[image: image1.png]* %%

* ¥k

ok

*

2



[image: image2.png]\\'l Universitatea
Stefan cel Mare
usu

Suceava



[image: image3.jpg]





Description of the case study
“Cai De Vis” was founded in 2006. In the beginning it was just a little house for vacation and it was not orientated for tourists and guests. They had two horses and a stable for them, and the people who were interested in horse-ridings started to ask also for an accommodation, so that’s how the idea came out. 
The place is located in Varful Campului, Botosani county, about 60km from Suceava. The road is a little bit difficult to pass and there aren’t any signs directing to the farm, but the location is really good from environmental point of view.
In the beginning they were only the family and the manager. Nowadays the company has three owners (husband, wife and brother); one manager (cousin), who’s also an instructor; two horse-riding instructors; three farmers; one tractor-driver and one cook.

As the number of customers increased, the demand of more products and services also augmented. From here the necessity for investments, in order to expand the property and the business itself. They started with an investment of 300.000 euros, mostly loaned from some banks and a little part of the money they got from the other family business they own. They started buying more animals and now they have 12 horses, 7 cows and 300 goats and a total investment of 700 000 euros to the present day.

The farm property is 100ha and contains a guest house, a house for the owners, a summer house, two horse-stables, one cow-shed and one for the goats. They also own 14ha of forest which is located near the farm.
The guest house includes four double-bed rooms dedicated to the different seasons (spring, summer, autumn and winter) and one apartment with traditional interior. There’s also a kitchen, which can be used from the guests of the house, dining room and a common bathroom. Internet connection and TV are available in every room.
The main activity that is offered is horse-riding, but they also offer tracking (6 different tracks); cycling (7 bikes available); guided trips to the local monastery and to other cultural places (for ex. visit to the house of a famous Romanian poet); hunting; hiking; badminton; sledge; carriage rental (for weddings) and other open-air activities. They also organize equestrian shows for the children groups. The food provided is all home made from Bio products. The customers can order food or if they want they have the opportunity to cook by themselves. 

The farm produces 250l of goat milk per day and 150l from the cows; 40 - 60 kilos of basic cheese per day during 6-7 months, but depending on the requests of the customers other kinds of cheese can be made. Four different types of goat cheese, three different types of cow cheese, meat and vegetables are also offered from the farm.
The price for a double-bed room per night is 50euros for two persons and 45euros for one person. The apartment’s cost is a little higher- 70 euros per night for two persons, 75euros for three and 80euros for four persons. The prices decrease if the customers stay longer, and they’re lower during the out of season period (from 05.01 to 14.06; from 15.09 to 20.12). There are also special packages for children, students and groups. For this summer they offer some weekend packages for family, 7 days child camps, camps for discover the life at the country side etc. 
Transportation is not provided by the owners and furthermore the location is not connected to a public transport network, that’s why it can be reached only from customers with their own car or using bus rental services.
The maintenance of the place add up to the total of 3 250 euros per month. The average work salary is about 270euros per month. 
The advertisement goes mostly mouth to mouth- they don’t put a lot of investments in that particular sector. They have some advertisements on the national radio and the national TV channel, but they don’t pay for it- they offer free accommodation and services to the advertising companies for exchange (barter). They also have posters and flyers in the schools in Romania and in other countries, but the owner does them by himself- he has a professional studio for photos and graphical design. They participate in some fairs too but only on a regional and national level.
The company is a member of the Romanian association for rural, ecological and cultural tourism- ANTREC. The membership fee amounts on 150euros per year and the participation in this organization is a really good advertisement for the company. The owners are intending to start cooperating with some tour-operating companies from the 23rd of May, which will provide them a constant steam of customers.
There is a solar panel installation on the guest house and two ecological waste collectors. The water they use comes from two underground rivers, and they also use woods for heating from the forest they own. 
Description of the case process
The working group, which participated in the research and the analysis of the company, was formed by 6 persons from 4 different countries- Romania, Italy, Finland and Bulgaria, on the age of 22-26 years old. Each of them has education related somehow to tourism, and also they all have different interests, skills and cognitions in that particular field of study. 
Eliza Savova is studying Ethnology in Sofia University “St Kliment Ohridski” in Bulgaria and has cognitions in the field of ethnography, religions, culture, traditions etc. She has also participated in several tourist fairs and conferences. Luca Tomedi is studying Forestry and Environmental sciences in University of Padua in Italy and has knowledge in forest management and environmental sustainability. Enrico Vidale is studying Payment for Environmental Services in University of Padua in Italy and has interests in international trading and marketing. Leonard Burtea is studying Management in Suceava University “Stefan Cel Mare” in Romania and is interested in marketing, economy, accounting, management etc. Bianca Botez studies Accounting and Informatics in Suceava University “Stefan Cel Mare” in Romania and has much cognition in the field of economics, accounting and informatics, and also she has participated in another Erasmus IP course related to tourism innovations. Laura Hassi is studying Tourism and Hospitality Management in Savonia University of Applied Sciences in Kuopio, Finland. She has cognitions in tourist service and management. One day all of them are intending to develop their own tourist companies, and the ideas that they’ve proposed in this report are a part of their future business plans.
The research and analysis processes carried on for one week- 4hours group work per day. The group has one leader- Laura Hassi (Finland), but actually all the members have equal participation in the working process and also equal contribution to the final results of the group work. The group work process was based on sharing different opinions and ideas and making group decisions about their final selection. When there were two opinions about one issue the majority decided. 
The main data was collected by three different methods of research- an interrogation, field observation and web research. For the first part of the research- the interrogation- was prepared a questionnaire with all the basic questions about the company. The questionnaire was compound by the questions of all the members of the group. There was one interrogator- Eliza Savova (Bulgaria), two translators (because the respondent didn’t speak English) - Bianca Botez and Leonard Burtea (Romania), and three writers- Laura Hassi (Finland), Enrico Vidale and Luca Tomedi (Italy). The interview was taking place in the guest house of the farm, between the working group and the manager of the company-. 
The second step of the research process was the field observation- detailed tour in the company property, leaded by the manager, who also provided detail information about all the different features, products and services of the farm.  
The final information source was the web page of the enterprise and also some other internet sites with useful information, related to the company. The information about the prices was entirely uploaded from the web site. 

In the working process some more questions came out, or another needed to be more clarified and for this reason there were extra questions sent via e-mail to the owner, who gave a quick, precise and full respond to them. That was necessary in order to fulfill the gathered information and to clear up the confusions. 
After collecting the data, a SWOT analysis and a problem definition of the company was made, again with the participation of all the members of the group. Every single actor gave different propositions for the strengths, weaknesses, opportunities and threats for the company and pointed the problems for its development.
The final part of the group work was consisted of brain storming different ideas for innovations in all the sectors of the company and also proposing some solutions for the problems which the company is facing in its development. After finishing the research and analysis of the enterprise, all the information was put into one presentation, which was sent to the owner of the company.  
SWOT ANALYSIS

Strengths:

· Low Labour Costs

In Romania the labor cost is very low comparing to other countries. The minimum salary is 600 Ron.( 150 euro), comparing let’s say  to France where is 1350 euro.

·  Home-made (Bio) Products
All the products that the enterprise offers are Bio-products (vegetables, different types of cheese, meat, etc.) They are been produced in a traditional way.

·  Family Business

Being a family business is easier to run the enterprise, to control all the aspects (with the help of the family members)

·  Solar Panels

Thanks to solar panels the cost of energy is reduced. In the same time the solar panel is a way to protect the environment. Although they have spent a lot of money on them, the investment will be recovered in less than 4 years

· Hospitality.

The Romanian’s are the most polite and hospitable persons you’ll ever meet. 

·  Forest

The forest is a huge strength because it offers a lot of possibilities. First off all it offers wood for heat and building, then you can go for a walk, you can hunt, etc.

· Kitchen access

Weaknesses

· No Signs 

If you decide to go there it’s almost impossible to find that place. There aren’t any signs at all.
· Transportation

 You  can go there only by car or something like that. There isn't any public transportation.

Also the enterprise doesn't offer transportation, and the road represents another weakness because is in a bad condition

·  Website

The web page is only in romanian language, so its impossible to a foreign to see what services are offered. Also the information is not update, and some sections are under construction.

·  Poor Land For Agriculture

The land is not so good for agriculture. Because the enterprise is trying to make bio-products, they don't use chemicals to improve the quality of the land.

·  Advertising

The advertise is made special in schools, fairs, radio, TV;  but they don't have a constant budget for advertising, their investment  in publicity is very low.

·  High Prices

We think that 50 euro/ night for a room is too expensive, even that the services are very good. For a regular Romanian family it's too much, considering the level of salary in Romania

· Common bathroom

 It should be a bathroom in every room because maybe some clients want privacy.
· Air conditioner

In the summer months is essential to have an air conditioner. 

Opportunities:

· Low Land Costs


The enterprise can extend by buying new lands. The costs in the area are low comparing to other regions, let's say around Suceava city.
· Landscape


The views are extraordinary. Nearby there is a river, a monastery and also a memorial house: Eminescu's House

· Member Of ANTREC


ANTREC means: “National Association of Rural and Ecological Tourism”. Being member of this association the enterprise has some facilities, for example advertising to national and international fairs.

Threats:

· No Public Transportation


Because there isn't public transportation the tourist without a car are forced to abandon the idea of going there.

· Infrastructure


If the infrastructure continues to degrade there won't be any tourist to come there in conclusion the profit of the enterprise will go down.

Problems definition

During our analyze we have found two main problems. One of the problem is represented by the autumn-winter months (november, january,february). In this time of the year the number of the clients is decreasing.  The second problem is coming from the Government. They don't offer enough founds for agriculture. If the land is poor and the financial help from Government is low, you can't produce as much as you want.

Crisis

The crises influenced the enterprise in two ways. 

The negative aspect was that the number of the clients decreased and they were forced to reduce the price for the products.

The positive aspect: because of the crisis the prices for construction materials, services and equipment were very accessible.

Innovation plan

After a brief analysis of our case study about “Cai de Vis” Company, we have run a brainstorming activity that collected some ideas about the future enlargement of firm supply.

Here the main ideas started for the immediate and concrete possibility the company has for developing a multiple-service based activities around the horse riding business. Afterwards the brainstorming activity stepped into new ideas external from the main business as an alternative option for the company itself. The main focus was linked to the concept of local-based network and land promotion through local handicrafts or a provision of multiple-services for the local guests, in terms that the supply or company’s offer is suitable for a wider panel of stakeholders.

In table 1 we have gathered together all the ideas coming out from the first section of the brainstorming. The order we set up the ideas into the table is the same order they came out, in other words at random. The order of the columns is reported as follows:

· Ideas: products of our brainstorming

· Internal investment: possibility to invest in this idea in terms of internal financing for rising up the volume of business activities and reducing the risks

· External investment: possibility to have investment from local, national, or European subsides in terms of rising up the volume of business activities and reducing the risks

· Local-based network: it’s a step from economical capital to social capital increasing the linkage among the local entrepreneurs that share inputs as well as outputs.

· New business: the feasibility of a new business next to the main one of the company

· Winter activity: the availability of tourist service provision during the winter time

· You will also find adjectives describing per each idea the feasibility within a given column.

Table 1: Brainstorming activities: findings suggestion and feasibility

	Ideas
	internal investment
	external investment
	local-based network
	new business
	winter activity

	Eco-Pub!
	Possible
	-
	suggested
	Totally
	Possible

	Benches and tables in the forest!
	Suggested
	-
	Possible
	-
	-

	Farm education!
	Suggested 
	Possible (CAP EU subsidies)
	difficult
	Totally 
	Concrete 

	Workshop for painting eggs!
	Possible
	Possible
	Possible 
	-
	-

	Workshop for Martisor elaboration
	
	
	
	
	

	St Theodor- horses patron’s day, including horse- races + blessing all horses around! 
	Possible 
	Suggested
	Suggested 
	Possible 
	-

	Traditional wedding arrangement!
	Suggested
	-
	-
	Possible 
	-

	Commercial open day!
	Extremely suggested
	Possible 
	Possible 
	-
	-

	Turkish bath/Sauna with horse shits!
	Suggested 
	Suggested
	-
	Totally 
	Concrete 

	Welfare centre!
	Possible 
	Possible 
	-
	Totally
	Concrete 

	Manege
	Suggested
	Possible 
	Possible
	Possible 
	Concrete

	Horseshoes improvement!
	Possible
	Suggested 
	Suggested
	Possible 
	Possible 

	Pet therapy!
	Difficult 
	Difficult 
	Suggested 
	Totally 
	Concrete 

	Environmental sustainable tourism
	Suggested 
	-
	Suggested 
	Totally
	-

	Art in forest
	Extremely suggested
	Suggested 
	Suggested
	Totally
	-

	Hunting activities
	Suggested
	Suggested 
	-
	Possible 
	Concrete

	Quad
	Suggested
	-
	-
	Totally
	Concrete

	Snowmobile
	Possible
	-
	-
	Totally
	Concrete

	Camping area
	Extremely suggested
	Suggested 
	Suggested 
	Totally
	Possible

	Adventure park for Children and adults
	Extremely suggested
	-
	Suggested 
	Totally 
	-

	Souvenirs and handcrafts selling
	Suggested 
	Extremely suggested
	Extremely suggested
	Totally
	Concrete 

	Transportation
	Extremely suggested 
	Possible 
	-
	-
	-


In this section we will explain six of the main ideas that result from the previous table. We choose them in order to get some key issues to show how it is possible to innovate a running business without decreasing the outcomes of the main business. By mean, we will analyze step by step what are the main characteristics of the ideas, how could it be possible to implement to the company and finally how could be the linkage to the other local service supplier.

· Eco-pub

Located into the forest next to the main building it will provide some pub services using hand-made wooden kitchen supplies (wooden glasses, dishes, cutlery as well as furniture and the house itself). Nevertheless food, beverage and other starters should be provided by local supplier in order to involve locals as much as possible promoting as well the image of the place through food. It’s worthwhile to mention that the main purpose of the eco-pub is to provide services for the daylight tourists that are using both the company and other services like cycling, hiking, hunting and so on. For the night they may provide also common shared room in the house where they can rest once during their stay. About the investment issues it will take something like 500.000 euro with the involvement of 3-4 people during the peak of the season. For the environmental issues there might be some professional help from foresters using the most advantage bio-technology to manage this kind of waste product.

· Farm education

We thought that the training of the new generations could be a key solution for waste reduction in the surrounding area. Through the farm and the farm know-how the company may lead an internal soft-policy that could be a driven force or a symbol for the other farmers or stakeholders. So using this simple tool you may imprint an image in the young guys about how it is possible to have less waste just using a different ways of behave. Here, the investment is just on the way you manage your company, for instance getting some standards like ISO 14000 or 9001 in the branch of milk, kid breeding or agricultural production.

· Sauna with horse manure

Coming from the northern society, horse manure has been used for centuries as a common fertilizer as well as heat producer like normal fuel. The idea was born just thinking how much this magic bio-product costs as fermented manure in the greenery shops or agricultural consortium in the western society. So why throw it away as just a normal dropping? There is more remunerative ways to invest your special waste: make a sauna heated by horse manure. The process is quite easy to make and it needs only sun, a place to store the fresh shit in a wide place where you smear the droppings in a thin layer, and finally a shed where it is stored. After that you just need to build a sauna (suggested Finnish one) using the wood harvested from the forest. Moreover, it’s suggested to build a double sauna one for male and the other for female with shower incorporated. The total investment could be something like 40.000 euro.

· Hunting 

Common activity in the Eastern European Countries is hunting in the fall. The low season during the late fall makes the hotel empty. A great opportunity could be to organize some cooperation with Hunting Tourist Company. The investment here is taking just contacts with the local hunting administration and the Hunting Tourist Company. More ideas may grow once you are in the business, like “theme hunting”, “horseback hunting” etc. 

· Art in forest

The use of the forest next to the farm could be improved by a permanent or casual local art exhibition in order to attract more people to the area. Basically, it is made up of path where you can wander around without getting lost and watching the pieces of art. The total investment should be considered almost zero!

· Camping area

The last proposal regards a camping area. This facility is based on providing a space next to forest or in a place where you may host hundreds of people in tents or campers, caravan parking place. The main idea was to provide a facility for families offering them also cycling, hiking paths or horse riding. The investments could be something like 60.000 euro consisting bathrooms and parking place in two hectares of land both forest and agriculture.

Land Based Business
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