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1 Description of the case study:

1.1 General information about the NGO
The object of analysis is Bucovina Tourism Association. On the basis of the collected materials during the two weeks in Suceava Working Group 1 analyzed the organizational structure and activities of the NGO. Bucovina Tourism Association is Nongovernmental Organization, founded in 2001 from a German project for economical development. Its members are enterprises involved in the tourism business, such as hotels, restaurants, tourist agencies, pensions, handicrafts etc. Before the economical crises the number of members reached 55, but due to decrease of touristic interest in the area in the crises, some of the enterprises withdrew. At the present moment the NGO members are 37. 
At the annual meeting of all the members a board committee is elected. The board committee has 9 members, including a president and vice-president. All the important decisions of the NGO about the activities are made by the board committee and are executed by the manager – Mrs. Lacramioara Beilic. She is the only hired employee of Bucovina Tourism Association. 
The main goal of the Association is to promote Bucovina as a tourist destination and to distribute advertising materials at national and international fairs. Their aim is to increase the number of tourists in Bucovina and make the area more attractive at national and international markets.
They advertise at local press, tourist journals, internet (www.bucovinaturism.ro), fairs (mainly Germany and also Austria, Holland, Poland, Hungary, France, Spain, Italia), and direct advertisement. The NGO is financed by membership fees, government founds and European founding. 
- 80% of the costs are covered by the fees

- 20% are covered by the government and the E.U. project
The budget for 2009 was 10.000 EUR. The membership fee is between 100 and 250 EUR, depending on the type of the enterprise e.g. for tourist agencies it is 125 EUR, and for hotels it is calculated on the bases of the number of beds.
New members are welcomed but they have to fulfill some quality standards. Some of the problems are lack of financial resources, conflicts between the members, the competition of other touristic destinations in Romania e.g. Transilvania, and the long distance between Bucharest and Bucovina.
The most valuable partnerships of the Bucovina Tourism Association are between the NGO and the “Stefan Cel Mare” University, the City Hall and other NGOs in Bucovina and at national level. The most important stakeholders are the owners of enterprises, employees of the companies, tourists, journalists, other NGOs, tour operators etc. 

1.2 Goal of the case study:

To offer innovative solutions to the stakeholders. The case study report aims to analyze the NGO and come up with some innovative ideas to improve the functioning of the Association being in favor of achieving its goals. 
1.3 Methods used
1.3.1 SWOT
The SWOT analysis is a tool to analysis the internal and external environment of a company. The important factors are divided into strength, weaknesses, opportunities, and threats. This tool is useful to match the company’s resources and capabilities to its environment. In a group conversation all factors a thought thru. 
1.3.2 Brainstorming

It is a process for generating creative ideas and solution through intensive and freewheeling group discussion. Our group was divided to pairs and each pair had a different task. Analysis, discussion, or criticism of the aired ideas is allowed only when the brainstorming session is over and evaluation session begins. We also had a special technique in developing the main ideas. 

1.3.3 How and How

Method used in a creative session to find the innovative solutions.

1.3.4 Voting

Is a method where majority decides about the matter discussed.

2 Description of the case process

Working Group 1 is an international team and consists of 6 members from Finland, Austria, Bulgaria, Italy and Romania. At the beginning we took part in some team-building activities so that we would work effectively as a team. Each of the members of the team was a leader for one day. We established some rules that were important for the working process - rules such as “No interrupting”, “Speak only in English” and “Everyone should be equally involved in the team work”.
We learned some basic information about the NGO – object of our case study and came up with a list of questions for the meeting with the stakeholder. We made an interview with the stakeholder – executive manager of Bucovina Tourism Association – Mrs. Lacramioara Beilic. She was very kind and gave answers to all our questions. After that we formed an opinion about the activities of the NGO and made the SWOT-analysis for the NGO.
It became clear which of the problems we had to focus on are: lack of financial resources, need of improvement of the webpage and conflicts between members. We made a SWOT-analysis for Bucovina area as well. Aside from the many things Bucovina area has to offer, the most important problems were garbage, bad image of Romania, location in a distant part of Romania and lack of attractions for young people and families.
After a brainstorming session we chose some proposals and innovative solutions with emphasis on seeing the problems as opportunities. All the information we used in making the Power Point Presentation and for the intermediary report. In the process we thought of some other questions to ask the stakeholder at the next meeting. 

We made the presentation in front of all the working groups and the executive manager of the NGO. We asked her to define the 3 best ideas to concentrate our further work on. As most creative ones she chose restyling of the webpage and internet advertising, branding the association logo and making the area more attractive for families. 
Phases of the case 

The phases of the case process are the following: 

1. Creating the group sections (group rules, leaders)

2. Meeting with the stakeholders

3. Using methods to define the problem (SWOT, brainstorming, voting)

4. Defining the problem 

5. Creative session 

6. Prepare the final report and presentation

3 SWOT analysis of the case study

3.1 SWOT analysis for the Bucovina region

	Strengths
	Weakness

	Landscape (natural and cultural)
	Public transportation (lack of international airport)

	Natural and cultural heritage
	Image of Romania

	Fresh air and water
	Infrastructure

	Accessibility by car
	Garbage

	Food
	Dust

	
	Lack of funding from the Bucovina Region Municipality

	
	Distance from the capital

	Opportunities
	Threats

	Better infrastructure
	Transilvania

	Tourism
	Environmental problems

	Nature kept on its natural stage
	Government

	Different activities, common offers
	


Table 1 SWOT analysis for the Bucovina area
3.2 SWOT analysis for the NGO

	Strengths
	Weakness

	International advertising
	Small budget

	Simple structure
	Quality of webpage

	The biggest NGO in Bucovina
	Language

	The most known association in Bucovina
	Fast changes in the structure (Short time president)

	The members are the most important hotels in Bucovina
	Conflicts between members

	Guaranteed quality
	Lack of new idea

	Opportunities
	Threats

	Attracting young people, different target
	Other NGO’s

	EU-project (funding)
	Further loss of members

	Diversify the offers
	Lack of motivation

	Taking advantage of all the potential
	

	Mass media advertisement
	

	Diversify the offers
	

	International expansion of advertisement
	

	Specialized advertisement for the target groups
	


Table 2 SWOT analysis for the NGO association
3.3 Web page
	Strengths
	Weakness

	Cheap
	The website and its name are only in Romanian.

	Network between main attractions in Bucovina
	Two web pages

	Description how to get in Bucovina
	No map of Bucovina

	Description of Bucovina area
	No prices for accommodation

	
	

	Opportunities
	Threats

	Internalization (3 languages at least)
	Necessity to update the website (time loss)

	Comments section (blog)
	Necessity to pay attention to blog and answers in short time


	Prices and availability of each accommodation
	Expensive 

	 A list of hotels divided for the quality services
	

	Restyling web-page with more attractions and pictures
	

	Map of Bucovina in the main page
	

	New name (Bucovinatourism.com)
	


Table 3 SWOT analysis for the Web page
3.4 Bucovina Logo
	Strengths
	Weakness

	Cheap
	No visibility

	Easy to apply
	No English translation

	Easy to recognize
	Too small to be seen

	Unique image
	Not all the pensions and hotels have it

	
	No rules about the logo for all members

	Opportunities
	Threats

	Bigger than it is - visibility
	NGO members not respecting the use of the logo

	Multicolor- impressive
	Other similar logos

	Official logo of the association must be on all hotel doors
	

	Flyers and stickers on the reception
	

	Obligate the hotels to use the logo
	


Table 4 SWOT analysis for the Bucovina Logo
3.5 Promoting the area for families

	Strength
	Weakness

	Families in Bucovina
	Not enough attractions for children

	Landscape and nature
	Lack of funds

	Fresh air, clean water, opportunity to fish and barbeque
	Long distance

	Quiet
	Public transportation is not comfortable

	Opportunities
	Threats

	Promotional packages for families
	Focus on limited target groups

	New image of Bucovina area (international promotion of Bucovina area)
	Hotels won’t accept this idea

	Focus on all target groups
	Invest without considering the risk 

	More attractions for families(water park, alternative zoo)
	Other region competition

	Pensions with friendly pets(cats, dogs, horses)-pet therapy
	Competition between members

	Create more playgrounds for children
	Bad treatment  for the animals

	
	


Table 5 SWOT - promoting the area for families
4 Problem definition:

· Limited accessibility to Bucovina area

· Limited funding opportunities

· Competition 

· Conflicts between members

· Loss of members

· Lack of regional strategy of tourism development in Bucovina

· No particular target group and no attractions to families with children
5 How did the present economical crises influence the enterprise?
During the interview it became clear that the NGO is trying to survive in the present economical situation, having in mind the loss of members and reduced funding opportunities. 

6 The Innovation Plan

Based on the research that the group made, the three most useable ideas were chosen. In the following lines the ideas will be analyzed and explained in detail.

6.1 Idea one: The Homepage

6.1.1 Description of the present situation:

There are two Webpage’s (www.bucovinaturism.ro, www.bucovinatravel.ro), one of them in Romanian and the other one in English only. Both Webpage’s are under construction and do not serve the needs of the tourists. The two Webpage’s are promoted through the folders on international fairs, and it should serve as a platform for tourists already in Romania. The Sites do not provide crucial information for the tourists, like prices, maps, etc.  

6.1.2 Utilization of the new Webpage:

The most important aspect would be to have only one Webpage with several language options (English, German, and French). A webpage with international purpose has to have an address in English, for example: www.bucovinatourism.com, more people will find and visit the site. In a time of participation a weblog, giving customers the ability to write and ask comments can be an additional feature. All the tourist related information should be available as easily as possible. The hotels and guesthouses should have rates included in their descriptions. In general, the appearance of the pages could be simpler, in a way that texts and pictures can be seen together. All attractions especially for children for example zoo’s and water parks should be presented on the site. On the main page there could be a map of Bucovina area.

6.1.3 Conditions and stages for realization:

· Gather ideas from the members

· Visualize the new look, on paper

· Request for quotation (minimum of three different companies)

· Make an order (no prepayment)

· Control and supervise (check for errors, try all buttons)

· After launch, regular checks and controls of the weblog

6.1.4 Estimation of resources needed and funding possibilities:

The need of working hours for the NGO will be approximately 50h (6hx2/per week x 4). The Homepage itself will cost approximately 1000€-2500€, depending on the idea used. For funding the members could participate with an extra fee of 25€/member = 925€ ( 37%-100%.

6.2 Idea two: The Logo

6.2.1 Description of the present situation:

At the present the members aren’t obliged to use the logo, it is only used randomly. A common used logo, visible for tourists during entering the destination could have a positive influence on the customers image of the member and organization. The logo can be used for branding. 

6.2.2 Utilization of the new logo:

The logo’s size should be at least 15x15cm, made as a transparent sticker, which can be easily mounted at any door or wall. It takes a lot of time to develop a Logo, once it has been released it also has to be continuously put in place. A functioning brand logo can improve and widen the common understanding as well as advertisement and sense of quality for the customer.

6.2.3 Conditions and stages for realization:

· Make the use of the logo compulsory for all members

· Use the already existing logo

· Order different sizes for field implementation

· Choose one or two sizes and order (amount of 150-250)

· Send out the logos to the members
6.2.3 Estimation of resources needed and funding possibilities:

The logo stickers in general are very cheap, the maximum costs should not be above 100€, required working hours 5h.

6.3 Idea three: Promoting the area for families.

6.3.1 Description of the present situation:

The area of Bucovina does not have a certain target group, this gap could be filled with families or young people. There is no information about children attractions in the webpage or the brochures. 

The members should put pressure on creating attractions for children and families.

6.3.2 Utilization:

From a marketing point of view, families are getting more and more important. They tend to travel a lot regionally by car during the holiday seasons and they are willing to pay for good services. But they demand a safe, clean and attractive surrounding for the children. This target group prefers package trips. 
6.3.3 Conditions and stages for realization:

· Search for possible attractions (water park, zoo, playgrounds, action park, friendly pets: cats, dogs, rabbits, horses(pet therapy?)

· Create packages with the members and other service suppliers
· Create a map

· Advertise (online, newspaper, brochures, fairs, ect.) 

6.3.4 Estimation of resources needed and funding possibilities:

The research will depend on the program 50-100h. The costs to the NGO will be approximately 500€ for Newspaper advertisement, the online advertisement is for free, brochures will also have to be printed again. 
7 Conclusions
After brainstorming, SWOT analysis, meetings with the stakeholder and loud discussion, our group reached the following conclusions:

· The innovation stars from small things. 

· Innovative methods can be easily followed if the members are willing to accept them. 

· Our NGO has a small budget and it needs some new ideas with immediate effects

· New ideas have to create a network between the members (more cooperation in the organization)
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