal 

Limited 
institutionalisation of 
communication 

Vision 
translation 

The general direction 
has been recognized 

The general direction 
has been recognized 

It has not been fully 
translated into decisions 
and shared responsibility 
sharing 

Shared aspiration has 
not fully become shared 
institutional direction 

Source: Researcher's Processed Results, 2026. 

Table 1 shows that the main meeting point between BUMDes and POKDARWIS lies in the 
meaning of coffee as an educational foundation, while limitations are more visible in translating the 
vision into an institutional structure. The difference of views between the two does not indicate a 
conflict of objectives, but merely a difference in operational focus points. The problem arises when 
the relationship that should complement each other is not accompanied by the determination of role 
limits and binding coordination mechanisms. 

This pattern is in line with the vision and stakeholder management aspects in the Strategic 
Branding of Destinations Framework. Balakrishnan [9] places vision as the starting point of the 
branding strategy because vision provides direction for strategic positioning and subsequent 
decision-making. Complexity increases when stakeholders have different needs, goals, and 
positions, so destination aspirations need to be communicated and aligned among the actors 
involved. 

The case of Sumbertangkil shows the difference between vision convergence and 
institutional alignment. The convergence of vision can be seen from the common understanding that 
coffee can be the foundation of a community-based educational experience. Meanwhile, institutional 
alignment is still limited because the division of authority, work priorities, and coordination 
mechanisms do not yet have an established form. This distinction shows that shared aspirations are 
the starting corner, while branding consistency requires the ability of organizations to transform 
these aspirations into decisions that can be implemented together. 

Balakrishnan [9]places communication and vision alignment as an important part of 
destination brand formation. The ability of local actors to translate the vision is related to how the 
brand promise is realized through experience. In Sumbertangkil, communication between BUMDes 
and POKDARWIS has formed a space for onboarding equalization, while the level of 
institutionalization is still limited. Coordination still depends a lot on relationships between 
individuals, so the results of communication have not always translated into the division of 
responsibilities, work rules, and decisions that are common references. 

These findings suggest that strategic communication in the early stages of destination 
branding is related to the process of translating shared aspirations into institutional directions. 
Communication has taken place across institutions, but its capacity to produce institutional 
alignment is still evolving. The main problem in the first component lies in the distance between 
conceptual understanding and decision-making. In this context, the branding process moves from 



shared destination aspirations to shared institutional directions. This distinction also has implications 
for community-based sustainable tourism planning. Shared aspirations alone are not enough to 
sustain the collective development of destinations if they are not translated into clear institutional 
roles, responsibilities, and coordination mechanisms, which allow community-based actors to act 
consistently over time. 

 
4.2 Broadly Defined Target Portfolio Matching In An Emerging Coffee Edutourism Offer 
The planning of Sumbertangkil coffee edutourism shows that the managers have been able to 

identify a number of local resources that can form an initial destination portfolio. Rather than viewing 
these resources separately, BUMDes and POKDARWIS connect coffee plantations, farmer 
knowledge, post-harvest processing, brewing, local products, and community activities as 
components of an educational experience from upstream to downstream. These resources provide 
the basis for developing an experiential coffee-learning offer rooted in existing community practices. 
At the same time, the transformation of these resources into a formally structured tourism product 
is still developing. These resources provide the basis for developing an experiential coffee-learning 
offer rooted in existing community practices, although their configuration into a formally structured 
tourism portfolio remains under development. This series of activities, which is directly rooted in the 
community’s daily life, offers authenticity that has been shown to contribute positively to memorable 
tourism experiences [46]. Coffee therefore functions as more than a physical attraction by 
connecting agricultural activities, education, local knowledge, and economic activities within the 
destination [47]. The relative clarity of these resources has not been accompanied by an equally 
clear definition of specific visitor targets. Potential visitors are still discussed in broad categories, 
and the relationship between target-group characteristics and the design of the experience has not 
yet been fully established. Managers are relatively able to explain what can be offered, while 
decisions regarding whom the experience should specifically target remain at an early stage. This 
condition exists alongside a broader understanding of edutourism within the community that is still 
developing.  Across the interview and FGD data, discussions of potential visitors remained broader 
than discussions of available resources and activities. This indicates that target specification had 
not developed at the same level as resource identification, leaving the relationship between visitor 
characteristics and experience design only partially defined. Consequently, decisions concerning 
visitor segmentation, the depth of educational materials, the duration of activities, service 
arrangements, and supporting facilities have not yet been systematically differentiated according to 
specific visitor groups. 

This condition is interpreted as broadly defined target–portfolio matching, referring to a planning 
situation in which potential destination resources and experiences are relatively identifiable, while 
the intended target groups and their relationship to the experience portfolio remain broadly specified. 
This study does not involve tourists as the subject of the research and the destination is not fully 
operational, so the actual suitability between the product and the visitor's preferences cannot be 
assessed. The analysis is directed at the way the manager defines the intended potential customer 
and connects them to the planned experience portfolio. 

Balakrishnan [9] emphasized that portfolio adjustments with specific targets are very important 
to clarify the direction and focus of destination strategies. The development of tourism products 
actually requires adjusting the innovation of experiences to the specific needs and desires of tourists 
[48]. From a strategic communication perspective, discussions between BUMDes and POKDARWIS 
have focused more strongly on resource priorities and potential activity design than on specifying 
the audiences for whom those experiences are intended. The strategic challenge therefore lies in 
moving from the identification of what the destination can offer towards a more explicit alignment 
between the experience portfolio and intended visitor groups.  

4.3 Emergent Positioning Grounded In Tangible and Intangible Coffee Experiences 
The emerging positioning of Sumbertangkil can be observed in the way BUMDes and 

POKDARWIS interpret coffee as an educational experience. Coffee plantations, farmers, processing 
activities, brewing, and interactions with the local community form a series of experiences that 
contribute to the character of a coffee-learning destination. Based on this pattern, Sumbertangkil 
can be understood as a community-based coffee learning space, with coffee production processes 



and local knowledge at the core of the experience. This direction represents an emerging positioning 
that develops through the connection of local resources, community practices, and managers’ ideas. 
Such a destination brand experience can strengthen its appeal and contribute to the development 
of a distinctive character that differentiates it from other destinations [49], [50]. In an increasingly 
competitive agrotourism environment, this distinctive brand value becomes an important strategic 
resource for destination development [51]. 

However, this positioning remains at an emerging stage because it has not yet been formalized 
into a written formulation that can serve as a shared reference. The intended character of the 
destination largely remains within the collective understanding of the managers rather than being 
articulated as an agreed brand proposition. As one participant stated, “There is no written concept 
yet.” This statement provides empirical evidence that the emerging positioning has not yet been 
formally documented or institutionalized as a common reference. Consequently, the brand 
proposition has not yet been formulated in a way that can be consistently applied across product 
development, service delivery, visual identity, and destination communication [52]. 

In Balakrishnan's framework [9], positioning connects the key characteristics of a destination with 
the perceptions it seeks to establish through a combination of tangible and intangible brand 
components. In Sumbertangkil, the tangible dimension is represented by coffee plantations, 
facilities, processing activities, brewing practices, and local products that can be directly 
experienced by visitors. The intangible dimension develops through farmers’ knowledge, local 
stories, social interactions, and learning experiences embedded in these activities. The relationship 
between these two dimensions reinforces Sumbertangkil’s emerging distinctive character by 
transforming coffee from a physical resource into an educational experience grounded in local 
knowledge and community life. The components of this emerging positioning are presented in Table 
2. 

 
Table 2. Emerging positioning components of Sumbertangkil coffee edutourism 

Positioning 
dimension 

Empirical basis Potential brand meaning Current condition 

Tangible 
resources 

Coffee plantations, facilities, processing 
processes, brewing and local products 

First-hand experience of the 
coffee process 

Relatively easy to 
identify 

Intangible 
resources 

Farmer knowledge, local stories, social 
interactions, and learning experiences 

Proximity to local 
communities and knowledge 

Has appeared in the 
manager's idea 

Functional value 
Learning the coffee process from upstream 
to downstream 

Experiential education Begin to take shape 

Symbolic value 
Relationship with farmers, village life, and 
the social meaning of coffee 

Proximity to local 
communities and 
experiences 

Still needs articulation 

Positioning 
direction 

A combination of physical experience and 
local knowledge 

Community-based coffee 
learning space 

Emergent and not yet 
formalized 

Source: Researcher's Processed Results, 2026. 

Table 2 shows that the cornerstone   of Sumbertangkil positioning is more developed at the 
level of resources and empirical experience than at the level of formal brand formulation. Physical 
and non-physical elements are available, but the relationships between them have not been 
condensed into collectively articulate propositions. This pattern shows the character of the 
destination at the planning stage, when substantive differentiation can emerge before it is formally 
expressed through brands. From a strategic communication perspective, the articulation of this 
internal meaning is an arena of selection. BUMDes and POKDARWIS need to determine which 



characteristics are the most representative and what experiences are most crucial, as too many 
characteristics have the potential to result  in  blurred positioning [9]. 

These findings show that the current concept of community-based coffee learning space is 
still purely analytical as a result of interpretation of resource patterns and experiences that emerge 
from data, not yet transformed into a final brand proposition. The condition of the target audience is 
still wide and the institutional structure that is not yet established ultimately hinders  this positioning 
from being passed into a joint decision. Placing destination differentiation on the basis of local 
knowledge and community interaction does provide a solid foundation for sustainable tourism 
planning. However, in the current institutional conditions, it has not been implemented 
systematically. Institutionalizing this emerging positioning may strengthen consistency across 
destination decisions and provide a clearer basis for linking local knowledge and community 
interaction with future tourism development. At this stage, however, its longer-term economic, social, 
and sustainability implications remain prospective and cannot yet be empirically assessed.  

 
 

4.4 Internal Strategic Communication as a Precursor to External Destination 
Communication 

At the planning stage of Sumbertangkil coffee edutourism, communication is more strongly 
developed internally than externally. BUMDes and POKDARWIS use meetings, interpersonal 
conversations, and discussions to address local potential, facilities, activity design, and the 
development of educational experiences. These interactions provide a space for managers to 
exchange ideas, negotiate priorities, and develop a shared understanding of the direction of the 
destination. However, coordination remains highly dependent on interpersonal relationships and has 
not yet been fully institutionalized through clearly defined roles, procedures, and formal 
communication mechanisms. This coordination issue was highlighted by a participant, who stated, 
“The division of duties is still unclear.” This statement indicates that although internal communication 
already takes place, its outcomes have not yet been consistently translated into an established 
organizational structure and shared responsibilities. Nevertheless, internal communication provides 
an important foundation for clarifying organizational roles and coordinating decisions across 
institutions. Such cross-institutional coordination depends on communication, synchronization, and 
problem-solving processes that support collaboration and alignment among actors [53], [54], [55]. 

 The dominance of internal communication is related to the level of development of the previous 
branding component. The target visitor is still broadly defined, the experience portfolio has not been 
fully compiled based on the target group, and the positioning is still evolving. This condition causes 
the main message of the destination, narrative structure, media selection, and division of 
communication responsibilities to not have a stable decision foundation. Narratives about coffee, 
farmers, production processes, and educational experiences are available, while the preparation of 
them into destination communication systems is still in its early stages. 

The case of Sumbertangkil shows that communication strategies at the planning stage are more 
concerned with internal readiness than the intensity of promotion. This readiness includes clarity on 
what will be communicated, the target group, the experiences that support the message, and the 
actors responsible. Balakrishnan [9] emphasizes the need for a match between the image 
communicated (promotion) and the experience received. Destination representation will lose 
credibility if the message built is not supported by the quality of service on the ground. The addition 
of external communication channels that develop faster than product readiness may create a 
significant mismatch between destination representation and the actual capacity of the destination. 

These findings also clarify the conceptual difference between strategic communication and 
communication strategy. If communication strategy is a special component related to message 
tactics and media [9], strategic communication in this study is used to read the negotiation process 
when decisions regarding vision, targets, products, and positioning themselves are being formed. 
The data indicate that this form of communication is more evident in the internal domain of 
Sumbertangkil. Internal communication empirically positions itself as a prerequisite for external 
destination communication. The clarity of the message to the public will be highly dependent on the 
clarity of the decisions made at this internal level. 



Analytically, this subchapter shows the movement from the formation of internal meaning to the 
representation of external destinations. Strategic communication has emerged in a number of 
branding decisions and provides a coordination foundation for the development of external 
communications, although its integrative capacity is still limited because it runs informally. This 
sequence is particularly relevant for community-based sustainable tourism planning. In the current 
conditions, withholding external promotion and strengthening internal communication provides a 
safe space for local actors to clarify responsibilities and align the tourism experience with citizens' 
capacity. Premature external communication may create a mismatch between communicated 
expectations and actual destination readiness, which could affect visitor expectations, trust, and 
future destination reputation. These consequences remain potential implications rather than 
outcomes directly evaluated in this study. 

4.5 Limited Feedback and The Emergence of a Strategic Branding Integration Gap 
The feedback and response management component shows the earliest level of development 

in the planning of Sumbertangkil coffee edutourism. Evaluation of the destination plan is still 
ongoing, mainly through discussion and reflection between managers. A specific mechanism to 
obtain responses to product designs, positioning, narratives, and edutourism experiences has not 
been systematically prepared. The condition of Sumbertangkil, which is still in the planning stage, 
does not allow many reviews to be obtained from tourists because the destination is not yet 
operational and is still in the planning stage. Therefore, visitor experiences on a large scale are not 
yet available as a source of evaluation. In destinations that are already operating, tourist reviews 
can be a source of information about visitor experiences, opinions, and responses that help 
managers understand how destinations are experienced by tourists [56], [57]. This information can 
then be used to identify travelers' satisfaction and dissatisfaction, evaluate the destination brand 
experience, and determine aspects that need improvement in destination development [58], [59]. 

In  the Strategic Branding of Destinations Framework, the management of feedback and 
response is concerned with efforts to reduce the gap between the identity communicated, the ideal 
identity, and the identity to be built. Audience responses are a source of information to make strategic 
adjustments and maintain the relationship between destination representation and evolving 
experiences. In destinations that are still in the planning stages, this mechanism works in different 
contexts because data on traveller experience, satisfaction, word of mouth, and market perception 
are not sufficiently available. 

In Sumbertangkil, feedback is more relevant as the management of initial feedback, which is the 
initial evaluation of the readiness of concepts and decisions before the destination has a stable 
market experience. The focus of the evaluation lies in the ability of managers to examine the 
relationship between educational concepts, available resources, experience design, positioning, 
and institutional readiness to implement them. In this study, the management of initial feedback is a 
contextual reading of Balakrishnan's components [9]at the planning stage. 

The limitations of feedback relate to communication patterns in the previous component. 
Communication between BUMDes and POKDARWIS has provided space for the exchange of ideas, 
but the evaluation process is still primarily ongoing through internal conversations. The results of 
the evaluation have not been consistently translated into documentation, follow-up decisions, or 
structured adjustment mechanisms. This condition limits the ability of managers to link internal 
learning to changes in branding decisions. 

A reading of all components shows that the limitations of feedback are part of a broader pattern. 
An initial vision has been formed, while the division of institutional roles still needs to be 
strengthened. Coffee resources provide a relatively rich portfolio foundation, while target visitors are 
still broadly defined. Positioning is starting to lead to a community-based coffee learning experience, 
but it has not yet been formalized into a shared proposition. Internal communication has developed 
more strongly than external communication, while feedback mechanisms are still in their infancy. 
This is in line with Zhao and Agyeiwaah (2025) [60] , who point out that differences in the meaning 
of destination imagery among stakeholders need to be directed towards convergence through the 
process of co-creation, so that similarity in direction in one aspect does not necessarily indicate 
alignment in all elements of the destination. These differences show an uneven development among 



the destination branding components. The relationship between these components is presented in 
Table 3. 

 
Table 3. Cross-component conditions in Sumbertangkil destination branding planning 

Destination branding 
component Empirical condition Communication condition Integration issue 

Vision and stakeholder 
management 

A common aspiration 
regarding coffee as an 
edutourism base has been 
formed 

Cross-agency communication 
has taken place 

The vision has not fully 
translated into a division of 
roles and institutional direction 

Target customer and 
product portfolio 
matching 

Resources and potential 
experiences are relatively 
easy to identify 

Stronger discussions on product 
potential than target 
specifications 

Target–portfolio matching is 
still broad 

Positioning and 
differentiation 

The direction of positioning 
as a coffee learning 
experience is starting to 
emerge 

The meaning of the destination 
is still formed through internal 
communication 

Positioning has not been 
formalized into a common 
proposition 

Communication 
strategies 

A basic narrative of coffee 
and educational 
experiences is available 

Internal communication is more 
developed than external 
communication systems 

Messaging, media, and 
communication responsibilities 
are not structured 

Feedback and 
response management 

Evaluation is still in its early 
stages 

Feedback is dominant through 
internal discussions 

Responses have not been 
systematically connected to 
decision adjustments 

Source: Researcher's Processed Results, 2026. 

Table 3 shows that the main problem of Sumbertangkil lies in the degree of 
interconnectedness between decisions. Almost all components have an initial form, but each 
develops with a different level of readiness. This condition is important because Balakrishnan  places 
the elements of destination branding in a mutually influential relationship. Vision is concerned with 
stakeholders and portfolios, target customers are concerned with positioning, positioning is 
translated through brand and communication components, while feedback can re-influence previous 
decisions. 

The cross-component relationship also shows that communication has been present in 
various processes of destination labeling, while communication results have not been consistently 
institutionalized into decisions that connect one component to another. Figure 1 presents a synthesis 
of the empirical conditions of the five components and the position of strategic communication in the 
Sumbertangkil labeling process at the planning stage. 
 

 



Figure 1. Strategic communication across destination branding components during the planning stage 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Researcher's Processed Results, 2026, developed based on the Balakrishnan  [9] Strategic Branding of 
Destinations Framework 

Figure 1 shows that strategic communication is present within and between the five 
components, but this interconnectedness has not resulted in an equal level of integration across 
branding decisions. In the vision component, communication has resulted in shared aspirations, 
while the division of institutional functions has not yet been formed. In the target and portfolio 
components, communication has helped identify product potential, while target specifications are 
still broad. In positioning, the meaning of destination is beginning to narrow, but it does not yet have 
a common formula. External communication and feedback mechanisms show an earlier level of 
institutionalization. Thus, the problem that arises is not simply the presence or absence of 
communication, but the ability of communication to produce consistent cross-component decision-
making relationships. 

Based on this pattern, this study identifies a strategic branding integration gap, defined as 
the distance between the emergence of destination branding components and managers’ capacity 
to connect them into a coherent set of institutionalized decisions. The concept is inductively derived 
from three interrelated empirical conditions: uneven development across branding components, 
limited formalization of shared decisions, and weak connectivity between decisions concerning 
vision, target groups, product portfolios, positioning, communication, and feedback. The gap 
therefore does not imply that the components operate entirely in isolation, but that their relationships 
remain insufficiently formalized and consistently integrated.  

The strategic branding integration gap is distinct from a general problem of stakeholder 
coordination. Stakeholder coordination concerns how actors communicate and organize their 
relationships, whereas the integration gap identified here concerns whether the outcomes of those 
interactions become connected decisions across different destination branding components. It also 
differs from collaborative governance, which focuses on structures and processes of joint decision-
making, and from destination brand co-creation, which emphasizes the joint construction of brand 
meanings and values. The present concept specifically captures the condition in which branding 



components have begun to emerge but remain unevenly developed, weakly formalized, and 
insufficiently connected at the level of strategic decision-making 

The findings on the strategic branding integration gap extend the application of 
Balakrishnan’s framework to a planning-stage destination. While the framework identifies 
interrelated destination branding components, the Sumbertangkil case shows that these 
components may emerge at different levels of development and may remain weakly connected 
during the early planning stage. The contribution of this study therefore lies in highlighting cross-
component integration as an empirical issue that requires separate attention when the framework is 
applied to emerging destinations. 

From a communication perspective, the strategic branding integration gap shows that 
communication has been present in the formation of vision, discussions about resources and 
targets, articulation of positioning, and preparation of external communications. However, this 
process is still highly dependent on coordination between individuals and has not consistently 
resulted in institutionalized cross-component decisions. The practice of strategic communication 
takes place through interactions and collaborations that need to be regulated in a more structured 
manner[61], [62]. Therefore, strategic communication is more accurately understood as a process 
of coordination across components whose integrative capacity is still not adequately developed. 
This position gives a more specific meaning; the presence of communication in various components 
does not automatically result in integration. Integrative capacity relies heavily on the actors' ability 
to transform communication into written agreements, shared responsibilities, and evaluation 
mechanisms. 

The strategic branding integration gap also has critical implications for community-based 
sustainable tourism planning. In the current institutional conditions, the role of stakeholders, the use 
of local resources, and the direction of positioning are still developing separately and purely rely on 
informal coordination between individuals. The strategic branding integration gap also has potential 
implications for community-based sustainable tourism planning. Under current institutional 
conditions, stakeholder roles, local resource use, and positioning decisions remain only partially 
connected through informal coordination. If these relationships remain weakly institutionalized, 
community participation may remain episodic, local economic opportunities may be less 
systematically connected to tourism products, and the capacity for coordinated destination 
development may be constrained. These are potential planning implications rather than measured 
sustainability outcomes. Reducing the gap therefore concerns strengthening the institutional 
capacity to coordinate participation, locally grounded economic opportunities, and strategic branding 
decisions over time. The findings do not imply that communication gaps are the sole explanation for 
destination-development constraints. Strategic communication and institutional integration 
constitute one set of planning conditions that interact with resource readiness, infrastructure, 
community capacity, and the destination’s early stage of development. 

Overall, the results show a movement from shared destination aspirations, coffee education 
portfolios that are beginning to develop, positioning that is beginning to form, and the formation of 
internal meaning towards a more fundamental problem in the form of cross-component integration. 
The difference in the level of development between components results  in a strategic branding 
integration gap, while strategic communication plays a role as a coordination process that connects 
these various decisions. These findings show that the main challenge of destination branding at the 
planning stage lies in the ability to transform communication that is still dominated by interaction 
between individuals into institutionalized and harmonized cross-component decisions before the 
destination enters the full operational stage. Therefore, the institutionalization of cross-component 
decisions is one of the important conditions for connecting destination branding with community-
based sustainable tourism planning. 

 
5. Conclusions 
This study shows that strategic communication between BUMDes and POKDARWIS takes place 

within and across destination branding components through the process of understanding, 
coordination, articulation of meaning, and decision-making. Shared aspirations have been formed 
by positioning coffee as a community-based educational experience, while institutional roles are still 
in the development stage. Coffee resources have formed an initial edutourism portfolio, although the 



target audience remains broadly defined. Sumbertangkil’s positioning is developing as a community-
based coffee learning space, but it has not yet been formalized into a shared brand proposition. 
Internal communication is more developed than external destination communication, while feedback 
still functions as an initial evaluation mechanism. 

The main finding of this study is  the strategic branding integration gap, which is defined as the 
gap between destination aspirations and the ability of BUMDes and POKDARWIS to connect vision, 
stakeholders, targets, product portfolios, positioning, communication, and feedback into a coherent 
branding direction. Therefore, strategic communication emerges as a cross-component coordination 
process, whose integrative capacity depends on the institutionalization of agreements, 
responsibilities, shared decisions, and evaluation mechanisms. 

These findings have potential implications for community-based sustainable tourism planning. 
Under current institutional conditions, communication among managers remains predominantly 
informal and the branding components are not yet consistently integrated. If this integration gap 
persists, community participation may remain episodic and locally grounded economic opportunities 
may remain weakly connected to tourism products. Conversely, greater institutionalization of 
strategic communication could help align community participation, local resources, tourism 
experiences, and branding decisions within a more coherent development direction. Coherent 
destination branding can therefore provide one institutional foundation for sustainable tourism 
planning. Given that Sumbertangkil is still in the planning stage, this study does not evaluate long-
term environmental, economic, or social sustainability outcomes. Its contribution is limited to 
identifying communicative and institutional conditions that have the potential to support community-
based sustainable tourism planning. 
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