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1. Description of the case study:

Cabana Kaiser Allee is situated in the forest of Voievodesei nearby many touristic cultural trails such as Monastery of Sucevita, Putna, and Bogdana Church in Radauti. It is accessible by car from Suceava (50km), by train (the nearest railway station is Radauti) and by plane (Suceava Salcea airport 44km distance).
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Figure 1 Location of Kaiser Allee in the Bucovina region
The forest of Voievodesei  was taken in 1786 by Austrian administration, and the headquarter building represent a cultural historical heritage close related to that period. This was organized for the Austrian royal family. It was not proved that the emperor Franz Joseph I and princess Sissi used them when they visited Bucovina area but the name stayed in the local toponymy.

The Kaiser Allee Cabana was build in 2009 with European Union funds called SAPARD which are pre-adhesion funds. The owner obtained 100 000 euros from the EU and he invest the same amount by himself. He has to be partner with the institution which provided 50% of the amount of money for a 5 years period. He will become entirely the owner after another 3 years. The land was property of owner’s family, he didn’t buy it.

The touristic potential beside secular forests is completed by a hunting complex.  Even if this hunting complex was promoted for hunting purposes (wild boar), today tourists are coming to see the animals and take photos. The hunting complex is owned by the National Forest Administration, has 400 ha and is fenced. 
The concept of Kaiser Allee cabana is to offer self catering service. The products and services offered by the owner are as follows:
· accomodation:

 the maximum capacity  is for 16 persons and cabana can be rent for 150 euros per night. It is composed by 3 double rooms with bathroom and TV, 3 rooms with two single beds with bathroom and Tv, 2 double rooms without bathroom in the room. There are also bar and living, eating place for 35 persons and equipped kitchen.
The prices are accessible from our point of view:  700 Ron per night (170 euros) for renting the all cabana; and 100  Ron per night (25 euros) for a double room. The prices don’t include breakfast
· open spaces:

Cabana is surrounded by green space of 1,2 ha and there’s also one artificial lake for fishing. The lake is supplied with water which comes from rainfall collected into pipes. There is a crop field on one side of the area and on the opposite side is planted new orchard.
· Ecological education and activities:
Horseback riding

6 touristic trails /not yet signalized/ for walking, jogging, mountain bike, ski, photo hunting
· Events

horseback riding competition for kids in collaboration with Cai de legenda
· Restaurant

He is not offering yet restoration but is one of the future strategy and the next step is to obtain a license to be able to offer this service. 

Tourist are coming mainly in summer season and winter for special occasions such as Christmas or New Year’s Eve and Easter holiday. Regarding their origin they are partly foreigners in small groups and partly Romanians.

1.1. Cooperation/Interactions:
The main type of cooperation is business to business. Cabana Kaiser Allee has a  partnership with a horse farm Cai de legenda situated at 800 m from cabana. They are offering different packages for children. 

Another cooperation is done with another guest house nearby, which has a more complex activity and send tourists to him when they have no more rooms. 
The cooperation with public authorities, such as National Forest Administration doesn’t work too well. 

1.2. Green policy:

The owner invested in solar panels which are used for heating water.

Cabana is heated by fuelwood which comes from nearby forest instead to use natural gasses. This contribute to reduce global warming from a small point of view. 

There’s no waste collection policy, and the owner took the initiative to select plastic which is transported by himself to collection center in Suceava. 

1.3. Market strategy:

The owner doesn’t have yet a well defined strategy and the advertising it’s mainly done mouth to mouth and through its own website (http://www.kaiserallee.ro/index.html). 
2. Description of the case process

Work group which have participated in the analys of enterprise consists of 6 members. The members of the group are from 4 different countries – Austria, Bulgaria, Slovakia and Italy. All are students in different fields, more specified concentrated on Alternative tourism , Economics of tourism and services, Natural resources managment , Forestry environmental sciences, Biodiversity protection and Landscape planning and design (University of Padua- Italy, Technical University in Zvolen- Slovakia, University of Forestry- Bulgaria, Boku University – Austria, University Stefan Cel Mare – Romania)

The group has one leader – Elena Teutsch (Austria) , but all the members of the group have working on case process on equal level - Stefaniya Valcheva  /Bulgaria/, Renata Cihlarova /Slovakia/, Michal Miklos /Slovakia/, Rudi Pramparo /Italy/, Florin Sirghi /Romania/.

First step of our methodological approach was the meeting with stakeholder of the enterprise. He discussed with us about basical facts and explained us main goals for future. Secondly, we have opportunity to visit the analysed private property and the area which he is cooperating with. We took notes about pros and cons, and make photo documentation. As we visited the enterprise we have structured SWOT analyses and purposed some innovations. After preparing the intermediary report, we arranged the meeting with stakeholder again and had discussion about our ideas. According to the discussion we approved problem solutions. Finally we achieved the final report  supported by Power point presentation.
2.1. Methods and tools used:

Methodology:
· Gathering information about Kaisser Alle

· Meeting with stakeholder and discussing about the description of the enterprise

· Field survey – taking notes and photo documentation

· SWOT analysis

· Making Innovation plan

Tools:
· Web searching

· Camera

· Microsoft Office

3. SWOT analysis
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Table 1 SWOT analyses
3.1. Strengths:
· Historical Place 
It is said that the emperor Franz Joseph I and princess Sissi stayed near this place while visiting Bucovina area.
· Beautiful landscape

Traditional look of the landscape (meadows, forests)
· Monastery

You can visit three monasteries near the Cabana

· Prices are fine according the accommodation and services

170 € per night (all cabana), 25 € double room per night, 14 € single room per night, (the prices don't include breakfast)
· Solar system

Ecological approach of using energy.
· Cooperation with other co. on the same field

Possibility to send or receive costumers to or from other guesthouses nearby.  
· Photo hunting

Visitors have possibility taking photo of the wild animals (deers, boars, birds…) in the area which is close to cabana.
· Horse riding

Owner cooperate with horsey farm which is few minutes away from cabana.
· Hiking

Deep, mixed forests and meadows hidden into them makes for tourists unique place. However, highest point is about 600 above see level without marked trails in the all area.
3.2. Weaknesses:

· Lack restaurant 
Keeper don´t have fixed menu for visitors. But, he is able to cook special, traditional food if he´s requested.
· Website

Web site is only in the Romanian with not so understandable maps.
· No signs

Hikers have to orientate only according compass and low-class maps. Make a signed trails is lawless today.
· Not enough people capacity

Max. capacity is 16 visitors.
· Employees

During bigger occasions is felt lack of employees.
· Not good promotion

Low advertisement and propagation.
· Infrastructure
Road without asphalt cover.
· WC
missing canalization

3.3. Opportunities: 

· Programs with kids
Educational and entertaining programs with kids.
· Extend the pension
Cabana needs more place for costumers, more rooms.
· Playground for children
If you have programs with children, you must have place where children can play.
· Garden design
It will make cabana more attractive.
· Education programs connected with the forest
Tours with guide who will explain  forestry.
· Agro-tourism
Location of Kaiser Alle gives the opportunity to use it for agro-tourism.
· Sport opportunities 
Bikes, hiking, horse riding
· Traditional food
· Cooperation with travel agencies 
Cabana needs recommendation and commercial

3.4. Threats:

· Local municipality influence
High taxes. 
· Bad national forestry policy

They’re not open for cooperation with small private organizations like Cabana.
· Bad commercial
There is no commercial at all. 
4. Problem definition
After w have analyzed the enterprise we have identified two main problems.

The first one regards the poor cooperation with National Forest Administration. This situation doesn’t support the development of business and generally of Bucovina region.
The second problem is related to the management of cabana. The predictable future development of the cabana will not be possible without some employees.
Secondary problems:

· winter heating: cabana is rented two week end a month and there’s no possibility to maintain always constant the temperature if heating plant works only twice a month
· lack of signalization of touristic trails into the forest

· no specific marketing strategies

5. Present economic crisis
Cabana doesn’t have a history before the economic crisis, so it’s not possible to judge the impact on the activities and economic situation. However the owner aims to a slow and secure development without taking too much risk, e.g. loans.
6. Innovation plan
Kaiser Allee cabana it’s a new enterprise founded only two years ago and it still has a potential for innovation.

The business is not yet on profit side and we have tried to come up with some new ideas of innovation for attracting more tourists. The topic of our case study is linked to environmental and recreational business services in line with the owner’s idea.

In the table below we have enumerated the most feasible ideas in order to improve the future activities of the enterprise.

The content of the first row is as follows:

· ideas: products of our brainstorming and discussions

· internal investment: feasibility to put in practice ideas with own investments

· external investments: opportunity to receive funds from European Union or national programs

· local-based networks: possibility of new cooperation

· new business: possibility to develop secondary innovative activities

We consider short-term period up to three years because after this term the stakeholder will become entirely owner of Kaiser Allee
	ideas
	internal investments
	external investments
	local-based networks
	new business

	short-term (up to 3years)

	restaurant with traditional food
	yes
	yes
	-
	-

	photo hunting
	yes
	-
	yes
	yes

	museum
	yes
	-
	-
	-

	forest activities
	yes
	-
	yes
	-

	internship with forestry students
	yes
	-
	yes
	yes

	piligrimage around monasteries
	yes
	-
	yes
	partly

	extention of the cabana
	-
	yes
	-
	-

	fishing
	yes
	-
	-
	-

	playground for childern
	yes
	yes
	-
	yes

	sauna
	yes
	yes
	-
	yes

	garden design
	yes
	-
	-
	-

	long-term (>3 years)

	events
	yes
	-
	yes
	-

	summer camp for children
	yes
	-
	yes
	yes

	paint ball
	yes
	-
	yes
	yes

	good music into the forest
	yes
	-
	yes
	yes


Table 2 brainstorming activities about innovation plan
6.1. Description of main ideas for the short-term innovations:

· restaurant with traditional food:

Idea of a restaurant is in the future business plan of the enterprise which will also change the status of cabana in a guest house. This will be a good opportunity to propose traditional types of food.

· Photo hunting:

Collection of pictures taken by visitors and make a photo gallery inside the cabana

· Museum:

Collection of ancient tools used in past time for agriculture and other domestic activities and create a traditional corner
· Internships with forestry students:

We suggest cooperation with the University Stefan cel Mare  to improve students practical experience, e.g. organizing internships for designing touristic trails
· Piligrimage around monasteries:

Proposing trails connection with the nearest monasteries (Sucevita, Bogdana; Putna) starting from the cabana.
· Extention of the cabana:

It’s necessary to increase accommodation capacity to improve the business  

· Fishing:

Utilization of the artificial lake into the garden to give visitors the possibility to practice another recreational activity
· Garden design:

Plant composition with local decorative species, divide playground from the lake in order to protect children (hedges), green roof (water collection), small architecture objects, water plant species, plant more fruit trees to complete the existing orchard
· Sauna:
Use local wood to produce steam. Build it outside in a wooden building
6.2. Description of the main ideas for the long-term innovations:

· Events:

There’s intention to organize mountain bike competitions and other events during Christmas and Easter holiday (horse-drawn sledge, eggs competition such as the most beautiful painted egg or the biggest one painted).
· Summer camp for children:

Cooperation with “Cai de legenda”, give some environmental education (about wild flora and fauna) during small excursions into the forest 
· Good music into the forest (songs and dances):

Combine classical music or traditional one to create a special atmosphere

7. Conclusions:

After brainstorming, SWOT analyses and discussions with the stakeholder, we’ve considered that a better cooperation with the National Forest Administration is needed in order to achieve a better framework for the development of further activities.
Regarding the management of the cabana a clear employment strategy is needed in correlation with future extension.
8. Applicability to group member’s home country:
	ideas
	Austria
	Bulgaria
	Italy
	Romania
	Slovakia

	restaurant with traditional food
	yes
	yes
	yes
	yes
	yes

	photo hunting
	yes
	yes
	yes
	yes
	yes

	museum
	yes
	yes
	no
	no
	yes

	forest activities
	yes
	yes
	yes
	yes
	yes

	internship with forestry students
	yes
	yes
	yes
	no
	yes

	piligrimage around monasterys
	no
	yes
	no
	yes
	no

	fishing
	yes
	yes
	no
	yes
	yes

	playground for childern
	yes
	yes
	yes
	no
	yes

	events
	yes
	yes
	yes
	yes
	yes

	sauna
	yes
	yes
	yes
	yes
	yes

	MTB competitions
	yes
	yes
	yes
	yes
	yes

	summer camp for children
	yes
	yes
	yes
	yes
	yes

	paint ball
	yes
	yes
	yes
	yes
	yes

	classic music concerts into the forest
	yes
	yes
	yes
	no
	yes


Table 3applicability of ideas into country's partecipants
8.1. Austria 
Austria is mostly known for its mountains and winter tourism activities. From this point of view there are some similarities with Bucovina area. I cannot be sure what was applied in Austria from the innovation list above, but I can say that one idea is this kind of music in the forest for special events. The rest of innovations is easy to image that they found applicability in Austria. I also identified something that cannot be applied which refers to pilgrimage around monasteries. 
8.2. Bulgaria

Bulgaria is trying to develop the sector of tourism taking into account of tourism types, such as ecotourism, agricultural tourism, rural tourism and adventure tourism, and for that the stakeholders of the small enterprises are pointed at this aim. We were discussing a lot of really good ideas and innovations, but I think the most important innovation is the partnership with children gardens, schools, universities, because the young people have to know and protect the environment, the nature.
8.3. Italy
Italy is a small country but from the point of view of the landscape and opportunities has a great potential. It has a great heterogeneity of environments, a lot of culture and traditions from the Northern part to the Southern and for that it’s possible apply most of the ideas to my country, e.g. a restaurant with traditional products; organize events or competitions and so on.
8.4. Romania

· Restaurant

It works very good for Romania because everybody from Romania wants good services. And a lot of pensions from Romania have no restaurants. Also the Gouverment of Romania want to develop this kind of services. The Government thinks in this way will attract more foreigners. In this way Romania will have a good touristical system in food services. It’s a national problem which must be developed.

· Photo-hunting

In the last years a lot  of Romanians start being addicted to photography art. So it will work if organized meetings, conquests and expositions will be taken. And also Romania have a rich fauna and some beautiful places to take pictures. It can also attract foreign tourists because of virgin forests and mysteriously places.

· Sauna

Sauna it’s a very good innovation in Romania, because Romanians people are openly to those kind of services (a big majority of Romanians search for water services and relaxation ) . Some of our neighbors countries like Ukraine and Moldavia (which culturally is very appropriate to Romania) use those services very well and it’s very popular there. I think this innovation will have a huge impact in Romania, mostly in the mountains areas.
· Village Museums or medieval tools museums

Museums are not very applicable in Romania because if every pension, guest house or cabana will open one of the museums which are mentioned up, people will find this everywhere and they will be sick about it. It can work only if they are not to much.
8.5. Slovakia

Globally in Slovakia we have more developed services. However, we should apply a lot of new ideas from the case because of similar conditions of weather and natural resources.

Well, best ideas are photo hunting, possibility to eat traditional food & practise traditional activities, outdoor  sauna...
Photo hunting:  for visitors should be very interesting to stay or sleep in wooden watch towers and observe wild animals. When they take a pictures of deers, boars and other wild animals, they can be  printed  to have memorable experience. Traditional food & activities: according statistics 80% of all visitors want to taste traditional food. So it should be also offered more in the Slovak restaurants and hotels.

Outdoor Saunas: during freezing winter time is very relaxing to take warm sauna. Eventually, it´s so healthy and not to hard to build it.
9. Sources of information:
· Stakeholder website (Online 17 May 2011: http://www.kaiserallee.ro/index.html)

· interview with the stakeholder ((18 May 2011)

· map of Bucovina region from web ( Online 19 May 2011: http://ipotesti-suceava.pagesperso-orange.fr/images/Harta_regiunii_Suceava.jpg) 

· fieldtrip  to the stakeholder on Friday 20th of May
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