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Abstract

This research examines the tourism structure of Santorini within the framework of the
Triple Layered Business Model Canvas (TLBMC) and evaluates how circular tourism prin‑
ciples can be integrated into the value creation process across the TLBMC layers. The study
utilizes secondary sources such as tourism reports, policy documents, corporate publica‑
tions, and previous academic studies. Conducted using qualitative case study principles,
this study employs PESTLE analysis, stakeholder analysis, TLBMC framework analysis,
alignment analysis, and SWOT–CAME analysis. The research concludes that tourism in
Santorini is highly dependent on a premium positioning strategy and characterized by
a cruise‑ and experience‑oriented visitor structure. Furthermore, the existing tourism
structure exhibits both environmental and social vulnerabilities, including water scarcity,
overtourism, seasonal demand concentration, and housing pressure. The destination pos‑
sesses significant potential for stronger alignment among economic, environmental, and
social layers, particularly through the introduction of alternative tourism activities. This re‑
search provides significant contributions to the literature and offers recommendations for
all stakeholders, especially local actors, to establish a resilient tourismmodel that supports
long‑term alignment among the layers.

Keywords: sustainable tourism; circular tourism; TLBMC; Santorini; overtourism;
PESTLE

1. Introduction
Tourism is one of the leading industries with a strong multiplier effect, as it supports

the development of many related industries both directly and indirectly. It contributes
significantly to economic growth, regional development, and job creation. However, the
rapid growth of tourism also places increasing pressure on natural resources, local com‑
munities, and infrastructure systems [1]. In destinations experiencing high tourist demand,
the excessive use of essential resources such as water, energy, and foodmay increase waste
generation and damage existing ecosystems. This situation highlights the need to balance
the economic benefits of tourism with environmental and social sustainability. In other
words, while tourism contributes to economic development, the protection of natural re‑
sources and the well‑being of local communities should also be ensured.

Balancing the economic, environmental, and social impacts of tourism is particularly
important for island destinations due to their geographical constraints, geopolitical con‑
ditions, limited resources, and seasonal demand patterns [2]. Greece represents a signifi‑
cant example in this context, as tourism plays a major role in its economy. According to
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2025 data, the Greek islands account for a substantial share of the country’s €23.6 billion
tourism revenue, with Santorini being one of the most prominent destinations [3]. Despite
its strong position in the tourism industry, Santorini faces growing challenges related to
water scarcity, dependence on external resources, andmass tourism. These pressures high‑
light the need for alternative tourism models that support long‑term sustainability.

The relationship between tourism and environmental sustainability has been widely
discussed in the literature. Previous studies have shown that tourism‑related activities,
such as water consumption, energy use, and waste production, place increasing pressure
on ecosystems [4–6]. In recent years, the concept of circular tourism, which is based on
the principles of the circular economy, has gained attention as a potential solution to these
challenges. Circular tourism focuses on creating environmental and local value through
practices such as water reuse, strengthening local supply chains, and recycling waste ma‑
terials [7,8]. Although existing research highlights the growing adoption of circular ap‑
proaches in tourism from an economic perspective, it provides limited discussion of busi‑
ness models that integrate economic, environmental, and social dimensions simultane‑
ously. In this regard, the TLBMC, developed by [9], offers an important framework by
incorporating environmental and social dimensions into traditional business model anal‑
ysis. TLBMC demonstrates how value can be created not only economically, but also en‑
vironmentally and socially. However, its application in the tourism industry, particularly
in marine tourism, remains limited. Therefore, understanding how circular principles can
be integrated into a holistic business model is particularly important for destinations with
high tourism density and limited resources, such as Santorini.

This study aims to analyze the tourism structure of Santorini, an island destination in‑
creasingly shaped by sustainability pressures, through the lens of the TLBMC framework.
In doing so, it examines how circular tourism principles can be integrated into economic,
environmental, and social value creation processes at the destination level. To support
this destination‑level analysis, the study combines the TLBMC framework with comple‑
mentary analytical tools. PESTLE (political, economic, social, technological, legal, envi‑
ronmental) analysis is used to identify the macro‑environmental conditions shaping San‑
torini’s tourism system, while stakeholder analysis helps clarify the roles and relative influ‑
ence of key actors involved in tourism governance and sustainability transformation. The
TLBMC framework then structures the analysis of economic, environmental, and social
value creation processes, whereas value coherence analysis and SWOT–CAME (strengths,
weaknesses, opportunities, threats‑correct, adapt, maintain, exploit) are used to identify
inter‑layer tensions and translate the findings into strategic implications. This integrated
analytical design enables amore comprehensive examination of how circular tourism prin‑
ciples may be operationalized in a high‑pressure island destination.

Although sustainability in tourism has been widely discussed in the literature, ex‑
isting studies predominantly focus on environmental impacts while paying limited at‑
tention to integrated business model approaches that simultaneously address economic,
environmental, and social dimensions. Moreover, despite the growing interest in sus‑
tainable and circular tourism, the application of the TLBMC framework within tourism
research remains relatively limited, particularly in island destinations characterized by
geographical constraints, limited natural resources, and high tourism intensity. These
destination‑specific conditions create complex sustainability challenges that require more
holistic and multi‑layered analytical approaches. By applying the TLBMC framework to
the Santorini case and integrating it with complementary contextual, stakeholder‑based,
coherence‑oriented, and strategic analysis tools, this study addresses an important gap
in the literature by examining multi‑stakeholder value creation processes, inter‑layer sus‑
tainability tensions, and structural mismatches between tourism growth and sustainability
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objectives. In this respect, the study does not approach overtourism only as a problem of
excessive visitor numbers, congestion, or carrying capacity. Instead, it uses the TLBMC
framework to examine how overtourism‑related pressures are embedded in the destina‑
tion’s value creation logic, including how economic value is captured, how environmental
resources are consumed, and how social benefits and burdens are distributed among stake‑
holders. This enables the analysis to move beyond impact identification and to reveal the
structural mechanisms through which tourism growth creates cross‑layer sustainability
tensions. In this context, the study contributes to the literature in three ways: first, by ex‑
tending the sustainable business model perspective from the firm level to the destination
level; second, by demonstrating the applicability of TLBMC as an integrated analytical
tool for tourism destinations; and third, by revealing how circular tourism principles may
support a more balanced and sustainability‑oriented tourism model in destinations facing
overtourism and resource pressure.

Based on this framework, the main research question of the study is as follows:
(RQ1) How are economic, environmental, and social value creation processes shaped

within the tourism destination of Santorini under sustainability pressures?
(RQ2) What tensions and sustainability conflicts emerge between tourism develop‑

ment practices and long‑term sustainability goals in Santorini?

2. Theoretical Framework
2.1. Sustainability, Circularity, and Business Models in Tourism

Regions that attract large numbers of visitors due to their tourism potential contribute
significantly to both local and national economies. However, tourism development may
also create negative impacts on natural resources, local communities, and infrastructure
systems [1]. From a sustainability perspective, tourism development requires maintain‑
ing a balance between economic, environmental, and social dimensions. Sustainability is
broadly defined as meeting present economic, environmental, and social needs without
compromising the ability of future generations to meet their own needs [10]. Similarly,
sustainable tourism aims to balance the needs of tourists and local communities while
protecting culture, ecology, and biodiversity and supporting economic and social well‑
being [11]. Sustainability in the tourism industry also requires the active involvement of
multiple stakeholders in tourism planning and governance processes. These stakehold‑
ers include tourism planners, local businesses, local communities, activist groups, tourists,
national business chains, competitors, and public institutions [12].

Circularity has become an important component of sustainability in the tourism sector.
Circular tourism refers to the transition from a linear “take‑make‑discard”model to amore
sustainable “take‑make‑use‑rebuild” approach. This approach encourages tourism stake‑
holders to adopt more responsible practices in order to reduce environmental impacts [13].
Achieving circular tourism requires investments in areas such aswatermanagement, waste
recycling, renewable energy, green supply chains, and digital technologies [8,14,15]. Re‑
cent bibliometric evidence also shows that circular economy research in tourism and hospi‑
tality has expanded rapidly since 2015, with waste management, recycling, sustainability,
and resource efficiency emerging as central themes in the field [16].

In this study, circular tourism is understood as a more operational and resource‑
oriented extension of sustainable tourism. While sustainable tourism broadly focuses on
balancing economic, environmental, and social impacts, circular tourism places stronger
emphasis on keeping resources in use for longer, reducing waste generation, reusing and
recovering materials, improving resource efficiency, strengthening local supply chains,
and regenerating destination‑level value systems. Therefore, circular tourism does not
only aim to reduce the negative impacts of tourism, but also to redesign tourism value cre‑
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ation processes around closed‑loop resource flows, local value retention, and long‑term
destination resilience.

Island destinations with high tourism density are particularly vulnerable to sustain‑
ability challenges due to limited resources, geographical constraints, and overtourism.
Overtourism refers to a situation in which the intensity of tourism exceeds the physical,
environmental, social, or governance capacity of a destination and negatively affects resi‑
dents’ quality of life, visitor experience, infrastructure systems, and ecological conditions.
In island destinations, overtourism is particularly critical because geographical limitations,
seasonal concentration, dependence on external resources, and restricted infrastructure ca‑
pacity make it more difficult to absorb rapid increases in visitor numbers. In this study,
overtourism is not treated as a separate theoretical framework, but as a contextual pres‑
sure that intensifies the need for circular tourism and sustainable business model transfor‑
mation. Recent evidence from Santorini also confirms that overtourism in insular territo‑
ries should be assessed through multidimensional and place‑based indicators, including
tourism demand and supply, environmental pressure, social impacts, economic depen‑
dency, and spatial transformation. Leka et al. [17] show that Santorini is already experi‑
encing severe overtourism impacts affecting its identity, productive model, spatial pattern,
and natural and cultural assets.

Previous studies provide several examples of these pressures. On Samothraki Is‑
land, construction waste increased fifteen‑fold due to tourism‑related development. Wa‑
ter consumption rises by approximately 70% during the summer season in the Balearic
Islands, while Brač Island requires up to 320 L of water per second from the mainland
during peak tourism periods. Similarly, water demand on Sifnos Island reaches 2500 m3

per day during the high season, and average food waste in Zanzibar reaches 1.8 kg per
person [18–21].These examples clearly demonstrate the growing importance of sustainabil‑
ity and circularity in tourism destinations.

Traditional tourismbusinessmodels are largely based on consumption‑oriented struc‑
tures characterized by intensive resource use and a strong focus on short‑term economic
returns. Furthermore, increasing tourist numbers may also create social pressures on des‑
tinations by reducing residents’ quality of life, increasing social inequalities, and weaken‑
ing community participation in tourism development processes [22,23]. However, increas‑
ing environmental and social pressures have highlighted the need for tourism business
models that incorporate sustainable value creation, delivery, and capture processes [24].
This transformation has encouraged the development of more sustainable business model
approaches that emphasize not only economic performance, but also environmental and
social value creation. As a result, tourism business models have increasingly adopted a
“triple bottom line” perspective that integrates economic, environmental, and social di‑
mensions [25].

2.2. The Triple Layered Business Model Canvas (TLBMC)

The Business Model Canvas (BMC) is widely used as a tool for understanding, ana‑
lyzing, and innovating business models [26]. Recent tourism research also confirms that
the BMC can be used as a strategic and visual analytical tool for examining tourism‑related
value propositions, customer segments, channels, key resources, partnerships, cost struc‑
tures, and revenue mechanisms [27]. Developed by [28], the BMC provides a visual frame‑
work that helps organizations and stakeholders understand how value is created, deliv‑
ered, and captured. However, because the traditional BMC primarily focuses on eco‑
nomic value creation, its ability to address environmental and social sustainability chal‑
lenges remains limited [29]. As sustainability has become increasingly important in busi‑
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ness and tourism studies, the need for more comprehensive business model approaches
has emerged.

The need for more comprehensive business model approaches has become increas‑
ingly evident through criticisms that sustainability‑related dynamics, stakeholder inter‑
actions, and system‑level impacts should be considered in business model transformation
processes [30]. In response to these limitations, the TLBMCwas developed as an expanded
framework that integrates economic, environmental, and social dimensionswithin a single
business model structure [9]. By combining these interconnected layers, TLBMC enables
a more holistic analysis of relationships, impacts, and value creation processes.

The economic layer of TLBMC focuses on the financial aspects of business models, in‑
cluding revenue generation, cost structures, and economic value creation [28]. The environ‑
mental layer is based on life cycle assessment principles and examines the environmental
impacts of products and services throughout their life cycle [31]. The social layer evalu‑
ates the social impacts of business activities from a stakeholder perspective by consider‑
ing issues such as community well‑being, stakeholder relationships, and social value cre‑
ation [32].Together, these three interconnected layers provide a more holistic framework
for analyzing sustainable business models.

The TLBMChas been applied across various sectors as a framework for analyzing eco‑
nomic, environmental, and social dimensions simultaneously. In the tourism literature,
interest in the application of TLBMC has gradually increased, particularly in studies fo‑
cusing on specific destinations and thematic tourism areas. Previous studies have applied
the framework to rural tourism destinations, pilgrimage routes, gastronomy tourism, and
lake tourism contexts. For example, TLBMC has been used to analyze Punten Village in
Indonesia [33], theWays of St. James in Portugal [34], Lake TelagaNgebel in Indonesia [35],
the village of Mrizi i Zanave in Albania [36], and gastronomy tourism practices in
Portugal [37].

Despite the growing number of studies, the application of TLBMC in tourism research
remains limited. In particular, there is a significant research gap regarding island destina‑
tions characterized by geographical constraints, limited resources, and high tourism pres‑
sure. These unique sustainability challenges highlight the need for more comprehensive
destination‑level analyses using the TLBMC framework.

3. Research Methodology
3.1. Case Selection (Santorini)

Santorini, located in the Cyclades Islands of Greece, is one of the country’s most in‑
ternationally recognized tourism destinations and includes major tourism centers such as
Oia and Fira [38]. The island offers a wide range of accommodation options, including
luxury hotels, boutique hotels, and short‑term rentals, with approximately 7906 accommo‑
dation establishments and 50,796 beds [39]. Over time, Santorini has become a globally
recognized destination, particularly for luxury and experience‑oriented tourism. Despite
its strong tourism performance, Santorini faces significant sustainability challenges associ‑
ated with overtourism [40]. During the peak summer season, increasing visitor numbers
and cruise ship arrivals place considerable pressure on infrastructure systems and natural
resources. Water scarcity, growing waste generation, and rising carbon emissions have
become major environmental concerns on the island [41]. In addition, tourism‑driven in‑
creases in housing prices negatively affect local residents and create important social sus‑
tainability challenges [42].

Santorini was selected as the case study for this research because it represents a des‑
tination where economic growth, environmental pressures, and social sustainability chal‑
lenges coexist simultaneously. In this context, issues such as resourcemanagement, visitor
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capacity control, extending tourism activity throughout the year, regulating cruise tourism,
and protecting local well‑being are considered as important as tourism growth itself [1].

3.2. Methodology

This study adopts an exploratory qualitative research design to analyze the Santorini
destination from a multidimensional sustainability perspective. Exploratory qualitative
research provides a flexible framework for examining complex research problems and
generating new insights that may support future research development [43]. In line with
this logic, the study follows a document‑based qualitative case study approach. A qualita‑
tive approach was considered appropriate for the in‑depth analysis of the relationships be‑
tween sustainability, value creation, circular tourism, and destination‑level transformation.
As explained in Section 3.1, Santorini was selected as the case study because it represents a
high‑pressure island destination where overtourism, resource constraints, tourism‑based
economic growth, and social sustainability challenges coexist.

This research was conducted as part of the EU‑funded project entitled “The One‑Stop‑
Shop of Accessible Circular Solutions for Sustainable Tourism”, funded under theHorizon
Europe programme, Cluster 6: Food, Bioeconomy, Natural Resources, Agriculture and En‑
vironment, under Grant Agreement No. [101181941]. The study represents one of the re‑
search outputs developed for the Santorini Pilot Region. The study is based on secondary
data obtained from reports published by organizations such as theUNWTO,OECD, the Eu‑
ropean Commission, the Greek Ministry of Tourism, and the Greek government, together
with existing literature on sustainable tourism and business models. The secondary data
collection and analysis were conducted between April and May 2026. Accordingly, the
study primarily reflects the documents, reports, policy materials, and statistical sources
available during this period.

The use of secondary data was considered appropriate for the purposes of this study
because the research does not aim tomeasure stakeholder perceptions, visitor behavior, or
individual adoption intentions, but rather to examine and reveal the current destination‑
level structure of Santorini’s tourism system through the TLBMC framework. In this re‑
spect, the study follows a document‑based qualitative case study logic, in which policy
documents, official statistics, institutional reports, legal regulations, destination‑level pub‑
lications, and peer‑reviewed academic studies are treated as complementary sources of ev‑
idence. These sources provide relevant information on the economic structure of tourism,
environmental pressures, governance mechanisms, social challenges, and circular econ‑
omy initiatives in Santorini.

The qualitative analysis combined deductive and inductive procedures. Deductively,
the main analytical categories were derived from the TLBMC framework, PESTLE analy‑
sis, stakeholder analysis, circular tourism indicators, value coherence analysis, and SWOT–
CAME logic. These categories guided the organization of evidence into economic, environ‑
mental, and social value creation processes, macro‑environmental conditions, stakeholder
roles, circularity‑related practices, inter‑layer tensions, and strategic implications. Induc‑
tively, Santorini‑specific themes were identified from the secondary sources, including
cruise tourism pressure, water scarcity, seasonal concentration, housing pressure, short‑
term rentals, resource dependency, alternative tourism potential, and circular transition
initiatives. In this way, the analysis combined a theory‑informed structure with case‑
specific interpretation.

The coding and categorization process was carried out by the authors through an iter‑
ative review of the documentary evidence. Relevant information was first extracted from
the selected sources and grouped according to the analytical categories. The evidence was
then organized into PESTLE dimensions, stakeholder groups, TLBMC layers and blocks,
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circularity indicators, coherence gaps, and SWOT–CAME categories. To further clarify
the consistency of the coding and categorization process, the analysis was structured as
a researcher‑triangulated and consensus‑based procedure. In the first stage, the authors
independently reviewed the documentary evidence and identified relevant themes corre‑
sponding to the predefined analytical categories. In the second stage, the independently
identified themes and classifications were compared across researchers. Any divergent in‑
terpretations, ambiguous classifications, or overlapping codes were discussed collectively,
and final categorization decisions weremade only after agreement was reached among the
authors. This procedure helped strengthen analytical consistency by combining indepen‑
dent review, researcher triangulation, consensus‑based categorization, and cross‑checking
across multiple source types and analytical stages.

Circularity was assessed qualitatively through a set of destination‑level circular
tourism indicators derived from the circular tourism and sustainable tourism literature.
These indicators included water efficiency and reuse, waste reduction and recovery, re‑
newable energy use, low‑emission mobility, local and circular supply chains, resource‑
efficient accommodation and hospitality practices, seasonality reduction through alterna‑
tive tourism activities, and the protection of local cultural and social value. The analysis
did not aim to measure circularity performance through numerical indicators. Instead,
circularity performance was evaluated qualitatively by examining the presence, maturity,
and integration of circular practices across the economic, environmental, and social lay‑
ers of the TLBMC framework. More specifically, presence was assessed by identifying
whether a circularity‑related practice, initiative, regulation, investment, or policy direc‑
tion was reported in the reviewed documentary sources. Maturity was assessed by consid‑
ering whether the identified practice was presented only as a general strategic intention
or whether it was supported by more concrete evidence, such as implementation actions,
institutional arrangements, investment mechanisms, regulatory measures, or operational
initiatives. Integration was assessed by examining whether the identified circular prac‑
tice was limited to a single environmental action or whether it was connected to broader
destination‑level value creation across the economic, environmental, and social layers of
the TLBMC framework. This qualitative procedure enabled the study to distinguish be‑
tween isolated circularity‑related initiatives and more developed practices with stronger
potential to support cross‑layer sustainability coherence.

To ensure analytical validity, the construction of the TLBMC layers was based on
a systematic and theory‑informed analytical procedure. First, only sources that were di‑
rectly relevant to Santorini, Greek tourism policy, island sustainability, circular tourism, or
destination‑level tourism governance were included in the analysis. Second, the evidence
obtained from different types of sources was compared and cross‑validated across policy
documents, statistical reports, institutional publications, legal regulations, and academic
studies. Third, the findings were organized according to the three layers of the TLBMC
framework: economic, environmental, and social. Fourth, the results were cross‑checked
across the PESTLE analysis, stakeholder analysis, TLBMC layers, and value coherence anal‑
ysis in order to identify convergent patterns, inconsistencies, and sustainability tensions.
This process helped reduce the risk of relying on isolated observations and strengthened
the internal consistency and analytical validity of the case analysis.

In summary, the analytical process was structured as a theoretically informed qual‑
itative analysis based on the TLBMC. The analytical process combined several comple‑
mentary tools, including PESTLE analysis, stakeholder analysis, TLBMC, value coherence
and gap analysis, and SWOT–CAME analysis, in order to evaluate the sustainability dy‑
namics of Santorini from economic, environmental, and social perspectives. The analy‑
sis was conducted in several stages. First, PESTLE and stakeholder analyses were used
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to identify the external environment, sustainability pressures, and stakeholder structure
of the destination. Second, the findings were systematically categorized within the eco‑
nomic, environmental, and social layers of the TLBMC framework. Third, value coherence
and gap analysis was applied to identify sustainability tensions, mismatches, and incon‑
sistencies between tourism practices and long‑term sustainability goals. Finally, SWOT–
CAMEwas used as a strategic synthesis tool to organize the implications derived from the
preceding analyses.

To make the analytical workflow more transparent, the criteria used to populate the
TLBMCblocks and stakeholdermatrixwere further specified. The economic layerwas pop‑
ulated using evidence related to tourism value proposition, visitor segments, distribution
channels, key tourism activities, partnerships, revenue mechanisms, and cost‑related pres‑
sures. The environmental layer was constructed using evidence on resource inputs, water
and energy consumption, waste generation, mobility‑related emissions, environmental im‑
pacts, and circular economy practices. The social layer was populated using evidence on
stakeholder groups, governance mechanisms, local community impacts, employment con‑
ditions, housing pressure, cultural heritage, and social value creation. Each TLBMC block
was filled only when the relevant theme was supported by official, institutional, statistical,
legal, or peer‑reviewed sources.

Stakeholders were positioned within the power–interest matrix according to two cri‑
teria. Power was assessed in terms of formal authority, regulatory influence, control over
tourism resources, investment capacity, and ability to affect tourism development deci‑
sions. Interest was assessed in terms of each stakeholder group’s exposure to, or involve‑
ment in, tourism development, sustainability pressures, circular economy initiatives, and
destination governance. Based on these criteria, stakeholders were classified into the four
categories of the matrix: key players, keep satisfied, keep informed, and minimal effort.

The analytical workflow of the study is summarized in Figure 1 to provide a more
systematic overview of the research process.

Figure 1. Methodological workflow of the study. Source: Authors’ own elaboration.
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4. Data Analysis
4.1. Santorini Situation Analysis

A structural situation analysis was conducted for Santorini using PESTLE and Stake‑
holder Analyses to develop a comprehensive understanding of the destination’s contex‑
tual dynamics. These analytical tools were employed to identify the macro‑environmental
conditions of the destination and the key factors influencing sustainability and value cre‑
ation processes. PESTLE analysis enables the evaluation of external environmental fac‑
tors within political, economic, social, technological, legal, and environmental dimensions,
thereby supporting the analysis of complex systems at the macro level [44]. In this context,
the tourism environment of Santorini was examined through PESTLE analysis. The find‑
ings presented in Figure 2 are based on verifiable and documented secondary data sources
and therefore reflect empirically grounded results.

Figure 2. PESTLE Analysis of Santorini. Source: Authors’ own elaboration based on the PESTLE
framework adapted from [44] and the reviewed secondary sources.

4.1.1. Political and Legal Dimensions

Figure 2 demonstrates that Santorini is undergoing a restructuring process within
a tourism‑oriented sustainability framework. Current political and legal initiatives pri‑
marily focus on controlling tourism intensity and strengthening sustainability governance.
Several regulatory measures have been introduced, including limiting daily cruise ship ar‑
rivals to 8000 visitors [45], implementing the National Climate Law (Law No. 4936/2022)
within the scope of the GR‑eco Initiative [46], freezing short‑term rental licenses to reduce
housing pressure [47], and introducing legal standards for waste management systems
aligned with the EU Circular Economy Package [48]. In addition, tourism activities on
GR‑eco islands are monitored through a Joint Ministerial Decision framework [46].

4.1.2. Economic Dimension

From an economic perspective, efforts are beingmade to reduce seasonal dependency
and support green transformation through public and EU‑funded initiatives. Alternative
tourism activities related to cultural, religious, nature‑based, and gastronomic tourism are
being promoted to encourage year‑round tourism activity [38]. Furthermore, more than
€150 million has been allocated to green transformation projects through public–private
partnerships [46], while approximately €25million in sustainability‑oriented financial sup‑
port is provided for SMEs operating in the South Aegean region [49]. Additional eco‑
nomic policy measures include seasonal cruise passenger fees ranging from €4 to €20 per
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visitor [50], depending on the tourism season, as well as accommodation taxes ranging
from €2 to €15 per person during peak tourism periods [50]. Despite these initiatives, the
South Aegean islands, including Santorini, remain highly dependent on tourism revenues,
with direct tourism income accounting for approximately 110% of regional GDP [51].

4.1.3. Social Dimension

At the social level, increasing tourism intensity significantly affects local well‑being
and housing accessibility in Santorini. Although efforts are being made to improve lo‑
cal welfare and employment opportunities through tourism‑related activities [46], tourism
pressure continues to create important social sustainability challenges. In particular, the
housing crisis affecting local residents and public employees has deepened due to rising
housing costs and the expansion of tourism‑oriented accommodation practices [52]. These
developments demonstrate the growing tension between tourism growth and the quality
of life of the local population.

4.1.4. Technological Dimension

From a technological perspective, Santorini increasingly emphasizes environmen‑
tally oriented technological transformation to support sustainable tourism development.
Current initiatives include the establishment and digital optimization of waste collec‑
tion infrastructure systems to improve waste monitoring and management processes [48].
In addition, efforts are being made to expand the electrification of transportation sys‑
tems and increase investments in renewable energy technologies as part of the island’s
green transformation strategy [46]. These technological initiatives are considered im‑
portant for reducing environmental pressures and improving resource efficiency within
the destination.

4.1.5. Environmental Dimension

At the environmental level, the primary focus is on addressing resource scarcity and
strengthening circular resourcemanagement practices. Due to increasing tourism demand
and limited natural resources, local authorities are expanding seawater desalination capac‑
ity to combat water scarcity on the island [53]. At the same time, efforts are being made
to establish a circular ecosystem based on waste recovery, recycling, and resource reuse
practices [48]. These initiatives reflect the growing importance of environmental sustain‑
ability and circularity in managing tourism pressures in Santorini. In the Santorini case,
the existing circularity‑related practices identified in the secondary sourcesmainly include
desalination and water management initiatives, waste recovery and recycling‑oriented in‑
frastructure, renewable energy investments, electric mobility efforts, and the promotion
of alternative tourism activities that may support more balanced resource use and local
value creation.

Figure 3 presents that the stakeholder analysis for the Santorini destination based on
the power–interest matrix. The “Minimal Effort” category includes stakeholder groups that
benefit from tourism activities but have limited strategic influence on decision‑making pro‑
cesses. The “Keep Informed” group consists of stakeholders who are directly affected by
tourism activities and sustainability pressures, despite having relatively limited decision‑
making power. The “Keep Satisfied” category includes stakeholders with significant eco‑
nomic and operational influence whose involvement is primarily driven by commercial in‑
terests. Finally, the “Key Players” category consists of actors that directly influence tourism
governance, policy development, resource management, and investment decisions within
the destination. The stakeholder analysis reveals a complex multi‑actor structure char‑
acterized by tensions between tourism‑driven economic growth and environmental and
social sustainability goals in Santorini. Furthermore, the findings demonstrate that value
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creation, distribution, and sustainability within the destination are shaped by the interac‑
tions and conflicting interests of multiple stakeholder groups.

Figure 3. Stakeholder mapping of Santorini: the power/interest matrix. Source: Authors’ own elab‑
oration based on the power–interest matrix adapted from [41] and the reviewed secondary sources.

When the PESTLE findings and stakeholder analysis are evaluated together, it be‑
comes evident that the Santorini destination is exposed to multidimensional sustainability
pressures and characterized by an asymmetrical distribution of power among stakeholder
groups. Economically, the destination remains highly dependent on tourism revenues,
while environmentally it faces increasing resource limitations and sustainability pressures.
Socially, tourism intensity creates growing pressures on local stakeholders and commu‑
nity well‑being. These imbalances generate tensions between the economic, environmen‑
tal, and social layers of the TLBMC framework within the Santorini destination.

4.2. Santorini TLBMC Analysis

The PESTLE and stakeholder analyses conducted for Santorini demonstrate that
tourism activities within the destination interact across economic, environmental, and so‑
cial dimensions. In response to this multidimensional structure, the TLBMC framework is
used to analyze the destination holistically. TLBMC enables the integrated evaluation of
economic, environmental, and social layers within sustainable business models [9].

In this study, the TLBMC figures are not used merely to summarize general sustain‑
ability challenges associated with overtourism destinations. Rather, they are used as an‑
alytical tools to reveal how Santorini’s tourism value creation logic is configured across
economic, environmental, and social layers. Compared with conventional overtourism
analyses, which often emphasize visitor pressure, congestion, carrying capacity, or resi‑
dent impacts, the TLBMC frameworkmakes it possible to examine how such pressures are
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linked to the destination’s businessmodel configuration. In particular, it connects revenue‑
generating mechanisms such as premium accommodation, cruise tourism, experience‑
based consumption, short‑term rentals, and digital platformswith environmental resource
dependency, infrastructure pressure, housing accessibility, cultural commodification, and
uneven social value distribution. The analysis therefore focuses on the relationships be‑
tween premium and cruise‑oriented tourism revenues, resource‑intensive service deliv‑
ery, environmental capacity constraints, housing pressure, local well‑being, and circular
transition initiatives. This approach allows the study to move beyond a descriptive list of
overtourism‑related problems and to identify layer‑specific and cross‑layer sustainability
tensions within the Santorini tourism system.

As illustrated in Figure 4, the economic layer of the Santorini destination is built
around a value proposition centered on high‑value and experience‑oriented tourism. This
value proposition primarily targets tourists with high spending potential and aims to cre‑
ate experiential and emotionally driven tourism experiences. The destination communi‑
cates this value throughdigital platforms, tour operators, and cruise tourism services. Core
tourism activities, particularly accommodation services, operate through interconnected
local networks involving tourism businesses and service providers.

Figure 4. Santorini Economic Canvas. Source: Authors’ own elaboration based on the TLBMC frame‑
work developed by [9] and the reviewed secondary sources.

However, the island’s limited resources and dependence on tourism significantly in‑
crease operational costs and economic vulnerability. Revenue generation in Santorini de‑
pends not only on accommodation services but also on experiential tourism activities of‑
fered within the destination. At the same time, the highly seasonal nature of tourism cre‑
ates sensitivity to fluctuations in visitor demand. Overall, the economic layer shows that
Santorini’s high‑value tourism model generates strong revenue potential, yet this value
creation logic remains dependent on resource‑intensive services, seasonal demand, cruise
flows, and accommodation‑led growth. This creates a structural tension between economic
value capture and the environmental and social capacities of the destination.

The environmental layer of the Santorini destination presented in Figure 5 demon‑
strates that tourism activities are highly dependent on natural resources and that eco‑
nomic value creation generates significant environmental pressures. In particular, the lim‑
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ited availability of water and energy resources creates substantial vulnerability for both
visitors and local communities. In addition, tourism activities and transportation sys‑
tems contribute to increasing carbon emissions and environmental degradation within
the destination.

 

Figure 5. Santorini Environmental Canvas. Source: Authors’ own elaboration based on the TLBMC
framework developed by [9] and the reviewed secondary sources.

To mitigate these environmental pressures, greater emphasis is placed on waste man‑
agement, water management, and circular economy practices. These initiatives aim to im‑
prove resource efficiency, reduce environmental impacts, and support more sustainable
tourism practices. Overall, the tourism ecosystem in Santorini, which is characterized by
intensive resource consumption, highlights the growing need to balance economic value
creation with long‑term environmental sustainability goals.

The social layer of Santorini presented in Figure 6 demonstrates that tourism activities
generate both positive and negative social impacts for local communities, employees, and
cultural sustainabilitywithin the destination. Tourism contributes significantly to local em‑
ployment and economic activity; however, it also creates important social vulnerabilities.
In particular, the increasing demand generated by high‑income visitors has accelerated
the conversion of residential properties into tourism accommodations, contributing to the
housing crisis affecting local residents.

Furthermore, the integration of cultural elements into tourism activities creates the
risk of cultural commodification and loss of authenticity. To manage these pressures,
sustainability‑oriented governance mechanisms attempt to balance tourism development
with social sustainability goals. Despite these challenges, the integration of gastronomy,
local production, and cultural experiences into tourism contributes positively to local so‑
cial and cultural value creation. Overall, the findings indicate an imbalance between
social value creation and long‑term social sustainability within tourism activities in the
Santorini destination.

https://doi.org/10.3390/su18136601

https://doi.org/10.3390/su18136601


Sustainability 2026, 18, 6601 14 of 24

 

Figure 6. Santorini Social Canvas. Source: Authors’ own elaboration based on the TLBMC frame‑
work developed by [9] and the reviewed secondary sources.

4.3. Cross‑Layer Value Coherence and Sustainability Gaps

The value coherence analysis provides a more case‑specific interpretation of San‑
torini’s sustainability challenges by examining how problems commonly associated with
overtourism are reproduced through the destination’s particular business model configu‑
ration. In Santorini, environmental and social pressures are not isolated outcomes of high
visitor numbers alone; they are closely linked to the economic logic of premium accom‑
modation, cruise‑based visitation, short‑term rentals, experience‑oriented tourism, and
seasonal concentration. For this reason, the analysis interprets overtourism‑related pres‑
sures as inter‑layer tensions between economic value capture, environmental resource ca‑
pacity, and social value distribution. This interpretation is further supported by recent
community‑based evidence from Santorini, which shows that residents and other local
actors perceive tourism pressure as a source of daily‑life deterioration, particularly in re‑
lation to congestion, public space crowding, waste management, health service capacity,
living costs, and respect for residents [54].

4.3.1. Horizontal Coherence Across Layers

From a TLBMC perspective, coherence is expected among the factors within the
nine dimensions that constitute the economic, environmental, and social layers of a
structure [9,28]. This coherence reflects the strength of the relationship between the ex‑
isting structure and sustainability expectations. For Santorini, where tourism activities
play a significant role in income generation, the economic layer demonstrates strong hori‑
zontal coherence through its focus on providing luxury experiences and targeting tourist
segments with high spending potential. In addition, tourism activities such as premium
accommodation, gastronomy, and wine tourism are consistent with the destination’s high
value‑added tourism model. From an environmental perspective, Santorini’s sustainability‑
oriented tourism approach demonstrates coherence between supporting alternative en‑
ergy sources, waste management practices, and the development of electric mobility sys‑
tems aimed at reducing environmental pressures.
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At the social level, where tourism intensity creates significant social impacts, the social
layer reflects a consistent relationship between the rising cost of living associated with
tourism activities and increasing fragility within the public sphere. Overall, the TLBMC
developed for Santorini demonstrates a certain degree of horizontal coherence among the
dynamics within its economic, environmental, and social layers.

4.3.2. Vertical Coherence and Sustainability Tension

In the multi‑layered TLBMC approach developed by [9], vertical coherence between
the economic, environmental, and social layers is considered a critical element. In this con‑
text, the main concern is whether economic value creation supports environmental sus‑
tainability and social well‑being, or whether tensions emerge between these layers. The
relationships, coherence patterns, and sustainability tensions among the economic, envi‑
ronmental, and social layers of the TLBMC developed for the Santorini destination are
presented in Table 1.

Table 1. Vertical Coherence and Sustainability Tensions in the Santorini Tourism System.

Value Coherence Analysis
Analytical
Dimension Economic Layer Environmental Layer Social Layer Synergies‑Tensions

Premium
tourism

positioning

Revenue generation
based on

high‑spending
tourists and

experience‑oriented
luxury tourism

Premium tourism may
intensify resource
consumption,

particularly water and
energy use

Supports employment
and local service‑based
economic activities

Partial coherence:
High‑value tourism

generates economic benefits
but may increase

environmental pressure if
resource use is not
effectively managed

Cruise
Tourism

Generates short‑term
visitor flows and
economic activity

Contributes to carbon
emissions, waste

generation, and carrying
capacity pressure

Causes overcrowding
and pressure on public

spaces and local
quality of life

Strong tension: Economic
benefits conflict with

environmental sustainability
and social carrying capacity

Accommodation
and

Short‑Term
Rentals

Expands tourism
revenues and
accommodation

capacity

Increases demand for
water, energy, and urban

infrastructure

Intensifies housing
shortages, rising rents,
and risks of spatial
exclusion for
local residents

Strong social gap: Tourism
profitability is achieved at
the expense of local housing

accessibility and
social wellbeing

Local Food,
Wine, and
Gastronomy
Networks

Creates economic
value through
gastronomy and
wine tourism

Local sourcing may
reduce

transportation‑related
environmental impacts
and external dependency

Strengthens local
identity and supports
small‑scale producers

Strong coherence: One of
the most integrated

dimensions across economic,
environmental, and

social layers

Season
Extension
Strategies

Supports year‑round
revenue generation
and economic
diversification

May reduce temporal
concentration of
visitor pressure

Reduces seasonal
employment instability

and economic
vulnerability

Partial coherence: Generates
economic and social benefits;
however, environmental
pressure may persist if total
visitor numbers continue

to increase

Water Scarcity
and

Desalination

Water availability is a
critical economic
input for tourism

continuity

Desalination mitigates
water scarcity but
increases energy
consumption and
environmental costs

Water security directly
affects residents,
employees, and

tourism businesses

Structural tension:
Economic continuity

remains highly dependent
on limited natural resources

Waste
Management
and Circular
Practices

Circular practices
may improve

operational efficiency
and destination
competitiveness

Reduces waste
generation and enhances
resource efficiency

Supports
environmental

awareness and local
quality of life

High coherence potential:
Circular initiatives can
generate value across all

three layers
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Table 1. Cont.

Value Coherence Analysis
Analytical
Dimension Economic Layer Environmental Layer Social Layer Synergies‑Tensions

Mobility and Car
Rental Services

Transportation
services contribute to
visitor accessibility
and local income
generation

Traffic congestion,
emissions, and land‑use

pressure increase
environmental impacts

Mobility pressure
affects everyday life
and public space use

Tension: Economic
accessibility creates
environmental and
social burdens

Digital
Platforms and

Online
Channels

Online platforms
increase market
access and tourism

revenues

Platform‑driven tourism
demand indirectly

intensifies infrastructure
and resource pressures

Improves visibility for
small businesses while
increasing housing
market pressure

Dual effect: Enhances
economic inclusion but may
exacerbate social inequalities

Cultural
Heritage and
Local Identity

Cultural heritage
strengthens the

experience economy
and destination
attractiveness

Localized and authentic
experiences may support

lower‑impact
tourism models

Enhances cultural
visibility but risks
commodification of
local identity

Partial coherence: Cultural
assets generate economic
and social value but may
create social tensions if
authenticity erodes

Employment and
Tourism

Dependency

Tourism generates
employment

opportunities and
local income

Peak‑season tourism
intensifies

environmental
resource use

Seasonal employment
and rising living costs

increase social
vulnerability

Socio‑economic tension:
Employment generation is
significant, but long‑term
stability and quality of work

remain limited

Sustainability
Investments

Green investments
may strengthen
long‑term

competitiveness
and resilience

Supports energy
efficiency, waste

reduction, and resource
conservation

Enhances local
participation and
sustainability
awareness

High coherence potential:
Sustainability investments
may improve alignment
across all layers, although
implementation capacity

and costs remain
critical constraints

Source: Authors’ own elaboration based on the value coherence analysis and the reviewed secondary sources.

As indicated by the findings presented in Table 1, a balanced relationship across the
TLBMC layers has not yet been fully established for the Santorini destination. While premium
tourism, cruise tourism, and short‑term rentals generate significant economic value, they also
intensify environmental and social pressures through increased water and energy consump‑
tion, overcrowding, and rising pressure on local communities. In contrast, circular economy
practices, local production networks, and sustainability‑oriented investments demonstrate
the potential to strengthen coherence across the economic, environmental, and social layers.
Nevertheless, persistent challenges such as seasonal concentration, water scarcity, mobility
pressure, and strong tourism dependency suggest that the current tourism model continues
to operate within a growth‑oriented rather than sustainability‑oriented logic. These findings
underline the need for a more balanced tourism structure in Santorini that considers environ‑
mental capacity and social wellbeing alongside economic performance.

4.4. Strategic Implications for Sustainable Tourism Transformation in Santorini

Findings from the PESTLE, stakeholder, TLBMC, and cross‑layer coherence analy‑
ses conducted for Santorini indicate that while current tourism activities generate high
economic value, they also intensify environmental and social vulnerabilities within the
destination. These findings highlight the need to establish a stronger balance between eco‑
nomic value creation, environmental sustainability, and social well‑being. In this context,
strategic implications for a sustainable tourism transformation in Santorini are organized
through the SWOT‑CAME framework as a synthesis of the preceding analyses.

The strategic implications proposed in this study differ from traditional sustainable
tourism measures by emphasizing circular value creation rather than only impact reduc‑
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tion. Traditional sustainable tourism strategies often focus on minimizing environmental
damage, managing visitor numbers, or improving general sustainability performance. In
contrast, the circular tourism strategies proposed here focus on closing resource loops, re‑
ducing dependency on external resources, reusing and recovering water and materials,
strengthening local production and supply networks, extending tourism activity beyond
the peak season, and integrating circular practices into the destination’s economic, environ‑
mental, and social value creation processes. Therefore, the proposed transformation is not
limited tomitigating overtourism impacts but aims to reconfigure the destination’s tourism
model around resource efficiency, local value retention, and cross‑layer sustainability co‑
herence. This strategic orientation is also consistent with recent spatial tourism planning
approaches that emphasize the redistribution of visitor flows from saturated tourism cores
toward less‑visited areas in order to reduce congestion, mitigate overtourism, and support
more balanced territorial development [55].

SWOT analysis evaluates the internal and external conditions of an organization or
system by identifying its strengths, weaknesses, opportunities, and threats [56], and it is
frequently used in tourism studies to assess the developmental dynamics and strategic
position of destinations [57,58]. In this study, however, the SWOT–CAME framework was
used only as a strategic synthesis tool rather than as an additional standalone analysis. It
translates the findings obtained from the PESTLE, stakeholder, TLBMC, and cross‑layer
coherence analyses into practical implications by identifying how Santorini may correct
structural weaknesses, adapt sustainability threats, maintain destination strengths, and
exploit circular tourism opportunities.

Figure 7 highlights the need for a more balanced transition from an economically
performance‑oriented tourism model toward environmental and social sustainability in
the Santorini destination. Although the island possesses important competitive advan‑
tages such as strong brand value, premium tourism positioning, alternative tourism activi‑
ties, and rich cultural heritage, it also faces significant structural vulnerabilities, including
energy and water scarcity, high visitor pressure, seasonality, and housing problems affect‑
ing the local population. The corrective strategies proposed for the island focus on reduc‑
ing environmental and social pressures while strengthening a high‑value tourism identity
and protecting local values. Despite these challenges, Santorini also presents important
opportunities for the development of circular and regenerative tourism practices that can
support long‑term destination resilience.

Figure 7. SWOT–CAME Analysis of Santorini. Source: Authors’ own elaboration based on the
SWOT–CAME synthesis and the reviewed secondary sources.
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5. Discussion
The findings of this study offer a destination‑level interpretation of how circular

tourism and sustainable business model thinking can be applied to a high‑pressure island
context. Consistent with previous studies showing that tourism growth increases pressure
on water, energy, waste systems, local communities, and ecosystems [4–6], the Santorini
case indicates that sustainability challenges are not limited to environmental degradation.
Rather, they arise from the interaction between economic dependence on tourism, limited
environmental capacity, and social pressures affecting local well‑being. This supports the
argument that tourism destinations should be examined through integrated approaches
that consider economic, environmental, and social dimensions together.

With regard to the first research question, the analysis shows that value creation in
Santorini is shaped by a high‑value but resource‑intensive tourism model. The island ben‑
efits from strong destination branding, premium accommodation, cruise tourism, hospital‑
ity services, and experience‑oriented tourism. However, these sources of economic value
are closely tied to seasonal demand, external resource inputs, and resource‑intensive ser‑
vice provision. At the same time, environmental pressures such as water scarcity, waste
generation, energy use, mobility‑related emissions, and limited carrying capacity interact
with social issues including housing pressure, seasonal labor conditions, uneven value dis‑
tribution, and tensions among residents, visitors, businesses, and public authorities. Thus,
economic, environmental, and social value creation processes in Santorini are strongly in‑
terconnected, but not equally balanced.

In relation to the second research question, the findings reveal several tensions be‑
tween tourism development practices and long‑term sustainability goals. The most evi‑
dent tension lies between economic value capture and environmental resource capacity.
Although Santorini’s tourism model generates considerable economic benefits, it also in‑
creases pressure onwater, energy, wastemanagement, coastal areas, andmobility systems.
A second tension concerns the uneven distribution of tourism‑related benefits and burdens
among stakeholder groups. A third tension emerges between sustainability policy ambi‑
tions and the fragmented implementation of circular and sustainable tourism practices at
the destination level. These tensions suggest that Santorini’s sustainability challenge can‑
not be explained only by high visitor numbers. It is also a structural issue related to how
tourism value is created, captured, distributed, and governed. This social interpretation is
consistent with recent local community evidence from Santorini, where respondents rec‑
ognized the economic importance of tourism but also expressed strong concerns about the
long‑term unsustainability of the current mass tourism model and its effects on everyday
life, housing affordability, congestion, and local well‑being [54].

These findings are in line with previous research emphasizing the vulnerability of
island destinations due to geographical limitations, resource dependency, seasonal con‑
centration, and restricted infrastructure capacity [2,18,21]. They are also consistent with
recent Santorini‑specific evidence showing that overtourism in insular territories is not
only a matter of visitor volume, but also a multidimensional condition involving tourism
density and intensity, land‑use change, resource pressure, social impacts, and economic
restructuring [17]. However, this study extends this discussion by interpreting such pres‑
sures through the TLBMC framework as cross‑layer tensions between economic, environ‑
mental, and social value creation. In this respect, the study moves beyond a general dis‑
cussion of overtourism impacts and shows how destination‑level business model analysis
can reveal the structural mismatches that limit sustainability transformation. More specif‑
ically, the additional analytical value of the TLBMC framework lies in its ability to show
that overtourism‑related pressures are not merely external impacts of tourism growth but
are partly produced by the internal configuration of the destination’s value creationmodel.

https://doi.org/10.3390/su18136601

https://doi.org/10.3390/su18136601


Sustainability 2026, 18, 6601 19 of 24

For example, cruise tourism and short‑term rentals are not only sources of visitor pressure;
they are also economic value capture mechanisms that generate environmental burdens
and social distributional conflicts. Similarly, alternative tourism, local gastronomy, circu‑
lar resourcemanagement, and sustainability investments are not onlymitigationmeasures;
they represent potential points of cross‑layer alignment between economic viability, envi‑
ronmental regeneration, and social well‑being. In this way, the TLBMC framework pro‑
vides an analytical bridge between overtourism impact analysis and sustainable business
model transformation.

The findings also support previous studies suggesting that circular tourism should
not be understood only as waste reduction or environmental impact mitigation [7,8,14,15].
In the Santorini case, circularity requires a broader reconfiguration of resource use, tourism
governance, and local value creation. This includes water efficiency and reuse, renewable
energy, waste recovery, low‑emission mobility, local supply chains, seasonality reduction,
and stronger protection of cultural and social value. Therefore, circular tourism should be
seen as a destination‑level value reconfiguration process rather than a collection of isolated
environmental practices. This argument is also in line with bibliometric evidence showing
that circular economy research in tourism and hospitality has grown rapidly, but remains
strongly concentrated on waste management and recycling, indicating the need for more
applied and integrated destination‑level studies [16]. Such an interpretation strengthens
the relevance of the TLBMC framework by showing how circular tourism strategies can be
linked to economic viability, environmental regeneration, and social well‑being.

Overall, the discussion of the research questions indicates that Santorini’s transition
toward circular tourism requires stronger vertical coherence across the economic, environ‑
mental, and social layers of the destination business model. A more sustainable tourism
model cannot be achieved only by reducing visitor pressure or introducing isolated en‑
vironmental measures. It requires coordinated changes in tourism governance, resource
flows, stakeholder collaboration, and local value retention. This confirms the usefulness of
combining PESTLE, stakeholder analysis, TLBMC, value coherence analysis, and SWOT–
CAME to examine complex sustainability transitions at the destination level.

6. Implications
6.1. Theoretical Implications

This study contributes to the literature on sustainable tourism and business models
in several ways through the Santorini case. First, it demonstrates how economic, envi‑
ronmental, and social value creation processes can be analyzed simultaneously within the
context of sustainable tourism destinations, while also illustrating how circular economy
principles may be integrated into destination management practices. Second, the study
extends the TLBMC perspective from the firm level to the destination level by adopting a
multi‑stakeholder approach to sustainable tourism analysis. Third, the findings reveal the
existence of structural tensions and sustainability mismatches identified through horizon‑
tal coherence and vertical coherence assessments across the TLBMC layers. In this respect,
the study shows that TLBMC can be utilized not only as a business model design frame‑
work, but also as an analytical tool for identifying sustainability inconsistencies, inter‑layer
conflicts, and transformation needs within tourism destinations.

6.2. Practical Implications

The findings of the study indicate that Santorini needs to transition from a tourism
model primarily driven by economic growth toward a more balanced structure that priori‑
tizes environmental capacity and social wellbeing alongside economic performance. As an
island destination characterized by limited resources and high tourism intensity, Santorini
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requires stronger carrying capacity management, visitor regulation mechanisms, and re‑
source efficiency practices. In this context, destination management organizations, local
authorities, tourism businesses, and policy actors should collaborate more actively in the
development and implementation of sustainability‑oriented tourism strategies. Given the
increasing tourism pressure on the island, circular economy practices such as water reuse
systems, sustainable waste management, low‑emission mobility solutions, and renewable
energy investments should be expanded across the destination. At the same time, sus‑
tainability strategies should not focus solely on visitor management but also address the
wellbeing of local communities and tourism workers. In particular, regulating short‑term
rentals and improving housing accessibility are critical to preventing the deepening of so‑
cial inequalities and housing pressures. Furthermore, strengthening gastronomy tourism,
wine tourism, archaeological heritage, and other alternative tourism activities may sup‑
port both year‑round tourism development and cultural sustainability. Overall, the find‑
ings suggest that sustainable tourism transformation in Santorini depends on stronger in‑
tegration and coordination among stakeholder groups to improve coherence across the
economic, environmental, and social layers of the TLBMC framework.

6.3. Policy Implications

The findings highlight the need for stronger policy interventions to reduce over‑
tourism and resource pressure in Santorini while supporting amore circular and resilience‑
oriented tourism system. In this context, destination management organizations, local au‑
thorities, and central government institutions should prioritize long‑term tourism strate‑
gies that balance economic performance with environmental sustainability and social well‑
being. Existing policies related to cruise visitor limitations, short‑term rental regulations,
and off‑season tourism development should not only be maintained but further strength‑
ened to reduce structural tourism pressures on the island. In this respect, policy measures
should also consider spatial redistribution strategies that reduce pressure on highly con‑
centrated tourism hotspots and support alternative routes, peripheral attractions, and low‑
impact mobility networks across the island [55]. In addition, policy mechanisms such as
sustainability‑oriented tax regulations, green investment incentives, and employment sup‑
port programs should be developed to encourage HORECA (Hotels, Restaurants, Cafés)
businesses to adopt circular economy and sustainability practices. Policies promoting
water efficiency, renewable energy use, sustainable mobility, and waste reduction may
also play a critical role in enhancing destination resilience. Overall, the findings suggest
that current tourism governance in Santorini remains largely oriented toward short‑term
economic growth, whereas a more integrated and long‑term policy approach is needed
to strengthen coherence across the economic, environmental, and social layers of the
TLBMC framework.

7. Conclusions
This study examined the current tourism structure of Santorini through the TLBMC

framework and evaluated the integration of circular tourism principles into economic, en‑
vironmental, and social value creation processes. In doing so, the study aimed to reveal
how tourism value is created, captured, and distributed under sustainability pressures and
to identify the main tensions between tourism development and long‑term sustainability
goals. The findings indicate that this aim was achieved by demonstrating how Santorini’s
high‑value tourism model produces economic benefits while simultaneously generating
environmental pressures and social vulnerabilities. In particular, resource scarcity, sea‑
sonal concentration, housing pressure, rising living costs, and limited employment stabil‑
ity emerge as critical structural challenges affecting the long‑term sustainability of the des‑
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tination across the TLBMC layers. At the same time, Santorini also possesses important op‑
portunities for sustainable transformation. The expansion of alternative tourism activities,
circular economy practices, and locally embedded tourism experiences demonstrates the
potential to strengthen coherence across the economic, environmental, and social dimen‑
sions of the destination. Nevertheless, the study suggests that current sustainability initia‑
tives largely operate through short‑term and fragmented mechanisms, whereas achieving
long‑termdestination resilience requires amore integrated governance structure involving
all stakeholder groups.

The study also provides clear answers to the two research questions posed in the In‑
troduction. In response to the first research question, the study shows that economic, envi‑
ronmental, and social value creation processes in Santorini are shaped by a high‑value but
resource‑intensive tourism model. While tourism generates substantial economic value
through destination branding, accommodation, cruise flows, and hospitality services, this
value creation process also depends on intensive resource use and creates environmen‑
tal and social pressures. In response to the second research question, the study iden‑
tifies key sustainability tensions between tourism development practices and long‑term
sustainability goals, particularly in relation to environmental capacity, social value dis‑
tribution, housing pressure, seasonality, and the fragmented implementation of circular
tourism practices.

From a theoretical perspective, this research contributes to the literature by extending
the application of the TLBMC framework from the firm level to the destination level and by
positioning it as an analytical tool for evaluating sustainability tensions and transformation
needs in tourism destinations. In addition, the study contributes to the growing circular
and regenerative tourism literature by emphasizing the role of integrated sustainability
approaches in island destinations facing overtourism and resource pressure.

Despite these contributions, the study has several limitations. The findings are based
on a single destination case and rely primarily on secondary data and qualitative interpre‑
tation within a document‑based case study framework. Therefore, the results should be
interpreted as an exploratory destination‑level assessment rather than as evidence derived
fromprimary stakeholder perceptions, surveys, interviews, or field‑based observations. In
addition, circularity performance was assessed qualitatively by examining the presence,
maturity, and integration of circularity‑related practices across the TLBMC layers, rather
than through numerical performance measurement. This approach is consistent with the
exploratory purpose of the study, but future researchmay complement it with quantitative
indicators related to water use, energy consumption, waste recovery, mobility emissions,
and local supply‑chain performance. Moreover, although the TLBMC framework provides
a structured basis for examining economic, environmental, and social value creation pro‑
cesses, the categorization of evidence into layers and blocks involves qualitative interpreta‑
tion. To reduce this limitation, the analysis was supported by multiple secondary sources,
author review, and cross‑checking across PESTLE, stakeholder, TLBMC, value coherence,
and SWOT–CAME analyses.

Future research may apply the TLBMC framework in different tourism destinations
using comparative or quantitative approaches. Furthermore, qualitative studies involv‑
ing policymakers, HORECA businesses, local communities, and tourism stakeholders
may provide deeper insights into destination‑level sustainability transitions. Given the
critical role of both local and central government institutions in tourism governance,
future research involving public institutions and tourism‑related ministries in Greece
may also contribute to a more comprehensive understanding of sustainable tourism
transformation processes.
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