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1. Introduction (Description of the case study)
Our group is supposed to make a case study on environmental and nature-based tourism. The case study company is Dorna Adventure. There are six members in our group and one tutor teacher. We started our working with brainstorming where we thought about the questions we wanted to ask to the stakeholder. We had an interview with the Dorna Adventure stakeholder and after that we did SWOT analysis. On the weekend we had the chance to go on a excursion, a field trip in the adventure park. After these we thought about what we knew about the company and started making power point presentation. We collected new information by phone-interview. 

2. History and Foundation

Our case study is about Dorna Adventure, situated in Vatra Dornei town. Dorna Adventure is a private company. It was found in the year 2005 by two mountain salvators of municipality of the area, after market observation, demands (high) and supply (low) analysis and market niche examination. 
They have three payed employees and seven volunteers working for the company. Since 1996, one of the owners worked as salvation guardian in the mountains; according to this he has experience in the nature sporting sector.
In the first years the company increased his popularity and his incomes, reaching for istance an average of 9 team buildings por year. In consequence of the world economic crisis in 2009 the tourists demand decreased (above by big companies), and according to this the benefit of the last years couldn’t be reached anymore. In 2010 the company decided to try a new innovative strategy for enlarging target offering new activities and services; the co-operation with new local actors and with economic agents from Vatra Dornei region is one of the keys to build stronger networks. Among the actors there is also the Municipality, as one of the owner works at the tourism service in Vatra Dornei.
3. Product (Services and Activities)

Dorna Adventure co-operates with local actors, such as hotels and other activity providers. Travel agencies send the tourists to Dorna Adventure to do something new and to have an adventurous holiday. The company prefers to have groups or team building instead of individual tourists. The most common tourist group is the one who stay long and have already planned the whole package what they want to do on their holiday. Then there is another type of tourists who prefer shorter stay and have no plans ready. The last group are the companies, who are interested in team building activities. 

The company offers adventure activities such as river rafting, biking, hiking, horse riding and team building activities, both to tourists as to big companies.  
4. Marketing and Competition situation

Dorna Adventure makes advertisement and promotion on the back of track maps and on flyers. The local hotels recommend Dorna Adventure to the tourists. They also had one commercial on national television. Now they are looking for sponsors to the company. 

There are two other companies who are working in the same branch in this area. The companies compete and at the same time co-operate with Dorna Adventure, so if one company can not take all the customers, they recommend each other. 

5. Insurance system

In Romania there is no company that would offer an insurance for adventure activities. That is why Dorna Adventure does not have an insurance for its customers and everybody should have their own insurance. The companies that come for team building activities must have own insurance for their employees. Dorna Adventure makes all customers to sign a regulation, so if anything happens it is not company’s fault.

6. The three pillar model
Dorna Adventure is based on the three pillar model which is about ecological, economical and social impact.
a. Ecological impact

On the weekend we visited the Dorna Adventure Park and had the chance to do some of the proposed activities, like bicycling and river rafting.

As we could observe on our excursion there has been a lot of pollution in the adventure park especially in the river and its surroundings. Not only that,  there has been also a lot of waste in the water, like bottles, other kind of plastic materials and dead animals. Finally, the water was not in a good condition for swimming use at all. 

The whole concept about innovative company goals is based on activities in nature. 
The aim of Dorna Adventure is to get the customers, especially from urban areas, a better understanding about environmental issues. It should be an achievement to “educate” not only the youngsters among us but also the older participants.

The idea of environmental friendly equipment would be for example longer lasting equipment instead of changing them every year or half and half leased and own equipment.

b. Economical impact

Between 2007 and 2008 the company increased their budget and it offered an average of 9 team buildings per year.  The economical crisis had a big influence on the company: for instance, in the year 2009 there have been only 2 team buildings. 

The municipality gives Dorna Adventure 10 000€ per year; this money is divided between equipments and employees’ payment. The owners work three days per week for the company and the other days for themselves (i.e. the Municipality).

Dependant on the annual support of 10 000€ from the Municipality is a necessity for surviving purpose. In the future this dependency should be built up step by step to achieve total independency. Today they have three kinds of tourism: individual, groups and team building for bigger companies. 

Before the financial crises began they had an annual turnover of 12 500€ per year in 2007. September 2009 when the collapse happened they certainly had a loss of the bigger companies and the team building activities. Team building activities are one of the highest priced activities and the main source of their income. For 2009 they had a loss of almost 10 000€ in the annual income.

Graph n.1 – Annual turnover from 2007 to 2009
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c. Social impact

An aspect on Dorna Adventure Park is that every participant has a certain wish to keep the benefit in the region of Vatra Dornei. The demand on local products from the tourists site was that high that 60-70 % of the traditional food is produced by the hotels, restaurants, inns and local stores.

7. Innovation plan

The present economical crisis has influenced Dorna Adventure’s incomes, and the decreasing of the annual turnover was so high that the organization needed new innovation for attracting new tourists. At the same time, economical infrastructures from Vatra Dornei Region started to look for their services because they wanted to offer something new to clients, both locals and old clients as new typologies of customers. 

For describing the novelties that Dorna Adventure is trying to offer, it is better to look at the figure below (picture 1), well describing how innovation can be categorized.
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Picture n.1 – The innovation categories

About products, until now, the main innovation is the effort of the company to offer each year always new activities for stimulating old tourists’ desire of returning and for opening the supply to new kinds of customers. For instance, the last attractions have been paintball and “tiroliana”; these new activities are very successful even though it is impossible to see the effects in the annual turnover now.

At the same time they have introduced some services (i.e. Shuttle Service from Hotels) for facilitating the access to the activities area, and for making more comfortable longer stay than the few days to which tourists are used to spend in the region.

Each activity needs new technical and safety devices: Dorna Adventure invests 30% of the income to that and also looks for environmental friendly equipment without impacts in the ambient where the activities take place.

Finally, the most innovative organizational tool is the network creation among several actors in the region, for being able to offer complete packages and better services. In these months they are also planning to co-operate with Travel Agencies for acquiring new clients and finding the sponsor from a big company to buy new activities’ equipment.

8. SWOT Analysis

Dorna adventures strong points are that they give discount packages for long stays. The manager works also for the municipality; that could be an advantage because he knows all regulations and the local area and can manage better the networks among other stakeholders. The company is very flexible and offers customized activities for each customer. The employees of Dorna Adventure have frequent team meetings so everybody knows what is happening in the company. They also work actively on preventing polluting the nature and make co-work with schools and students.

The weaknesses are that there is not enough co-operation with local and national responsible bodies on environmental issues. The river is really polluted and that does not attract more customers. They are not exploring all the market opportunities, for instance asking for tourists feedback. They have not found out if they can have support from European union or other financial source. They could also have sponsors for the company. Dorna Adventure should have a new working web page in different languages (at least in English). Many possible customers use internet and if the web page does not work, they lose potential customers.

Opportunities are the co-operation with the other companies from the branch. It is good they are not competing but helping each other. Tourist agencies tell the tourists about Dorna Adventure. The schools also work together with Dorna Adventure to increase the environmental knowledge among children. There is also a chance to get funding from the European Union which they should try to have.

Threat for the company is that they are so dependent on groups and team building customers. When the financial crisis started, they lost many of these customers. Also the customers for long stay were gone. If nothing is done to the pollution in the river and nature around it, it will not attract people to visit there and use Dorna Adventures services. So that is a big threat for the business and future. Dorna Adventure is dependent on municipality because it owns the area where they do their activities. If municipality decides that it needs the area for something else, the company has to move. They also get financial support from the municipality to get new equipments and to pay to the employees.

A brief summary about the analysis done on Dorna Adventure organization in table 1.

Table n.1 – SWOT Analysis

	STRENGTHS
Discount packages for long stays 
The manager works in the Municipalities 
Flexibility 
Frequent team meeting 
Activities on waste collection and prevention 
	WEAKNESSES
Not enough cooperation with local and national responsible bodies on environmental issues 
They don’t explore all market opportunities 
Not working web page 

	OPPORTUNITIES
Cooperation with the other companies from the branch 
Cooperation with tourist agencies 
Cooperation with schools on environmental activities 
Existence of EU funding opportunities

	THREATS
Dependent on the group conditions 
Dependent on long stay conditions 
Pollution 
Dependent on the park 

for the volunteer 


9. Suggestions

In correspondence to the above described weaknesses we have developed for each of them the following suggestions in order to strengthen the company's position on the market (a deeper link between weaknesses and suggestions is given in Annex 1):

· Local motivation campaign for getting more volunteers

· Turn-over among volunteers to make the work less hard

· Better organization to attract more local and  individual tourists 

· Consultation with  a marketing specialist and territorial survey

· Half leased and half own equipment

· Signs-check done by themselves or projected by a common plan with Tourism Ministry (or other public Administrations)

· Development of effective webpage

· More activities to promote responsible attitude to the environment 

· Waste collection initiatives

In order to help the stakeholders to develop their business in a sustainable way our working group chose to go deeper in the following directions:

1. Development of effective webpage. 

Nowadays the webpage is the face of the company and most often it is the place where the customer makes the first contact with the company. Rely on this, we consider important the following to be taken into account:
· All the information should be in different languages

· Stories from participants

· News for coming events

· Possibility to register online

· Discounts for early bookings of activities (at least 2 weeks)

· Discounts for last minute bookings (one day in advance)

· Newsleter subscribe possibility

· Facebook account

· Advertising banners for sport equipment companies, hotels, restaurants, etc. on contract basis

· Advertising banners of Dorna Adventure webpage on webpages of hotels, tourist agencies, etc.

2. Better organization to attract more local and  individual tourists

In accomplishment of this aim certain contribution would have the following  initiatives:

· Every Saturday special event

Every saturday a different activity could be offered – rafting, cycling, paintball, tracking, climbing, horse riding – longer than usual, competition spirit, more..

The potential customers could be students, local people, tourists with one weekend stay, and it is appropriate for all age groups.
The promotion could be done by:
- Posted month graphic on the webpage

- Posters with the month graphic in schools, universities, public places

· Package offers for students

Special discounts with a set of activities (horse riding,rafting, cycling), camping, dinner of local dishes, camp fire, music, more..
Potential customers are the students.
The promotion could be done by posters at Universities, own webpage, webpage of universities, sport clubs of universities, more..
· Weekend trekking offer

Full weekend nature experience, long trekking routes, long night with camp fire and local food, music, overnight in tents or huts.

Potential customers are local people, tourists with one weekend stay or longer and it is appropriate for all age groups.
The promotion could be done by posters and directly in their own webpage.
3. More activities to promote responsible attitude to the environment & Waste collection initiatives

Here we have the following idea:

· Summer Environmental Festival 

A musical event to promote waste collection and  more responsible attitude to the environment.

It includes:

· Waste collection

· Competitions

· All activities on 50% discount

· Open air concert

· Sale of beer and local food

The event would start with organized waste collection

The stimulus could be: free drink for certain quantity of  collected waste, 50% discount on the  activities, free entrance for the concert

The possible sponsors could be:  environmnetal fondations,  other NPOs/NGOs, beer producers, artists  willing  to support the good cause, sport  companies.

ANNEX 1
	WEAKNESSES
	GENERAL SUGGESTIONS

	Based on volunteers (dependency) 
	i) Local motivation campaign for getting more volunteers 

ii) Turn-over among volunteers to make the work less hard

	Focus only on companies and group tourists 


	Better organization when it comes to local and individual tourists -> phoning them directly 

Feedback survey 

	They don’t explore all market opportunities 
	Marketing specialist, territorial survey

	Need to buy every year new equipment 
	Half and half leased and own equipment 

	- Avoid responsibility

- Not enough cooperation with local and national responsible bodies on environmental issues 

- Not enough initiatives on raising environmental conscious 
	Signs-check done by themselves or projected by a common plan with Tourism Ministry (or other public Administrations)



	Not working web page 


	Better if done by inside informatic (someone has to learn web pages management) and in different languages (at least English)
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