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Introduction

The authors of the manual present a set of training materials for self-study and for the
preparation of business models, business plans and promotion plans in sustainable tourism
based on the Baltic Heritage Routes Project. These materials have been structured in such a
way that the first three chapters cover theoretical issues related to the preparation of business
models / business plans, first in a general way, then directly for sustainable tourism, and
contain a pattern for business plan / business model with a promotion plan that can be used in
sustainable tourism. The next 7 chapters cover case studies, with the first five case studies
covering the Baltic areas and two more areas outside the Baltic Sea. The presented material
was prepared by the efforts of the authors from the University of Gdansk and the Institute for
Private Enterprise and Democracy in Warsaw. The authors believe that the developed
materials will be useful in broadening the skills related to the design of models and business

plans in sustainable tourism.
Authors
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1. Designing business models — theory and practice

1.1Theoretical basis

The term “business model” has seen increasing popularity in Poland over the past ten-
odd years (K. Kardas, 2016). One might even go as far as to conclude that we are seeing a
kind of business model fashion among managers and management theorists. One might even
go as far as to conclude that we are seeing a kind of business model fashion among managers
and management theorists. Currently, business models are a “hot topic” in management
studies (Kesting& Gunzel-Jensen, 2015), drawing considerable attention due to its
“importance in the elementary logic of any company” (Rauter, Jonker & Baumgartner, 2015:
1).

According to some studies, it is the business model, rather than a new product or
service, which provides the key competitive advantages for a company (EIU, 2005). In one of
their reports, IBM states that innovations in business models lead to financial and business
benefits by reducing costs and improving flexibility towards the changing market needs, and
also provide a way to avoid or mitigate threat from competitors (IBM, 2006).

Technologies, products and processes have proven insufficient to gain competitive
advantage. Innovativeness in business models can serve two business purposes. Firstly, as a
tool of innovation, it allows managers to market innovative products and technologies.
Secondly, as a source of innovation in its own right, it is capable of changing the “old ways”
and going beyond the traditional aspects of innovation, embodied by products, processes and
organizations. Innovative business models include changing the configuration of the elements
of the model by introducing innovations to: (1) contents (adding new actions); (2) structures
(associations and sequencing of actions), or (3) order (control over / accountability for
actions) of the actions system between the company and its environment. The innovativeness
of business models can change the way the organization connects with external stakeholders
or engages in economic exchange with them in order to create value for all partners. Thus, it
may facilitate the coordination of technological and organizational innovations which
encompass a broader group of stakeholders within the value network.

A number of researches have pointed out that business models are not statistical but
undergo changes (Teece, 2010) or innovations (Afuah, 2014) over time. An organization may
evolve, update or change its business model(s) in order to better reflect the current
requirements (Rautner, Jonker & Baumgartner, 2015). New business models emerge, while
other collapse or stagnate. Some models persist and some expire. In those evolutionary
processes, the relative focus on creating value might shift, reflecting the market conditions
which are experienced and expected at the given point in time (Afuah, 2014; Rautner et al.,
2015). Some business organizations adopt a single business model, but this is not a universal
approach. In complex organizations, various business models may be applied in specific
divisions and/or product lines, depending on the organizational structures and/or contexts at
various points in time (Benson-Rea, Brodie &Sima, 2013). Methodologically, this requires
more flexible and long-term perspective, rather than single cross-case analysis (Svejenova,
Planellas& Vives, 2010; Afuah, 2014).
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1.2 Approaches to designing business models

The concept of business models has emerged from the business strategy (K.
Andrews, The Concept of Corporate Strategy, 1971, 1980)*. Robert N. Anthony, the author
of Planning and Control Systems (1965)?, claimed that his colleague from Harvard Business
School, Kenneth Andrews, stated in an unpublished paper that corporate strategy was the
“pattern of decisions in a company that determines and reveals its objectives, purposes or
goals, produces the principal policies and plans for achieving those goals, and defines the
range of business the company is to pursue, the kind of economic and human organization it
is or intends to be (F. Nickols, 2011, 2016)3. It was definition of first business strategy which
departed from long-term approach to business and instead focused on the business as it was
or intended to be (pattern, project). According to Andrews, business strategy is the pattern of
business activities. In 1971 and 1980, Andrews provided a more complex definition, but it
did not significantly alter his original thought. In the 1990s, with the rapid growth of e-
business and online business, practitioners started using the term “business models” which
basically defined “what the business organization was” with respect to the innovative
business types. The authors of this notion were interested primarily in how business
organizations were making money.

In 2002, the considerations on the list of components defining the business model
prompted the development of the concept of the business model as the pattern of what the
organization is or intends to be. This led to the debate on how business models were to be
understood. In 2002, H. Chesbrough and R.S. Rosenbloom (The Role of the Business Model
in Capturing Value from Innovation...)* summed up the debate which followed Andrews’
definition and proposed 6 functions of business models of innovative business organizations.
Those functions included:

- formulating the value proposition, i.e., the value created for the users by the offering based
on the available technology;

- identifying the market segment, i.e., the users for whom the technology is useful, and the
purpose they might use it for;

- defining the value chain structure in the organization, which is necessary to create and
distribute the offering;

- estimating the cost structure and potential profits of the offering (...);

- specifying the organization’s position in the value network connecting the suppliers and the
customers;

1 Andrews, K. (1971) The Concept of Corporate Strategy. Irwin, Homewood.

2Anthony, R. (1965) Planning and Control Systems:A Framework for Analysis. Division of Research, Graduate
School of Business Administration, Harvard University, Boston.

3 Nickols F.,(2016) Strategy Definitions & Meanings, Distance Consulting,
https://www.nickols.us/strategy_definitions.pdf

# Chesbrough H, Rosenbloom R.S., (2002) “The Role of the Business Model in Capturing Value from
Innovation: Evidence from Xerox Corporation’s Technology Spinoff Companies”, June 2002, “Industrial and
Corporate Change” 11(3)
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- formulating a competitive strategy which will allow the innovative organization to gain and
maintain the advantage over its rivals.

Despite the fact that the proposition included only six elements of the business

model, it was not widely accepted. It was not until 2010 that two authors, Alexander
Osterwalder and Yves Pigneur proposed in their book Business Model Generation: A
Handbook for Visionaires, Game Changers, and Challengers (2010)° a new tool for
designing new business models. The tool was the business model canvas. The business model
canvas is a template on an A4 (or larger) sheet of paper divided into 9 blocks for various
building elements of the business. 1. Value propositions, 2. Customer relationships, 3.
Customer segments, 4. Channels, 5. Key activities, 6. Key resources, 7. Key partners, 8.
Revenue streams, 9. Cost structure. The model building blocks are described below.
The approach proposed by Osterwalder and Pigneur was revolutionary because in their book,
they provided a number of guidelines on how to organize the model development process and
use various visualization techniques to make the model drafting mode efficient. The book
was a massive success globally and became the most influential work on designing business
models in history.

Despite the fact that Osterwalder’s pattern is a very user-friendly design tool,

simple business models do not require as many as 9 business building blocks. Provided below
is the outline of the minimum scope of description of a business model.
Business model — a summarized description of how the organization conducts its business
and generates revenue, showing the minimum earning potential and critical success factors.
The description of the business model includes: 1) the method of conducting business, 2) the
revenue model, 3) the minimum earning potential, 4) critical success factors. Small tourist
companies can use a simplified business model scope, as it is quicker to use and its effects
are sufficient for a small company.

1.3 Key elements of business models in tourism

Listed below are the main components of Osterwalder’s business model canvas
fine-tuned to the character of the tourist sector, in particular sustainable tourism.

1. Value proposition — tourist offering with prices, terms & conditions, and travel plants;
emotional value added, key message of the tourist product, inspiration of imagination,
promise of unique experience,

2. Customer relationship — relationships with customers on the stages of communicating the
offering, the sales process, during the trip or excursion, and after the completion of the
service; the relationships are remote for most of the time, which is problematic for building
trust; during the trip, the relationships are more personal: with the tour leader, the guide or
the tour operator.

5> Osterwalder A., Pigneur Y.(2010), Model Generation: A Handbook for Visionaires, Game Changers, and
Challengers, John Wiley
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3. Customer segments — groups of tourists who might find our offering attractive given their
specific needs and expectations, and who are different from other segments; customer
segments should be divided according to products, markets, revenues, loyalty, demographic
criteria, etc. Sustainable tourism usually includes groups such as youth, families, groups of
friends, nature lovers, sports enthusiasts, people focused on healthy living, culture lovers, etc.
4. Channels — communication, sales and supply channels using technical means and human
resources, as well as all types of media and intermediaries employed for such activities; in
sustainable tourism, narrow distribution channels are usually used, tailored to the specific
nature of the sector; the absence of widespread distribution makes it difficult to reach
potential tourists; social media can be helpful in this, in particular theme groups.

5. Key activities — key business processes, including 3-6 crucial areas; in sustainable
tourism, these usually include the processes of designing services, communication,
marketing, sales, organization of services, and providing after sales services to maintain
contact with the customer.

6. Key resources — financial and material assets, professional competences, business
competences, intellectual property, licenses and permits for conducting business in restricted
areas, localization, business alliances, tourist product partnerships, privileged access to
resources; many resources in sustainable tourism are the so-called invisible assets related to
the access to local attractions, permits and unique competences.

7. Key partners — agents, partner companies, vendors, contractors, local authorities, public
administration, operators of museums, historic sites, parts, protected areas, etc.

8. Revenue streams — main types of revenue, classification according to volume,
importance, cash flows and profitability,

9. Cost structure — main cost elements, highlighting potential savings or availability of more
cost effective or better vendors. In sustainable tourism, external costs are cut, while prime
costs are protected. This means that the cost related to conducting supporting business are
protected, and the cost of outsourced services are reduced.

The business model canvas is illustrated on the figure below.
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Business Model Canvas

Key Partners

Who are our Key Partners?
Who are our key suppliers?
Which Key Resources are
we acquiring from
partners?
WhichKeyActivities do
partnersperform?

KeyActivities

What Key Activities do our
Value Propositions require?
Our Distribution Channels?
Customer Relationships?
Revenuestreams?

CATEGORIES:
Production, Problem
Solving, Platform/Network

Value Propositions

What value do we deliver
to the customer? Which
one of our customer’s
problems are we helping to
solve? What bundles of
products and services are
we offering to each
Customer Segment? Which
customer needs are we
satisfying?

CHARACTERISTICS:
Newness, Performance,
Customization, “Getting
the Job Done”, Design,
Brand/Status, Price, Cost
Reduction, Risk Reduction,
Accessibility,
Convenience/Usability

CustomerRelationships
What type of relationship
does each of our Customer
Segments expect us to
establish and maintain with
them? Which ones have we
established? How are they
integrated with the rest of
our business model? How
costlyarethey?

CustomerSegments

For whom are we creating
value? Who are our most
important customers? Is our
customer base a Mass
Market, Niche Market,
Segmented, Diversified,
Multi-sided Platform



KeyResources

What Key Resources do
our Value Propositions
require? Our Distribution
Channels? Customer
Relationships Revenue
Streams?

TYPES OF RESOURCES:

Physical, Intellectual

(brand patents, copyrights,

data), Human, Financial
CostStructure

What are the most important costs inherent in our business model?
Which Key Resources are most expensive? Which Key Activities are

most expensive?

SAMPLE CHARACTERISTICS: Fixed Costs (salaries, rents, utilities),

Variable costs, Economies of scale, Economies of scope

10

Channels

Through which Channels
do our Customer Segments
want to be reached? How
are we reaching them now?
How are our Channels
integrated? Which ones
work best? Which ones are
most cost-efficient? How
are we integratingthem
with customerroutines?

RevenueStreams

For what value are our customers really willing to pay? For what do they
currently pay? How are they currently paying? How would they prefer to
pay? How much does each Revenue Stream contribute to overall
revenues?

TYPES: Asset sale, Usage fee, Subscription Fees,
Lending/Renting/Leasing, Licensing, Brokerage fees, Advertising
FIXED PRICING: List Price, Product feature dependent, Customer
segment dependent, Volume dependent

DYNAMIC PRICING: Negotiation (bargaining), Yield Management,
Real-time-Market
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Summing up the consideration of the notion of the business model and moving on to practical
application thereof, it may be concluded that currently, the most popular approach to business
models is the Business Model Canvas, authored by Osterwald and Pigneur. On the basis of
real-life experiences of business organizations worldwide, they proposed a template including
the key factors characterizing the operations of a business organization.

1.4 Practical aspects of designing business models

Business model is a crucial component for tourist businesses, regardless of their scale
and scope of operations. Business model is a description of the business organization which
answers the questions: how is value created, how is it delivered to the customer, and how
does the created value generate profits? One might even go as far as to say that every
business organization has a business model, regardless whether it has been articulated or not.
Informed use of the business model may help create competitive advantage, win new
customers and grow the organization.

As previously mentioned, researchers are analysing the complex nature of the concept
of the business model in order to determine how business models evolve and are improved,
and how do they form the foundation for identifying, gaining and measuring value. Even
though the majority of empirical studies on which those analyses are based relate to large
companies from various market segments, the fundamentals and the conceptual framework
which form the research background are equally applicable to the operations of small and
medium tourist enterprises.

The business model is the paradigm combining multiple approaches and trends in
management and finance studies. The process of designing a business organization is now
preceded by the process of designing the business model for that organization.

It should be noted that designing the business model is by no means an easy task. The
building blocks specified in Osterwalder’s model are related to and impact each other,
describing both the key processes and their mutual relations. A suggested sequence of the
design work on the basis of Osterwalder’s canvas model is provided below. In the case of a
first business model, the process should start with the “value proposition” and end with the
“cost structure”. This will make easier to define subsequent elements.

The value proposition may be based, among others, on newness, performance,
customization, design, brand price risk and/or cost reduction, and accessibility.

Properties of an excellent value proposition:

» Fits the good business model

* Focuses on issues important for the customers

* Solves the customers’ problems

* Targets a small number of problems, but delivers excellent solutions

» May refer not only to technical and functional aspects, but also to emotions
* Distinguishes itself from the competition in at least one important aspect
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The opportunities for creating value for the customer, the business organization and
the general society on tourist models are illustrated on the figure below:

the use of natural therapeutic agents
\ | -spending holidays in areas with
therapeutic climate

Value proposition

for th 1 .
or the customer beauty, better looks, loss of weight,

improved physical condition and sports
achievements)
- educational, cultural and religious

- increasing profit and the
number of customers paying in
full

- entering into insurance /
agreements

- increasing the number of

Value

- protection / improvement of health with

- achieving therapeutic effect (relaxation,

experiences from various types of tourism

proposition for

beds / facilities

- increasing the business
organization’s assets

- increasing the customer
satisfaction with the
experience

- improving the employees’
morale by implementing the
“Local Environment-Friendly
Company Programme”

the businesses

e municipality (by creating new jobs)
: - reduction of water consumption by the
| guests (by promoting environmentally
\| friendly behavior)

> |

Value proposition

for the community renewable energy sources)

- popularization of sustainable tourism
practices (by encouraging businesses to
follow environmentally friendly rules)

- reduction of the unemployment rate in the

- reduction of low emissions (by installing

Source: R. Butler, A. Szromek, 2019

In practical terms, it should be pointed out that the first business model is only an
assumption of how our business will look like. Each of the 9 building blocks is a hypothesis
which should be verified as soon as possible. In the searching phase, interaction and
interfacing with as many customers as possible is key in order to see how much our
assumptions are grounded in reality.

DESIGN SMALL EXPERIMENTS AND LEARN

Even the smallest iteration or test will provide you with plenty of useful information — it is
the expertise you would never gain if you had started building the organization right away.
Reality is not what you think it is.

Those activities are driven by a single purpose: to develop a profitable, repeatable and
scalable business model, which you will be able to optimize further. To achieve that, the
business model must be systematically and regularly updated with facts received from the
customers or potential customers. There is also another approach which says that the starting
point for any further steps is the customer.

'a
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Suggestion
Observe your customers and try to understand them to learn something new about their
needs. Remember, you can only get the right answers by asking the right questions.

On many markets (tourism included), we can encounter various customer segments. One of
the most frequent market types is the mass market, with no distinct customer groups. The
offering, channels and relationships are identical for all customers who all have similar needs.
Another type is the niche market, addressing a specific, small group of customers, with the
offering, channels and relationships tailored to those customers’ needs. Other types include
segmented markets, where customer groups differ slightly from one another in terms of needs
and problems, and diversified markets, with two or more unrelated customer groups with
significantly differing needs and requirements.

A useful tool in working on the business model is design thinking, which is an
approach to developing solutions integrating: « human needs * business requirements ¢
technological capability. This approach is a component of a process which includes the
following stages (activities):

- empathy,

- definition,

- ideation,

- prototyping,
- testing,

1.5 Selected business model mechanics

The business model of an organization is not set in stone. Changes of the environment (both
endo- and exogenous) impact the operation of any enterprise. The COVID-19 pandemic is an
example of a force affecting multiple business organization. The business model may be
changed e.g., due to:

- the change of the dominant logic in the given sector,
- introduction of a new technology,
- the change of the customers’ preferences.

Analysing the approach to developing new business models, the most frequently used
methods should be highlighted which are sometimes referred to as business model
mechanics. Those are repeatable patterns observed in the business environment which
managers may adopt in their organizations. Some business model mechanics are shown on
the figure below.
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Ads

The customer receives the
content free-of-charge, the
advertiser pays for access to the
customers

Secondary market
Sales of waste, byproducts, etc.
to interested parties

Security
Make sure your customer feels
safe

Sets
Individual products can also be
purchases in a “package”

(Complementary service
[Additional services to enhance
the basic offer

Platform

Connecting suppliers with
receivers; more transactions
mean higher profit

Communities
[Access to support and help from
the users community

Freemium
Basic offer is free of charge,
additional functions are paid

Customization

Make it possible to adjust the
product to the customer’s
individual requirements

Direct

Resign from intermediate sales
channels and contact your
customers directly

Basic product + extras

Basic product with minimum
profit (or loss) to win a
customer; profit generated by
RUEY

Customer interaction

|Add a surprising or interesting
function to increase the
interaction level

Popups

Create an interesting but
temporary environment to
showcase/sell your product

Resource standardization
Reduce the operating costs and
improve modularity by

Value adjustment

Define the values of your brand
and express them consistently in
all actions of your organization

On request

Supply goods to destinations
and at times chosen by the
customer

standardizing your resources

Source: Business models for SMEs,
https://www.parp.gov.pl/attachments/article/55959/Modele%20biznesowe.pdf

Osterwalder and Pigneur proposed five general business model patterns:
- unbundling - dividing business activities into separate but complementary models
related to infrastructure management, product innovations and customer relationships
(e.g., mobile network operators),
- long tail - new or additional value proposition targeting both popular and niche
product consumers which together generate significant profits (e.g., by reaching the
consumers via an online trading platform), but would be unprofitable as separate
offerings,
- multi-sided platforms — a value proposition for the customers which “provides
access”,
- FREE model — paying customers subsidize free users, - open-source business
models — acquiring the results of research & development from external sources.

One of the factors frequently cited as having a major impact on business operations over the
past ten-odd years is the increasing access to the Internet. M. Rappa (2000) and A. Afuah&
C.L. Tucci (2003) listed 9 main business model categories of organizations operating online:
- brokerage model, in which business organizations create virtual markets on which sales
transactions are done (brokers usually collect fees for completed transactions);

- advertising model, in which business organizations, by making their websites more
attractive and interesting, increase the revenue from ads placed there;

- infomediary model, in which business organizations gather, process and provide for a fee
the information on customers and offerings of various manufacturers;

- merchant model, in which the business organization sells its products or services online
(either exclusively or combining online with traditional sales channels);

- manufacturing model, in which the business organization contacts the customers directly
using the Internet (bypassing the brokers);
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- affiliate model, in which the business organization acquires affiliated partners who publish
links to the organization’s website on their own websites, making it possible for the business
organization to reach more customers (affiliated partners usually receive a commission on the
completed transactions resulting from redirections to the organization’s website);

- community model, which is based on the loyalty of users, who create online content without
remuneration (in this model, revenue is generated from additional sales of products or ads);

- subscription model, in which the users are provided with time-limited access (daily,
monthly, annual) to online services in exchange for the subscription fee;

- utility model, in which the fees depend on the actual level of use of online services.

Summing up, business models can be considered one of the key issues in management theory
and practice at the moment. For enterprises from virtually all industries, the business model
can be a crucial factor determining whether the business organization is established and able
to grow. An important aspect of the business models is the fact that models working well in
certain industries can be adapted — successfully or not — for completely different fields. A
broader discussion of the potential application of business models in tourism is provided in
chapter 2.

1.6. Business model design steps /or/ Designing business model elements

In this exercise, we will be using the 9 building blocks of the business model canvas
proposed by Osterwalder.

1.6.1. Value proposition — what is it?

The vast majority of researchers suggest starting the business model design with formulating
the value proposition. Aside from the impressive name, the concept of value proposition is
not exactly clear for an average businessperson or someone who is supposed to use it to
design their first business venture. Based on practical experience in designing business
models, it can be concluded that:

Value proposition is the set of elements related to the product or service which encourage the
customer to make a purchase. The value proposition includes:

- Offer — encompassing:

1) a summary of the performance characteristics (features) of the product or service which
allow the potential customer to understand what needs the given product or service may
satisfy, i.e., the utility value of the product or service; and

2) determination of other features and characteristics which increase the value of the product
in the customer’s eyes, related to elements such as the brand, trust in the manufacturer, the
product’s country of origin, the fact that the product is manufactured with natural materials,
using energy-saving process and so on, i.e., the emotional value of the product or service.

- Message — the overall value message targeted not only to the given customer, but to
customers in general, which explains why they should purchase the products or services
offered by the business organization in question, e.g., the manufacturer is a domestic
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company, protects the environment, recruits employees from the local community, cares
about the durability of its products, is trustworthy and socially responsible, etc.

While the emotional value refers directly to the product or service and influences its price,
the message serves as a kind of buffer, explaining to the customers why the product or
service is worth the higher price.

The value proposition involves an explanation why it is a good idea to pay for more than just
the utility values of the product or service, whereby the emotional value translates directly
into price increase, while the message mitigates the price burden by making it clear that by
purchasing the product or service, the customers are benefitting not only themselves, but their
community as well.

This approach is based on the dual nature of human beings, as we value both the personal
benefit that the product or service provides, but also the benefit for the community which
justifies the individual’s position and contribution to social development.

1.6.2. Customer segments — for whom? How to design them?

This building block attempts to answer, to whom the given product or service is being
offered. The basic information on this block is provided above in the comments to the
business model canvas. However, in the overwhelming majority of start-ups, designing
customer segments is not necessary at all, as their product or service is tailored to a specific
segment, or are universal in nature. When the entrepreneur starts thinking, which segments
(aside from the basic one) they could service, that is when the issue of designing new
customer segments emerges. Designing segments is a whole different thing than grouping
existing customers according to similarities or shared traits. It is not adding the “long tail” to
the existing business model, either.

Customer segment design involves building separate groups of (potential) customers
who might share certain needs and consumer behaviours towards the product or service
offered by our business organization. At the same time, those needs and behaviours should
differ slightly from the needs and behaviours of the basic segment. The different needs of the
given customer segment can be addressed by customizing the product or service, but there is
still the issue of designing the customers’ behaviour. Indeed, in this case we are interested not
in standard behaviours of the customers in the new segment, but specific behaviours different
from those of the basic segment customers.

Here, it may be helpful to observe the previous consumer behaviour with respect to
products similar to ours, and to find out how the customers in the new segment would act
under certain stimuli. Perhaps the will to make the purchase is triggered by easy payment, or
the delivery method, or the packaging, or some extra functionality. The possibilities appear to
be infinite, but the best approach is to create stimuli which are already known and well-
received by the given new customer segment.

Summing up:
1) Firstly, design the basic segment, offering the customers the predefined value
proposition.
2) Build on the basic segments, adding supplementary segments according to similar
needs and behaviours of the customers in those new segments.
3) Itis paramount to learn the consumer behaviours of the new segments.
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4) The product is tailored to the needs of the new customer segments by customization.
5) The specific consumer behaviours of the customers in the new segment are
accommaodated by stimuli which slightly alter the original value proposition.

The procedure of creating new segments discussed here is not the only available course of
action; each entrepreneur can define their own sequences and procedures.

1.6.3. Designing customer relationships

The basic description of the business model includes a number of questions which the
entrepreneur answers in order to design customer relationships. It is a somewhat peculiar
form of advising. It would seem that the first rule of designing customer relationships should
rather be the principle of analogy to similar products or services. The entrepreneur should
take a look on how relationship types are defined, and how relationships are maintained by
their immediate competitors. In this case, the mystery shopping method may be helpful.
Once the entrepreneur gathers intel on how their competitors design and maintain customer
relationships, they should assess the strengths and weaknesses of those relationships and
then, informed by the results of this assessment and the errors of others, they should design
their system for maintaining customer relationships.
The relationship system can be designed in opposition to the generally accepted customs and
protocols, but this would work for customers who are pioneers or innovators, rather than
people accustomed to certain types and channels of customer relationships.
An important element in designing and maintaining customer relationships is learning the
customers’ preferences. Many business organizations maintain a multi-channel system for
maintaining customer relationships which provides the necessary flexibility and makes it
possible to address the customers’ needs. After some time, the less efficient channels and
relationship types are set aside, while the highly efficient ones are reinforced.
It should be pointed out that the “caring” customer relationship systems in particular are built
into the value proposition as the business organization’s commitment to the customer and
added value of the product.

1.6.4. Designing channels
In the business model canvas proposed by Osterwalder, the notion of channels is quite
broad, including the channels of communication, sales and delivery, with the use of technical
means and human resources, as well as all media and brokers employed in those channels.
Channels should be designed using the following procedure:
1) First, see how the competitors have organized their channels and how they are using
them.
2) Assess the speed and efficiency of the competitors’ channels.
3) Determine the strengths and weaknesses of the competitors’ channels.
4) Determine the potential expectations of the customers in terms of the channels
defined for specific customer segments.
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5) Tailor the channels to the expectations of customer segments by employing various
media and means (also by adopting the competitors’ solutions), and propose solutions
which will improve the efficiency of the channels.

6) If necessary, develop specific, innovative channels and test them on a small, pilot
group of customers, gather the feedback and make adjustments accordingly, and
decide whether to use traditional or innovative channels.

7) Formulate the message to the customers highlighting our channels’ advantages over
the competitors.

The channels are crucial due to the importance of time as the key factor in purchase
decisions. Hence the focus on the speed and efficiency of the channels.

1.6.5. Designing key activities

Virtually all operations management handbook includes the description of the
methods of process design in the business organization. However, the business model not
about formulating comprehensive description of all processes in the organization, but rather
highlighting the two, three or five business processes with key impact on generating value
and revenue. Once those processes are defined, it is a good idea to think about the areas the
organization should focus on in order to generate revenue, and which processes can be
omitted because of their limited impact on revenue.

Such analysis (of the importance of processes in terms of revenue generation) will
paint a clearer picture of what the business model should strive towards, and what can be
dismissed. It may turn out, for example, that a separate marketing department in the
organization is needless given the fact that the vast majority of useful marketing data can be
gathered by the sales department.

1.6.6. Designing key resources

One of the key dilemmas of production management is whether to manufacture a
product by ourselves or outsource it? This dilemma also impacts the decision making in the
business model related to designing key resources. Entrepreneurs who want to focus more on
manufacturing have to consider committing higher capital resources. Outsourcing, on the
other hand, makes it possible to minimize using the organization’s capital resources, but
creates more challenges in terms of employing human resources. Aside from making the
decision and introducing a clear separation into material (or capital) resources and human
resources, it is also worth taking account of the business competencies. The competencies in
running the given type of business and management competencies are important factors
determining the success of the business venture.

1.6.7. Designing key partners

The success of many business models depends on efficient cooperation with suppliers,
partners, employees and other stakeholders engaged in the business venture. Before
commencing designing key partners, you should make a list of requirements you expect your
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partners to meet. When planning a new business, a number of methods of creating partner
circles are available:
1) The perfect partners method
In this method, we set the bar high for potential partners and attempt to acquire the best
available. This method usually results in acquiring satisfactory partners who are interested in
working with us.
2) The personal circles method
This method is based on using friendships, personal contacts and networking in order to reach
the right partners for the planned business venture. This method usually yields very good
results, provided that we have a broad network of personal and professional contacts.
3) The first available partner method
In this method, we choose the first partners who agree to work with us. This method can
produce good results, if the requirements of the given business venture are met. However, the
outcomes of this method are usually poor and it is often used as a last resort.
4) Mixed methods
This approach is based on combining different concepts and selecting partners who are at
least satisfactory for the given business model.

When selecting business partners, we should carefully design our activities related to
building cooperation, rather than leave everything to chance.

1.6.8. Designing revenue

Although it might seem counterintuitive, the business model should not make precise
projections of revenue and expenditures. Designing revenue should only provide a general
outlook of the returns on the business in the scale for which it is planned. Paradoxically, the
scale of operations should be defined at the very beginning of designing the business model.
In the offering design, the scale or operations should be provided in approximate terms. The
scale of operations should be reflected in the way the activities and resources are designed.
Some entrepreneurs try to define the conditions in which the revenue projection will be high,
moderate or low. However, this is unnecessary, especially given the fact that the revenue
projection provides only a general idea. Revenue can be designed using typical revenue
forms; however, we should at least define the number of product units and its price, which
not an easy task, particularly on early stages.

1.6.9. Designing cost structure

The purpose of designing the cost structure is to provide a general idea of the weight
of specific types of costs in the new business model. It would be very difficult to provide any
accurate figures, especially given the fact that the estimation is approximate. The second
function of designing the cost structure is to provide a preliminary assessment of the potential
profitability of the business venture.

Cost structure analysis can also be used to modify the operations strategy: for
instance, switching from outsourcing to own production, or the other way round. Designing
the cost structure only provides early warning signals against errors, and not an accurate
calculation.
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2. Designing business models in sustainable tourism

2.1.Introduction: Issues with formulating business models in sustainable
tourism

Formulating business models for tourism, in particular sustainable tourism, is still in
its infancy. While the digital and electronic economy have seen a rapid development of
business models since the 1990s, in tourism, and in sustainable tourism in particular, it is
difficult to find any source which could be considered a comprehensive repository of
knowledge or concepts on how business can generate revenue. Fen Wei in Compendium of
Best Practices in Sustainable Tourism®, prepared for the United Nations Department of
Economic and Social Affairs, discusses the case studies of eighteen NGOs, public
organizations and enterprises working to protect flora, fauna and cultural heritage. Even
though a number of valuable support initiatives have been described, not much has been
written on how those initiatives generate income for the local communities.

Many studies focus on the business models of tourist destinations, i.e., on the concept
of generating revenue from the common identity related to the geographical location of
groups of enterprises, rather than on the logic of the operation of and generating revenue by
individual sustainable tourist enterprises. Croatian authors B. KrceMio¢i¢, M. Razovi¢ and T.
Klarin analysed the management of a tourist destination based on cooperation with the
stakeholders and concluded that bringing together and coordinating stakeholders who have
various interests within the tourist destination is crucial for creating a high-quality tourist
product and recognizable image of the tourist destination.”However, it is difficult to imagine
a cohesive business model for different types of enterprises operating within a single tourist
destination. While developing business models for mass tourism enterprises seems relatively
simple and produces solutions similar to large service businesses, there is a number of
considerable obstacles to overcome to develop business models in sustainable tourism.

The key problems of sustainable tourism as business arise from the following
causes:
1) Small scale of operations (most frequently),
2) High labour intensity with relation to sales,
3) Strong dependence on weather,
4) High volatility of demand,
5) The need to constantly introduce new offers,
6) Increasing digitization,
7) Narrow distribution channels,
8) Importance of unique competencies,
9) Inconsistency between costs and the buyers’ purchase power,

& Fen Wei, Compendium of Best Practices in Sustainable Tourism, United Nations Department of Economic and
Social Affairs, Fairfax, VA USA

"KrceMio¢&ié B, Razovié¢ M, Klarin T.(2016), “Management of sustainable tourism destination through
stakeholder cooperation”, Management, Vol. 21, 2016, 2, pp. 99-120
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10) Strong localness,
11) Vanishing of demand sources due to low internationalization,
12) Difficulty in explaining the value to the customer, especially the emotional value.

Even though sustainable tourism is not easy, certain improvements can be made to
tackle some of those issues. For instance, the scale of operations can be expanded to medium
by recruiting employees. Labour intensity can be reduced by making the services more
repeatable. Weather instability can be addressed by offering alternative services, while the
instability of demand can be mitigated by expanding the offering. The issue of narrow
distribution channels can be solved by increased presence at various meetings, conferences,
trade fairs, etc. Internationalization can be increased by introducing different language
versions of the company website, etc. Although sustainable tourism is not the industry that is
mass tourism, the dominating “craft” model can certainly be upgraded to a medium level
(serial offering), but the benefits of scale are reserved for mass tourism and completely out of
reach for the sustainable model. Due to its character, sustainable tourism should therefore
operate on higher markups or projected rates of return.

The solutions listed above show that even though sustainable tourism is a highly
specific type of business, its performance can be nevertheless improved. However, this
requires ingenuity, contacts, persistence and regularity, and the ability to recruit talent. It also
requires a more in-depth consideration of various elements of the business model, so that it
provides higher social or economic profitability than mass tourism.

Certain segments of sustainable tourism, such as religious tourism, will never reach
high economic efficiency, but those types of tourism have other, social and cultural purposes,
and efficiency in that respect is also important.

2.2. Traditional and innovative approaches to formulating business models
in sustainable tourism

Enterprises offering sustainable tourism services usually operate on the basis of
simple, traditional business models, but some have innovative models. Very often the
traditional models only allow the owners and employees to make a living, leaving no extra
resources the company could use to grow. One of the concepts for departing from the
traditional approach to business models and business strategy is the proposition formulated
by W. Chan Kim and Rene Mauborgne in their book Blue Ocean Strategy (Kim &
Mauborgne, 2005)8. The authors used the metaphors of “red ocean” and “blue ocean”. The
red ocean is a place where everyone is fighting one another. A lot of blood is being spilled
and massive efforts barely yield any benefits. The red ocean is the current reality. The blue
ocean, in turn, is nearly empty, with calm waters and plenty of business opportunities and
emerging customer needs. The key challenge is to discover those opportunities and then set
sail for the goal. The waters of the blue ocean must be created by innovative entrepreneurs.
Sometimes, the blue ocean opportunities emerge due to leaders’ errors and missteps. The

8 Kim C., Mauborgne R. (2004), Blue Ocean Strategy. How to Create Uncontested Market Space and Make the
Competition Irrelevant, Boston: Harvard Business School Press.
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smart approach to defining business is based on the wise approach to competition and
assumes that customers are seeking innovative, pioneering products and services. According
to the authors, innovation arises from the business model, rather than from products and
services themselves. Minor improvements and tweaks to products and services might be
sufficient to convince the customers. The concept proposed by Kim and Mauborgne is based
on avoiding open confrontation in highly competitive market niches and creating (defining)
new niches which can then be grown by own products and price anchoring.®

Often, innovative models in sustainable tourism are illustrated using the concept of
innovation radar.'°. The concept was proposed by Jiyao Chen (Oregon State University) for
the purposes of the OECD & Nordic Innovation project in 2011 and used in the pilot
implementation of the project. The innovation radar has four main ranges: product, consumer
needs, process and delivery chain, which are then supplemented by additional ranges,
including: platform, support, customer experience, value capture, management, channels and
ecosystem.

As indicated by Nilsson-Andersen & Andersen, “In fact, business innovation is far
broader than product or technological innovation, as demonstrated by some of the most
successful companies in a number of industries. According to the thinking behind the
Innovation Radar, innovation is defined as an initiative in any dimension(s) of the business
system to create substantial new value for customers and the firm. This innovation definition
emphasises three points: originality (an initiative to create new value), a holistic view (an
initiative in any dimension(s) of the business system),and customer outcomes (the value
generated by the initiative for customers and the firm).The Innovation Radar creates a
visually compelling profile of the firm’s current innovation strategy through our
measurement of all twelve vectors.”'! The authors also noted that in sustainable tourism, the
key vectors are the customer experience, communication and support.?

Despite the originality of this tool, it appears to be barely used in tourism at all. At the
moment of publication of this paper (2021), there were only two publications concerning the
Innovation Radar, both related to the same OECD & Nordic Council project. In the opinion
of the authors hereof, some of the observations provided in those publications are valuable,
especially those related to customer experience, but this is largely included in the value
proposition for the customer. In 2008, a work titledinnovation for Sustainable Tourism:
International Case Studies was published,®® discussing ten case studies of implementing

® The authors cite the example of New World wine competing against French wine. New wine producers entered
the medium-price gap left unattended by the French producers and significantly improved the quality of their
products over time. This created a major threat for French vintage wines.

10 Nilsson-Andersen P, Andersen J.B., “Green business model innovation in the tourism and experience
economy. Cases from Austria, Portugal, Denmark, Finland, Mexico, Norway, Sweden, Iceland, Russia and
South Korea”, Nordic Innovation Publication 2012:08 // MAY 2012, as cited in: S. Sawhney, R. C. Wolcott, I.
Arroniz - Jiyao Chen &Mohanbir Sawhney | sloanreview.mit.edu & hbr.org & Kellogg School of Management |
April 1, 2006 & 2010. The green survey and profile of the Innovation Radar were developed by Jiyao Chen
(Oregon State University) for this *OECD & Nordic Innovation project in 2011 and as a pilot implementation.
"Nilsson-Andersen P, Andersen J.B., “Green business. .., op. cit.. pp. 14-15

12 1bid., p. 15

Binnovation for Sustainable Tourism: International Case Studies, (2008)eds: Carlsen J., Liburd J., Edwards D.,
Forde P.,BEST Education Network, University of Southern Denmark.
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innovative elements to the business models of tourism businesses. The Southern Baltic region
is addressed in the study by Paulina Bohdanowicz'*. The author discusses the main drivers of
implementing innovations in the Scandic hotel chain. On the basis of the literature review and
own observations, Bohdanowicz showed that in the 1990s, the hotel chain took the effort to
reduce energy and water consumption on the one hand, and to create a brand of
environmentally friendly hotels on the other. As a result, the energy and water consumption
dropped over time, while the operating standards were maintained. The hotel chain’s efforts
were appreciated and recognized — Scandic received a number of awards for their
environment-oriented approach. The changes in the business model were noticed by hotel
guests who would visit Scandic facilities more often, thus further improving the economic
results. Even though the model based on saving energy and water has since become the
industry standard, Scandic’s pioneering efforts were certainly an important innovation at the
time.

Currently, given the very high prices of energy and resources, a saving-oriented
approach is no longer an innovation, but rather an economic necessity. The question now is
whether saving energy and water (and by extension, reducing waste water production) is
proof of a sustainable tourism business model.

Fig. 1. Innovation Radar in its original form

Product
(WHAT)
Ecosystem J— Platform

Channel Support

Customer need
(WHO)

Supply chain
(RELATIONSHIP)

Management Customer experience

Value capture 7 7 Communication

Process
(HOW)

Source: Nilsson-Andersen P, Andersen J.B., “Green business model innovation in the
tourism...”, op. Cit., p. 15

14Bohdanowicz P., Scandic Hotels, Scandinavia, Chapter 2, [in:]Innovation for Sustainable Tourism:
International Case Studies, (2008)
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Although the Innovation Radar includes the key dimensions of what the business
model in sustainable tourism is supposed to be, it nevertheless does not stress enough the
issue of generating revenue. The authors write that the operation of a tourism company is
based mainly on customer experience and communication system, but do not point out the
specific business drivers in sustainable tourism. It seems that sustainable tourism does not
only feed on the customer’s past experience, but intends to create experience via the value
proposition. Hence our opinion that the value proposition (product offer), which has largely
been neglected by other authors, is the key factor in generating revenue. It may refer to both
the existing and future needs, but should also inspire. Inspiration is a crucial success factor
for customers without prior experience who are the majority in sustainable tourism.

2.3. Business model in sustainable tourism

There are multiple definitions of the business model. Some of them were discussed
in chapter 1, therefore it is not necessary to discuss them further here. Some management
experts consider the business model to be the logic of running a business venture, others
believe it to be the fundamental business concept or idea on which the business operations are
based. The most concise definition of the business model is simply the way the organization
earns money. On this stage, we are not yet deciding which approach would be best, but it
should be pointed out that business models have multiple aspects and properties.

Key elements of the business model in sustainable tourism

1) Business idea — inspiration of imagination

Business models always reflect a concrete need or a future need (based on imagination),
which will drive the business venture. In the case of sustainable tourism, those needs could
include, for example, a tourist achievement (e.g., summiting a mountain), getting close to the
animal world, the ability to see unique vistas, learning a unique local culture, taking amazing
photos, etc. The business idea must be reflected in the offer in a way that will make it
possible to satisfy the tourists’ needs based on their imaginations, using specific
organizational solutions, such as organized expeditions, trips, safari, cruises, canoeing, sports
activities, etc. Designing the business model in sustainable tourism, the entrepreneur should
think right from the start about how they could inspire their guests’ or clients’ imagination.

2) Earning framework — practical realism

Aside from the business idea, which combines consumer needs with a concrete proposition
for satisfying them, another crucial element of the business model in sustainable tourism is
the framework for earning money. It is a purely rhetorical structure which serves as the seed
for the future business plan. A typical earning framework can be formulated as follows:
organizing four trips per month for a total of 72 tourists (in groups of 18) for 6 months, with a
30% markup; or: organizing eight 7-day canoeing trips down the river X, with
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accommodation and catering, for €1,200 per person; or: yacht charter brokerage on the coast
of X and recruiting crews in the summer season for 30 yachts with 25% markup per vessel.
The earning framework shows the perspective of the scale of the business venture (services),
with one or two factors determining the revenue generation, such as the trip price or the
markup. Those elements are easily verifiable and make it possible to quickly adjust
unrealistic plans. Establishing those elements (the scale of the business venture and the
revenue component) is usually one of the most difficult tasks in developing the business
model.

3) Success factors set — unique experiences

A proper business model should include key business success factors.In sustainable tourism,
these may include emotional elements, such as: unforgettable experience, sense of fulfilment,
real contact with nature, getting to know unique places, but also good value for money,
reliable service, timeliness, the ability to solve difficult issues, interesting alternatives in case
of bad weather, etc.

4) Synthetic nature of business information

The business model treatment should not be longer than several pages of text, including
comments. It is even possible to prepare a simple business model on just half a page.
Typically, the contents of the key elements of the business model can be included in the
business model canvas which takes 1 A4 piece of paper.

5) Relatively low labour intensity of preparations

Preparation of the description of the business model takes 5 to 7 times shorter than the
preparation of the business plan. This means that during the time necessary to prepare one
business plan, one could prepare a number of alternative business models.

6) Operational document

Although the concept of preparing business models arises from business strategy, in practical
sense, the business model is a document specifying how the business will be run in
operational terms, i.e., here and now. Because the business model may be used as a
proposition for potential investors, it can be turned into a presentation of 20-odd slides which
would take 20 to 30 minutes to discuss.

2.4. The purpose of developing business models in sustainable tourism

The business model is a useful tool with multiple applications. The main purposes of
developing business models in general business practice may include:

1) Testing a number of business ideas over a short period of time,
2) Implementing a model into business operations,
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3) Attracting new investors,
4) Working out a consensus between the business partners concerning the functioning of
the business venture,
5) In corporations, the business model is a tool for convincing the board to approve a
new undertaking,
6) Providing a tool for promoting the business organization’s goals,
7) Providing a tool to verify whether the given business venture can actually be launched
(i.e., can be operationalized),
8) Providing a tool to show the internal logic of the business and make it possible to
understand its essence (shareholders, corporate bodies, stakeholders, etc.),
9) The business model is a smart tool which allows pursuing a number of goals at the
same time.
In sustainable tourism, the purposes of developing sustainable business models may also
include:

10) Transmitting emotional values related to aesthetic experiences arising from learning
new cultures or seeing natural wonders,

11) Providing inspiration in terms of activities and achievements which can be pursued
during the trip or the expedition,

12) Spreading the word of the positive experiences of tourist who have already enjoyed
the attractions,

13) Stimulating the potential customers’ imagination by promising individual tourist
attractions,

14) Demonstrating the correlation between the business organization’s goals with
important life goals of people, including the goal of a healthy and environmentally-
friendly lifestyle.

Even though it might seem that the specific goals of the business models of
sustainable tourism, as listed in items 10 to 14, are unusually focused on emotional values,
this type of tourism is in fact based to a large extent on those values. The participants of
sustainable tourism activities represent a different style of spending their free time than mass
tourists who generally want entertainment and plenty of cheap food and drinks.

2.5.The notion of sustainable tourism and the business models

Sustainable tourism is the type of tourist activity that takes into consideration all
current and future impacts of tourism of the natural environment, society, the economy and
the welfare of the local communities which host tourists. This type of tourism addresses the
needs of the visitors (guests) in a socially and environmentally sustainable manner, i.e., by:
using energy and resources sparingly, avoiding wasting food, respecting the local
communities, as well as supporting local economy and similar actions.
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Sustainable tourism can take multiple forms, including: natural tourism, cultural
tourism, religious tourism, adventure tourism, sports tourism, recreational tourism, business
and conference tourism, and more.

Nilsson-Andersen and Andersen indicate that the World Tourism Organization
defines sustainable tourism as tourism that takes full account of its current and future
economic, social and environmental impacts, addressing the needs of visitors, the industry,
the environment and host communities. In their opinion, sustainable tourism is not simply a
product, but rather an ethos underlying all tourist activities (...). Their book analyses 28 short
case studies which show how the analysed business organizations made the transition to
sustainable economy. The authors cite the examples of companies which installed solar
panels, are purchasing electricity from a wind turbine farm, have facilitated management,
purchase services from other businesses which follow the sustainability principles, etc.®
Efforts such as using energy from specific sources or following the zero emissions principle
are indeed important, but tourist businesses should be sustainable mainly for the tourists and
the local community. The sustainable tourism business model should first of all highlight
how sustainable tourism is generating revenue. This information is missing from the case
studies discussed by Nilsson-Andersen and Andersen.

It should also be pointed out here what sustainable tourism is not. This term does
not include mass tourism; tourism which causes significant congestion; tourism affecting the
living conditions of the local communities; tourism affecting the local environment by
pollution, water shortages, producing unrecyclable waste, reducing the availability of
reasonably priced residential units for the local population, generating high energy
consumption and heavy use of the transport infrastructure, generating pollution, noise, costs
and other negative consequences. This list of types of tourism which contradict the principle
of sustainable development is by no means exhaustive.

Tourism businesses very often misunderstand the notion of sustainable tourism.
Provided below are suggestions for establishing the key principles of sustainable tourism.The
principles are conventional only, but should be borne in mind.

Key principles of sustainable tourism

* Travelling individually, as a family or in small or medium groups, not exceeding the
capacity of a typical tourist coach (not taking all available seats),

* Using public transport where possible and reasonable,

* Flying is acceptable, but only with airlines which respect the natural environment,

* At least half of available seats taken in private and public transport (no empty runs),

* Avoiding transport means which consume high levels of energy and resources,

* The number of visitors does not exceed the capacity of the given facility; alternately,
leaving certain space or seats (e.g., 5-10%) unoccupied,

* Avoiding concentrating large numbers of visitors in a limited period of time, which causes
congestion, while for the rest of the day, week, month or year, the given tourist attraction
remains virtually unused,

Nilsson-Andersen P, Andersen J.B., “Green business model innovation in the tourism...”, op. cit.,
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* Respecting the local cultures, religion, communities and laws,

» Avoiding visits to places and using products, services, etc. which discriminate people or

affect their living conditions,

* Responsible waste recycling, particularly by following the local regulations on the matter,

* Responsible shopping: buying locally produced food and other local products to support the

communities,

« Saving resources, in particular water and electricity,

* Employing local guides, eating in local restaurants and using locally provided services.
Sustainable tourism is focused mainly on sites and attractions which offer certain

heritage properties. Listed below are the heritage properties characteristic for sustainable

tourism in the Baltic Sea Region. The notion of “heritage property” in this context is

understood as a site, attraction or object related to the local cultural or natural heritage.

Table 1. Proposed heritage properties in the Baltic Sea Region

Cultural heritage properties in the Baltic
Sea Region

Natural heritage properties in the Baltic
Sea Region

Historic monuments and sites

Sites related to earth history and natural
phenomena

Architectural complexes

Animal world

Coasts and traditional harbours Vegetation

Cultural heritage events and sites of those
events

Landscape beauty

Cultural heritage sites and events National parks and other protected
areas
Sports and recreation sites and activities Islands

Arts and crafts collections

Industrial heritage sites and objects

Source: adaptation of the categories of UNESCO World Heritage Properties and the premises
of Agora 2.0, 2012 project.

Sustainable tourism is characterized by sites and activities which make it possible to
achieve the tourist goals. Both the sites and the activities should be environmentally, socially
and economically sustainable. Sustainable sites include, for example:

» Hotels, guest houses, hostels, camping sites and other accommodation facilities, such as
agritourism farms, shared apartments or lodgings designed specifically for tourists, with
small or medium capacity, not exceeding e.g., 150-200 guests for camping sites or hotels,

* Accommodation facilities which recycle waste and save energy and water, and engage
tourists in environmentally friendly activities,
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* Tourist attractions managed in an organized, responsible manner, distributing the tourist
traffic evenly in order to avoid congestion on specific days or in specific weeks or months,

* Tourist sites visited by medium-sized groups, e.g., up to 35-40 people at a time,

» Catering facilities in organized tourism with some form of table reservations (e.g., 5-10%),
or dividing meals into shifts,

« Catering in organized tourism based on local culinary culture and vendors,

* Group excursion plans including free time for the tourists,

* Cultural events, e.g., live concerts, with a reserve of free seats or standing room (e.g., 5-
10%) with respect to the maximum capacity of the given venue,

« Introducing access restriction means in the event of congestion,

» Ensuring equal opportunity to visit sites with restricted access, in particular to persons with
disabilities or the elderly,

* Restricting car traffic in areas with high pedestrian traffic volume,

» Arranging the ticket sales on sites attracting very large numbers of tourists in such manner
as to avoid unnecessary queues and waiting time,

* All medium and large accommodation facilities should be accessible to persons with
disabilities.

The aforementioned list should be treated as recommendations to be implemented
by those operators of tourist attractions who have not yet adjusted their facilities and the
management thereof to the requirements of sustainable tourism. Sustainable tourism includes
a variety of outdoor activities, such as:
sightseeing, hiking, climbing, trekking, camping, cycling, sailing, swimming, canoeing,
wind- and kitesurfing, running, jogging, recreational motorbike rides, recreational motorboat
cruises, boating and many more. Listed below are certain minimum requirements for
organizing these activities:

1) Avoiding too fast and too noisy vehicles and vessels in open spaces (on land and water,
and in the air),

2) Avoiding vehicles with high fuel and energy consumption,

3) Avoiding tourist gear which affects the environment,

4) Complete recycling of waste or no waste at all on camping sites and outdoors in general,

5) Avoiding the tourists’ impact on the wildlife and local communities who prefer living in
autonomy or isolation,

6) Avoiding taking close-up photos of other people’s faces without an express consen
7) Avoiding making records (photography, video, voice recording) of poverty, tragedies
affecting humans or animals, or situations embarrassing for other people,

8) Avoiding any behaviours which might in any way affect the environment or other people,
9) Showing integrity and decency.

Obviously, the exact number and nature of such limitations arise from the general
principles of sustainable tourist activity, and the local customs and regulations. Respecting

16 Taking photos of groups of people from a distance of at least 15 meters, which makes it impossible to identify
individual faces, is generally considered acceptable.
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the local culture and laws is particularly important. In conclusion of this section, the rules and
character of sustainable tourism impose multiple limitations and restrictions on entrepreneurs
organizing tourist activities of this type.The limitations mainly concern the manner of
organization of the tourist services (offer), the way that the sustainable facilities and
attractions are used, and finally, planning tourist activities in a manner respecting the local
natural and cultural environment, local laws and local communities.

2.6. Typical sustainable tourism business model designs

Listed below are 20 typical business models found in sustainable tourism. The list is
by no means exhaustive and does not imply that other solutions are not possible.
Nevertheless, it is broad enough to paint a clear picture of the variety of opportunities and
possibilities in this area.

. Resources-based model

. Farm-based model (agritourism)

. Model based on fishing traditions

. Business based on private vehicle (e.g., Indonesia, Malaysia, the Ukraine)

. Model based on professional competencies

. Common sales platform for independent businesses (regional, countrywide)

. Global sales platform

. Business model based on integrating external services

. Business model based on licenses or access permit to restricted tourist resources
10. Expanded business model in sustainable tourism

11. Business model based on the identity of the destination

12. Public-private partnership in restricted-access areas (national parks, etc.)

13. Association-based business models related to the protection of historic or technical
heritage (historic railways, events, meetings)

14. Tourist cooperation in order to maintain the infrastructure - The Ways of St James
15. Shared accommodation models

16. Concierge model

17. Model based on tourist routes

18. Events-based model

19. Business model of religious pilgrimages

20. Working as a subcontractor of tourist services for tour operators

O© 00 ~NOoO O WD P

Table 2. Typical sustainable tourism business models (1)

1. Resources-based model

Assets-based model - using the material and
financial resources, and manpower already at
your disposal to launch sustainable tourism
business. Examples: renting out a cottage; a
guest house in the countryside; a boutique

2. Farm-based model (agritourism)

Agricultural farm-based model - using farm
facilities, buildings, adapted stables and other
former farm premises, as well as grain
warehouses, farmlands, including fields,
meadows, orchards, gardens, etc. for
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hotel in the city; a camping site arranged on
own property; a summer horseback riding
camp; etc. Firstly, the location of your
resources must be attractive for potential
tourists. Secondly, you need a clear idea how
to commercialize your assets into tourist
facilities. The payment model is based on the
duration and scope of services.

recreational purposes; accommodation and
participation in multiple rural activities and
attractions. The payment model is based on
the duration and scope of services.

3. Model based on fishing traditions

Model based on fishing traditions - using idle
fishing boats, motorboats and other fishing
equipment to organize fishing trips for
tourists. The payment model is based on the
lump sum for the trip, or the time of renting
the equipment and hiring the crew.

4. Business based on private vehicle (e.g.,
Indonesia, Malaysia, the Ukraine)

A business offering trips and excursions for
small groups: a car with a driver who is also
the organizer of the trip and provides the
tourists with basic information. This solution
is particularly convenient if using public
transport is not possible or difficult. The
model includes half-day or full-day trips
against a fee depending on the duration of the
trip.

5. Model
competencies
Self-employed people working as guides,
actors, craftspeople, drivers, tour leaders,
sales representatives for tourist products, tour
managers, activity organizers, and other self-
employed  specialists  with  specific
competencies necessary in  sustainable
tourism. The payment model is based on the
work time.

based on professional

6. Common sales platform for independent
businesses (regional, countrywide)

Common sales platform for independent
businesses - e-commerce venture gathering
multiple offers on a single platform to
provide a broad choice for customers and sell
tourist services to end users. The payment
model is based on sales fee.

7. Global sales platform

A global sales platform is a multi-language
platform for selling accommodation services,
excursions, expeditions, trips, etc., which
reaches a large group of customers.
Currently, the criteria of global sales
platforms are met by platforms such as
booking.com, novasol and villas
international, which also include sustainable
accommodation.Thus far, there is no sales
platform dedicated exclusively to sustainable
tourism. The payment model is based on
sales fee.

8. Business model based on integrating
external services

Business based on integrating services
offered by other providers and working as
the designer and organizer of the tourist
product. This model is frequently used in
organized tours. The profit is based on the
cost markup.

Source: Own study.
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Commenting the concise descriptions of the typical business models, we should
note the significant potential for developing solutions for e-commerce and digital economy,
including sales platforms for sustainable tourism products. Considering the success of
platforms such as booking.com or AirB&B, it should also be pointed out that many tourists
use them to seek environmentally sustainable accommodation services. A specialized
platform would facilitate the search for the desirable solution for this tourist group. Listed in
Table 3 below are 8 further typical models found in sustainable tourism.

Table 3. Typical sustainable tourism business models (2)

9. Business model based on permits

In certain places, access to very attractive
territories or areas is restricted. However,
some qualified tour organizers may take part
in a contest to obtain a permit (license) to
conduct their business on the restricted-
access area. The profit is generated by
service fees (trips where the price includes
the cost of the license).

10. Expanded business model in
sustainable tourism

The expanded model in sustainable tourism
is based on expanding the scope of services
offered to tourists beyond the basic activities.
Example: a windsurfing business organizing
summer courses and camps can expand its
offering to include equipment rental, a beach
bar, arranging accommodation, an online
windsurfing shop, and a repair workshop.
Expanded services generate additional
revenue streams, resulting in significant

increase in profits.

11. Business model based on the identity of
the destination

The business model based on building the
identity of the tourist destination is the
general message of the services offered to
tourists by the business organizations in the
given locality, agreed by the majority of
stakeholders and providing the tourists with
certain amenities, such as tourist cards for
free-of-charge  services, service quality
certificates in the destination, free shuttle
services, etc.

12.  Public-private  partnership  in
restricted-access areas (national parks, etc.)
Public-private partnership in restricted-
access areas may include creating
accommodation and catering facilities (e.g.,
tourist refuges) in national parks by private
entities which then share their profits with
the operator of the protected area.

13. Association-based business models
related to the protection of historic or
technical heritage (historic railways, events,
meetings)

In many places, public railways wind up their
operations due to economic infeasibility, but
are usually willing to hand over the
decommissioned railroads and historic
vehicles to  non-profit  organizations

in order to
The

14. Tourist cooperation
maintain the infrastructure (e.g.,
Ways of St James)

There are plenty of historic tourist or
pilgrimage trails organized into tourist
routes, such as the Ways of St James, scenic
routes, such as the Red Brick Gothic Castles,
etc., which are based information and
technical infrastructure, such as paved routes,
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interested in preserving the technical
heritage. In many countries, those
organizations offer tourist rides on historic
trains and routes. The business model is
based on volunteer work, grants and ticket
sales. Usually, it does not generate any profit.

resting plates, information boards, online
applications and so on. They are maintained
by combined efforts of local authorities,
operators of tourist sites, parishes and
religious organizations. Frequent meetings
are held and duties are shared to keep the
infrastructure in proper working order. The
main beneficiaries are tourists and service
providers who can earn a living on the tourist
traffic.

Source: Own study.

Among the business models listed in Table 3, the expanded model in particular merits
a closer look. The expanded model makes it possible to improve profitability when the basic
services do not generate sufficient revenue, e.g., due to tight competition. Expanding the
business model to include additional services radically changes the financial standing of the
business organization. In some cases, organizations with an expanded business model earn
more on additional services than they do on their basic operations. Table 4 provides concise

descriptions of six further business models.

Table 4. Typical sustainable tourism business models (3)

15. Shared accommodation model

The shared accommodation model is based
on renting out rooms in an apartment, the
entire apartment, part of the house, etc.
neighbouring the place of residence of the
owner. However, this type of
accommodation services leads to mass
acquisition of apartments solely for rent,
which affects the local communities. It is
prohibited in some places, such as Barcelona.

16. Concierge model

The concierge model assists individual
tourists, small groups or families to organize
their holidays and trips on their own. The
concierge service may be virtual, with the
company arranging accommodation, travel
and sightseeing online, and the tourists
taking the trip on their own, or personal,
when the tourist meets the concierge in
person and arranges travel plans. Compared
to group trips or “all inclusive” holidays, this
model is based on respecting the
independence of individuals or small groups.
Payment model: commission on services
sold.

17. Route-based model

This model includes organizing group trips
for tourists along established trails, routes or
paths. The trip is usually focused on a single
topic (e.g., castles, romantic vistas, national
museums, etc.). This business model is
usually based on integrating external services

18. Events-based model

The events-based model involves arranging
travel to the event site or just the event itself.
It is frequently used to transport people to
concerts, parades, historic re-enactments,
live-action role playing, etc. The model is
often focused on groups and the services
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around the main theme of tourist routes.The
payment is based on cost markup; the price is
calculated as cost plus markup.

include arranging travel and, if necessary,
accommodation on site. Earning model:
discount on group tickets, markup.

19. Business model of religious pilgrimages
The purpose of a religious pilgrimage may be
to attract as many pilgrims as possible. The
business model is based on spreading the
religious views, but every religion also aims
to convince the faithful to donate generously.
The pilgrims cover the accommodation costs
on their own, thus supporting the pilgrimage
services. The business models of religious
pilgrimages generate multiple benefits for

20. Working as a subcontractor of tourist
services for tour operators

Working as a subcontractor of tourist
services for large tour operators may involve
taking over parts of the value chain of the
trips, such as guide services, catering,
organization of events and activities, etc. The
success of this business model depends on
high competencies and access to appropriate
personnel. Payment model: markup.

business and religious organizations.

Source: Own study.

Among the six business models described in Table 4, two merit a closer look:
working as a subcontractor of tourist services and the concierge model. The former seems
relatively unattractive, however, if the business organization would specialize in a certain
type of services, e.g., catering or organization of regular outdoor events, the model could be
profitable through seriality and repeatability of services.The concierge model, i.e., an
individual organizer of tourist services, is relatively unknown in many countries, but if based
on sales commissions, it could offer convenient solutions to tourists, and a reliable source of
income for the entrepreneur. In many countries, including the Southern Baltic Region, the
concept of tourist concierge is still poorly developed.

2.7. Organization of work on designing sustainable tourism business
models

Designing a business model in sustainable tourism can be organized according to
similar principles as every other type of business. Obviously, sustainable tourism, due to its
specific character, will have higher requirements in certain aspects than the model of a typical
business organization. The organization and procedure of designing business models in
sustainable tourism can be summarized as follows:

1. Making the decision to commence designing the business model

2. Determining the goal of the designed business model

3. Ensuring that the business model is environmentally friendly

4. Determining the overall theme of the value proposition for the customer

5. Specifying the scope (number) of components of the business model and its

complexity (very low, moderate, business canvas)
~
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6. Assessing the adequacy of information at our disposal for the complexity of the
business model

7. Building a team to support the development of the business model

8. Visualizing the developed components of the business model in the form of figures,
graphs, charts, etc.

9. Assessing the feasibility and reasonability of individual elements of the business
model (in person or through the support team)

10. Making adjustments and corrections according to the outcome of the assessment

11. Drawing up the final version of the business model

12. Summarizing the business model in a presentation for the target group (PowerPoint or
another format)

13. Gathering comments and critical opinions during the presentation

14. Adjusting the model and the presentation according to the comments of the target

group

The aforementioned steps can serve as the basis for developing a checklist to verify
whether all key activities have been completed. In some cases (e.g., when the business model
is designed for internal purposes of the organization), some steps (e.g., 12-14) can be omitted.

Organizing the work on the business model for sustainable tourism, it is always a
better idea to have the support of the team rather than work individually; also, a panel of
potential consumers is helpful for consultation, especially the marketing elements of the
model.
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Nilsson-Andersen P, Andersen J.B., “Green business model innovation in the tourism and
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3. A Pattern Business Plan / Business Model and Promotion Plan
for a Sustainable Tourism Undertaking

3.1. Introduction to preparing business plans in sustainable tourism

As part of the Baltic Heritage Routes project, a set of auxiliary materials was
prepared, the main purpose of which was to support the preparation of business plans
(business models) and plans to promote new sustainable tourism ventures. To increase the
ease of use of the tools, it was assumed that planning new undertakings in the field of
sustainable tourism will not concern a new enterprise, but a single trip, expedition or
excursion. This type of approach allows, at the initial stage, to check the conditions under
which a tourist product may be profitable, to show its main advantages and to outline the
basic strategy of reaching customers. The business plan was to resemble a business model
extended with operational elements in the field of finance and promotion of the tourist
product. The business plan / business model understood in this way contained the following
elements:

1) Tourist offer,
2) Financial calculation for one use of the product (for one trip),
3) Marketing and promotion plan as well as communication with clients.

The tourist offer, the guidelines of which were adopted by the project team, included:

1) Name of the tourist product,

2) A trip plan for each day, written synthetically and briefly,

3) Emotional and other values offered by the organizer to tourists (list),
4) The main obligations of the organizer,

5) Timed excursions schedule (group organization rules),

6) Photo visualization of the trip,

7) The price of the trip.

The offer understood in this way could be immediately used as information material
for the client and as a promotional material intended for distribution among potential clients.

The second element of the business plan / business model was the financial
calculation for one tourism product use (one trip). This calculation included:

1) Budget for one trip,
2) Price proposal,
3) Calculation of the profitability of one trip.

The financial calculation was formulated in a way that does not exceed the skills of a
person with secondary education, or with higher education in humanities, in estimating costs
and profitability. The price proposals were formulated according to the model: costs plus
margin, which was also an image of gross profit. The calculations assumed that all operating
costs were borne externally, except for the mark-up on general costs, which was assumed to
be 15% of external costs. The mark-up financed the costs of promotion and marketing,
dividing the 15% mark-up according to the reasonable 8/15 for promotion and marketing.
The calculation clearly showed the profitability amount for one trip. The user of the
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calculation model could calculate the overall profitability of the product on an annual basis
by multiplying the number of trips by the profitability amount of a single trip.

The marketing and promotion plan as well as communication with customers was
conceived as a collective tool for a given tourism product in a given year. If, for example, 6
sustainable tourism trips are designed per year, it makes sense to combine the marketing and
promotion budgets calculated for each trip separately into the total marketing and promotion
budget for a given tourist product in the year. This type of approach allows preparation of a
promotional action plan for a given product for a period of a year.

3.2. Pattern business plan / business model with a promotion plan

The elements of the business plan / business model presented below use actually
prepared business plans / models as part of the Baltic Heriatge Routes project. The authors
thank the consultants and entrepreneurs for the opportunity to make selected elements of
these plans available for training purposes.

3.2.1. Tourist offer

The fragment of the tourist offer presented below concerns SOUTH BALTIC
SMARTPHONE PHOTOGRAPHY DREAM TOUR organized by Investudio from Gdansk.
Investstudio is a photo and advertising agency that would like to lead dream journeys
combining tourism with training in smartphone photography in the South Baltic Region.
Below we present excerpts from the tourist offer, including: the name of the tourist
product, the list of values offered by the organizer to tourists and a part of the trip plan.

SOUTH BALTIC SMARTPHONE PHOTOGRAPHY DREAM TOUR. LEARN AND
ENJOY!

Not only you will learn the most impressive places for nature, historical spots, and cultural
events on the Baltic Sea but we teach you how to use your own smartphone to prepare highly
credible and moving materials with thousand of likes in social media....
Our teaching

e Why smartphone for nature and tourism photography?

e Technology matters — tips and appliances making a smartphone a missile

e Smart tips for smartphone phoptography and videorecoding

e Looking for themes

e The story telling

e Framing always matters

e Games with light

e Play with water

e Play with sun

e Play with emotions

e Engage of nature
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e Be part of event and create the event

e Enjoy live
Our themes

e Sunrises

e Sunsets

e Love

e Nature

e Landscape

e Water

e Emotions

o [Efforts

e Architecture

Our places
e Sopot
e Gdansk
e South Baltic Polish Coast
e Slowinski NP
o Aferry
e Sweden Blekinge Region
e Sweden Skane Region
e Bornholm

The Schedule

Day 1. Access to the tour. Photo and video frames

Up to 14 arrival of participants

14.0014.30 light lunch

14.30- 18.30 Opening lecture on smartphone photography
19.00 Welcome diner

Day 2. Exerincing smartphone photography: Themes and technology

Morning 8.00-9.30 Walk through Sopot resort to find the photo or video themes. On the way
recording according to the rules from yesterday

10.30 - 12.30 Elaboration of recorded material and presentation of results

13.00-13.30 Light lunch

14.00 - 18.00 How to apply additional technology to smartphone tourist photography:
awarding special techno gadgets kits to participants

18.30-19.00 light diner

20.00-22.00 Expedition to the Old Town Gdansk located on the waters of sea canals,
Motlawa river and Vistula River: light and water in the (coming) darkness.
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Day 3. Play with light, sun, clouds and water

6.00 to 7.30 early morning start depending on the season and weather to 8.30-9.00
Recording sunrise or early morning on the water Gdynia Ortowo Pier Fishermen Village and
surroundings. How to use the landscape for romantic love photos

9.00-11.00 Bus Transfer to Leba to the hotel

11.30-13.30 Introductory lecture on nature tourism photography

13.30 light lunch

14.30-18.30 Afernoon workshops on nature photography in Stowinsky NP

19.00 diner

Day 4. Nature Photography in the morning break out

6.00 to 7.30 early morning start depending on the season and weather to 8.30-9.00
Recording nature waking up

9.30 -11.30 — Elaboration of the collected material and presentation of the results
12.00- early lunch

12.30 — Transfer to Greifswald, Germany

Around 17.00 diner in Poland

Around 21.00 Arrival to Greifswald to the hotel

In turn, the organizer's obligations are presented on the basis of the SOUTH
BALTIC KITE SURFING AND SPORTS DREAM TOUR product business plan / model
offered by the By the Bay company from Gdynia. The company intends to offer kite surfing
trips for enthusiasts of this sport to the countries of the Baltic Sea Region.

FAIR STANDARDS

Accommodation and subsistence:

Rewa Beach proximity (in Gdansk Bay) and Sellin on Island Rugen, 6 nights in 2 person
rooms with breakfast, ** or *** standard with private bathrooms; nutritious lunches (for
sport activities), snacks throughout the day. Evening meal participants assure on their own,
orientation of the culinary offer will be provided.

Transfer Rewa- Sellin-local Rugen surfingspots-Gdynia — comfortable bus with some spare
spaces

Group size: min: 12 persons, maximum 18 persons

SOCIALIZING AND RESPECT

We assure you to take care about our participants socializing in different forms. Our tour
members can be completely unknown for themselves and at the end of the tour they are good
friends. Our experience tells that there is no a day without the party. Many of us do not drink
at all. We respect all participants: assure dietary compliance, equality and self assistance.
Everybody can feel good due to our flexibility.

In this presentation, we omit the photo visualization, encouraging the readers to
familiarize themselves with the offers posted on the southbaltic-tourist.eu/ website.
Following are the time excursion schedule templates (group rules) and pricing
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information. These elements were deliberately selected from the offer of By the Bay
Company from Gdynia, because water sports are very heavily dependent on weather
conditions. The schedule for the dates of trips is flexible for this offer and includes as many
as three options for tourists to choose from. The price proposition is also flexible and
different price levels depending on the number of participants. In addition, the price offer
includes the possibility of financing the trip in instaliments.

DATES OF THE TRIPS:

1. Trip on Wind Alert

Participants willing to join the dream tour are signed to the waiting list. When whether
conditions are good or very good they receive the 24 h option to join the trip on the dates
specified by the Wind Alert and pay for the trip immediately. The trip will take place as only
a group of 12 people will be collected. The participants pay as for the group of 12 people,
when more people attend they will receive a refund. This type of the trip assures the highest
chance for maximum Kite surfing activities.

2. Tailored Trip for a Group

Participants, led by a group coordinator, establish the dates which are tailored to the needs of
participants. The trip will take place as only a group of 12 people will be collected. The
participants pay as for the group of 12 people, when more people attend they will receive a
refund. This trip assures the highest level of adjusting the program to the group needs, but
medium level of good wind conditions.

3. A Blind Date Trip

The Bay the Bay Company will assign several dates in the seasons when the wind conditions
are supposed to be good. This list will be supplemented by additional dates as weather
conditions allow. This type of the trip assures that it will take in the foreseen dates, however
kite surfing activities can be substituted by other sport activities, including surprise events.
The trip will take place as only a group of 12 people will be collected. The participants pay as
for the group of 12 people, when more people attend they will receive a discount.

The Price

With own equipment is

The price for 12 person group is 1600 € per person.
For the 13-14 person group it is 1550 € per person.
For the 15-16 person group it is 1500 € per person.
For the 17-18 person group it is 1450 € per person.

If you prefer not to take your equipment please allow extra

100 € in Poland (for 2 days)
and 120€ in Germany (for 2 days)
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Financing

Many, especially young clients, may want to receive financing for your Dream Tour.

We will assure a loan in 12 monthly installments after paying 20% of initial contribution with
5% p.a. It will mean in 12 person group size, that after paying 320 € initial contribution the
remaining amount will be paid in 12 equal amounts of 115 €. Of course if the group will be
bigger the sums will be lower.

3.2.2. Financial calculation for one trip

The financial calculation for one trip presented below was prepared for the company
Centrum Jogai Pilates from Gdynia. The preliminary calculation for the tourist product:
YOGA ON THE BEACH. DISCOVERING SECRET BALTIC BEACHES FOR YOGA
IN POLAND AND SWEDENIs presented here.. The company intends to offer yoga classes
on Baltic beaches, combining mental and physical exercises with Baltic tourism.

Financial calculation in €

Cost calculation 16 participants per 1 tour

Type of cost No Amount
POLAND 16 16@2 days@40€=1280€
Accommodation and breakfast PL
@ 40 € pp 2 2@?2 days@40€=160€
Driver + Instructor 40 € pp TOTAL accommaodation + breakfast PL
2 overnights 1680€
Accommodation and breakfast SE | 16 16@?2 days@55€=1760€
@ 55 €pp
Driver + Instructor 55 € pp 2 2@?2 days@55€=220€
2 overnights TOTAL accommodation + breakfast SE
1980€
Accommodation and breakfasts | -
TOTAL 3660 €
Lunches and snacks PL 18 18@12€pp@3 days= 648€

Lunches all participants +
instructor and driver
12€pp@3days

Lunches and snacks SE 18 18@16€pp@ 3days= 864€
Lunches all participants +
instructor and driver

16€pp@3days
Lunches and snacks total 1512€
Diners PL 18 18@16€pp@5 days= 1440€
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Diners all participants +
instructor and driver
16€pp@Sdays

Diners SE 18
Diners participants + instructor
and driver 20€pp@2days

Total Diners

18@20€pp@?2 days= 720€

2160€

Total Lunches, Snacks and
Diners

3672€

Travel Costs

Hire of bus with a driver

6 days up to 1000 km @ 250€ per
day

For 20 passenger seats (besides 1
for driver and 1 for pilot)

6days@250= 1500€

Total bus travel costs

1500€

Ferry Travel 70€ pp @ 18 @ 2 =1980€
110€ pp @ 18 (2 way)

Cabins

9 cabins @80€ @ 2 9 cabins @80€ @ 2 = 1440€
Total Ferry travel 3420€
Instructorfee 1 700€
Insurance of participants

Daily 5€ pp 16 16participants@6 days@5€ daily=420€
Total insurance 460€
Total directcosts 13412€
Company overheadcosts 15% 2012€
(direct + overhead costs)

TOTAL COSTS 15424¢€
VAT 8% - 1234€
Total Gross Cost 16656€
Total Gross Cost for 1041€

Participant

Income calculation per 1 trip of 16 persons

Total Gross Cost for 16 16p 1041€ @16participants= 16656
Participants

Total Gross Price for 16 16p 1320€@]16participants =211200

participants
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Total Gross Income with 16p 4464€
VAT(8%)

Total Gross Income calculation 16p 4464€/1,08= 4133€
Total Gross Profit 1trip 4133€

Conclusions: The calculation for 1 trip of 16 persons assures reasonable profit to assure that
this product can cover costs and earn money for the YogaPilates COMPANY.

3.2.3 Marketing and promotion plan as well as communication with clients

The marketing, promotion and communication plan with customers presented below
was developed for the Tech-Trans-Balt company from Gdansk and its tourist product: ECO
TECHNOLOGY IN TOURISM AND SEA TRANSPORT. SOUTH BALTIC
TECHNOLOGY BUILDING SKILLS TOUR. The company intends to offer educational
tourism trips for specialists in the field of ecological engineering in the hotel industry and use
best practices from the Baltic Sea Region for this purpose. The plan presented below is

preliminary.

Marketing, Promotion & Communication Plan
1. Marketing budget
Marketing plan is scheduled for minimum of 5 trips a year

Marketing activities are financed from overhead costs: 15% of overhead costs is divided into

8% marketing costs and 7% other costs.
The Marketing budget for 5 trips is therefore:

Company overheadcosts 15% (net) 1 trip 2385€
Marketing share 8/15 1 trip 1272€
Marketing budget for 5 trips a year | 5 trips 6360€

2. Communication channels and their costs
a) own web page 380€ organization and 220€ maintenance = 600€ p.a.

b) fanpage on facebook conducted by the agency 8 months a year @200€ = 1600€

(based on inmedium.pl, including: 8 publications a month, which contain a concept, graphics,
contents, publishing; account monitoring: communication, interactions; servicing Facebook

ADS campaign 4hs. monthly)

¢) adwords services purchase 100€ @8 months = 800€
d) promotional materials preparation 600€
e) Youtube canal - organization and maintenance — 800€ p.a.
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f) public relations activities (activity on other social media fanpages) — realized by owner of
the company — 0€

g) photos — access to photo-banks — 120€

h) Instagram account organization and maintenance — 8 months@150€ =1200€

summing up: :

Web Page costs 600€
Fanpage management 1600€
Adwords purchases 800€
Youtube canal 800€
PR activities 0€
Access to photobank 116€
Instagram account 1200€
Promotional materials 600€
Total 5716€

3. Expected results of e-marketing
e Number of visitors of the web page 400 monthly
e Number of uploads of ready promotional materials (pdf offer) 80 monthly
e Number of e-mails inquiring for tours 80 monthly
e Number of phone calls, and video calls to marketing person 50 monthly
e Number of fanpage visitors 400 monthly
e Number of reached persons by adwords of the target group from Poland 400 final
e Number of reached persons by adwords of the target group from abroad 600 final
e Number of purchase inquires 240 final
e Number of purchases 90 (18 participants per one of each planned 8trips) final

Remark: sales activities will be assured by the sales person and a company director.

4. Conclusion

The planned activities assure the sales of Dream Tour to 90 participants in the first year what
will assure the successful start up of the new product and makes it high probable that the
business plan and a business model will be sustainable.

4. Kayaking tourism business model in the South Baltic Region

The South Baltic region is favourable for kayaking for both advanced and beginner
kayakers. The Baltic coastal areas are rich in unique river routes, clean lakes, and coasts with
characteristic dunes and cliffs. Kayaking services are very popular in this region and are in
constant demand by tourists. By starting a business in this sector, one can tap into the
potential of the surrounding nature, which is usually promoted by local and regional
authorities. These services can be addressed to families with children, adolescents, seniors,
people who like greater challenges, as well as kayaking athletes. This case study presents the
experiences of four tourism companies from different parts of the South Baltic Region which
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offer their services to tourists. These include two Polish, one Swedish, and one Lithuanian
company.

4.1. Sustainable tourism service delivery environment

The first two companies - PPUH CALDREW Ewelina Boros-Smolinska'’ and LUX-
CARS MikotajZottkowski, '® provide services in Poland in the Pomorskie and
Zachodniopomorskie Provinces. They offer kayaking trips on over ten rivers such as: Parseta,
Radew, Pokrzywnica, Wieprza, Lisnica, Chotla, Topiel, Mogilnica, Rega, Stupia, Brda,
Lupawa, Zbrzyca, Wda, Gwda, Radunia, Pitawa, Leba, and Kulawa. Each of them is different
and has its own unique characteristics. Some of them include routes for kayaking trips that
are relaxing and calm, and require hardly any kayaking skills. Other rivers are very
demanding and can be a real obstacle course for the most persistent and experienced
kayakers. A tourist who decides to take a kayaking trip down the Pomeranian rivers passes
through agricultural plains and primeval forests, and has the opportunity observe wild
animals and rare species of fish in the water. From the level of a kayak, one can also observe
towns, villages, and monuments located near the banks.

This paper also presents the characteristics of the company WETLANDI
Kanotuthyrning®®, which offers kayaking trips in the area of the Ivosjon Archipelago in
southern Sweden and on the nearby Holjedleden River. Ivd is the largest and deepest lake in
the Skane region of Sweden and its area is included in the Natura 2000 program. Its waters
are of the highest purity class. Renting a kayak in this part of Sweden provides an opportunity
to see, apart from the varied landscape and rich nature, the fishing villages scattered around,
old castles, and other unique sights. The Ivo lake is also rich in a variety of fish species,
making it well-known among angling enthusiasts not only in Sweden but throughout Europe.
There are many small islands in the lake where one can spend the night in a tent, for example.
It is a great place for hiking and biking, but especially a good location for canoe training,
which requires a bit more skills than a standard kayak. Skéne is an interesting region also in
terms of history and culture. Near the lake, one can visit Viking villages and paleontological
sites. Demonstrations of ancient rituals cultivated by the local people are also organized.

Favourable conditions for kayaking are also present in Lithuania; Nida on the
Curonian Spit is home to IRKLAKOJIS,? a company that provides services mainly for larger
groups and organizes expeditions and team-building events. The Curonian Spit is a peninsula
that separates the Baltic Sea from the Curonian Lagoon and was inscribed on the UNESCO
World Heritage List in 2000. This small area is rich in wildlife and has a unique architectural
complex of folk buildings and moving dunes. The small spa town of Nida is a place for those

17 The information about the company PPUH CALDREW Ewelina Boros-Smolinska was taken from its website
and social media profiles (http://kajakiparseta.pl/).

18 The information about the company “LUX-CARS” MikotajZéttkowski was taken from its website and social
media profiles (https://kajaki.swornegacie.biz/).

19 The information about WetlandiKanotuthyrning was taken from its website and social media profiles
(http://wetlandi.se/).

20Al1l the information about the company VS “Irklakojis” was taken from its website and social media profiles
(https://irklakojis.It).
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who want to relax by the sea near nature. Nida is surrounded by wild, high dunes and forests.
It is a quiet town with blue-coloured roofs, filled with traditions, history, and culture. The
Curonian Spit is also suitable for cycling and hiking trips, which can be complemented by
canoeing excursions.

For any business, location is extremely important. The unique nature, microclimate,
and surroundings attract tourists. Competition in the kayaking industry in the South Baltic
Region is relatively high, but at the same time there are still many undiscovered tourist
destinations with great potential. Each of these companies is aware of its surroundings and
skilfully uses the strengths that nature provides to attract tourists to its region.

4.2. Value proposition to customers

The companies differ in terms of their offer. However, they are all kayak rental
companies and therefore offer similar values to their customers. Kayak trips create
opportunities for relaxation in nature, give a sense of a kind of seclusion, and make it
possible to actively spend free time. The possibility of reaching forgotten, unfrequented,
unusual places that are often inaccessible on foot is another advantage of this form of
tourism. When kayaking, one can also focus on developing interpersonal relationships, which
is one of the reasons why kayaking is popular among groups of friends, families, and
companies looking to strengthen their employee teams. The owners of each of the companies
in question are enthusiasts who are very familiar with most kayaking routes. They provide
expert advice about the area and the available rivers and lakes, and take the logistical burden
off the customer. The only thing the customer has to do is to get to the starting location or the
company's premises. The value of the offered service can be freely expanded by taking
advantage of the resources available in the area and the natural potential of the nearest region;
therefore, a diverse approach to a seemingly simple idea of running a business in the
kayaking industry is evident.

4.2.1 Scope of the offer

The offers of companies in the kayaking industry can be very diverse. They depend
on the location, the tourism-related and natural conditions, and the very business idea of the
companies’ managers. Table 1 shows a comparison of the offers of the selected companies.
Elements common to all kayak rentals were selected for this purpose.
Table 1. A comparison of the offers of selected companies.

Comp CALDREW LUX-CARS WETLANDI IRKLAKOJI
Aspect
Number of

. 1 1 1
kayaking bases 3
Number of 10 10 6 4
available routes

1- and 2-person | 1-, 2-, and 3- 1-person kayaks

Type of kayaks kayaks, and 4- | person kayaks, and 3-person canoes
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person canoes | and 4-person 2-person canoes
canoes
Offer for YES YES YES YES
groups
Offer for
individual YES YES YES Yeah, atamuch
higher rate
customers
1-person, 2-
1-person, 2- person - PLN 2-person canoe - | 3-person canoe -
Price of kayak | person - PLN 30-40 SEK 300-700 12 €/h; prices
for 1 day 40 3-person - PLN | depending on vary for group
canoe - PLN 50 |50 the route trips
canoe - PLN 35
the price
includes the
transport of the | . .
for an extra for an extra P included in the
Transport canoe, an extra .
charge charge . price
charge applies
for the transport
of the customer
organizing
rental of additional
accessories, L
rental of . activities, e.g.
. accommodation, | . . .
. accessories, biking, guided
Additional rental of cafe, sale of
. : pedal boats, . walks, paddle
services accessories : angling .
accommodation, . boarding,
. equipment, .
meals, campfire . blokart trips,
rental of a grill .
team-building
hut
events

Source: Prepared by the author.

The table shows the significant differences between the companies' offers. Almost
each of them has its own approach to the services offered and operates based on an
individual, complex price list. The only common trend is flexibility and a wide range of
additional services. None of the companies have tried to narrow down their potential
customer group and all have group and individual excursion options in their offers. However,
to better understand the differences between them, it is necessary to look at each offer in
more detail.

CALDREW has kayak bases in Bialogard, Koszalin, and Stawno. It organizes
kayaking trips on all rivers of Pomerania. It is able to organize a short, recreational kayaking
trips for families or couples, as well as comprehensive trips for large groups. It has equipment
suitable for every type of customer, e.g. kayaks for beginners, for as many as 4 persons
(which are especially useful for parents with children) and single kayaks for more demanding
users. The company also has high quality paddles and life jackets. The company constantly
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expands the equipment it offers and makes sure that it is new, comfortable, and safe. The
rental price for a single or double kayak is PLN 40 per day (paddles and life jackets
included). For an additional fee, it is possible to rent accessories that are useful for kayaking
trips, e.g. waterproof bags and cases, first aid kits, and 2-, 3-, or 6-person tents. At the same
time, the company offers transportation of kayaks and equipment at the price of 2 PLN per
kilometre.

The second Polish company, LUX-CARS, provides not only kayaking services but
also catering and accommodation. The company is located in Swornegacie on the Karsinskie
Lake, in the vicinity of the BoryTucholskie National Park. The basic offer of the company is
one-day, weekend, individual, and team-building kayaking trips. For day trips, customers can
choose from among 10 different river routes. Each of them has been described with the
length in kilometres, the location of the start and end of the route, and the approximate
duration of the trip. The lengths of the routes are from 7 to 26 km and the kayaking trips on
them take from 3 to as many as 7 hours. The routes include both those suitable for persons
who are only starting their kayaking adventures, e.g. a peaceful section of the Brda River, and
those for more demanding kayakers, e.g. through the Suleczynska Trough. Weekend
kayaking trips are realized according to two scenarios. The first scenario assumes stationary
accommodation in Swornegacie (in the organizer's facilities) and daily transfer of people and
kayaks to the various stages of the trips. The customers receive waterproofs map with the
marked route and additional information. After the kayaking trip, a bonfire is organized. In
the second scenario (individual), the equipment is delivered to a place indicated by the
customer and, at the end of the trip, the participants are picked up and transported to the point
where they left their cars. There are also 10 routes available for weekend kayaking trips,
whose length varies between 28 and 37 km. The routes are varied in terms of difficulty level.
The owner also has several campgrounds. The rental price of a single or double kayak,
several types of which are offered by the company, is PLN 30-40 per day. The rental price of
a 3-person kayak is PLN 50 per day. The company also offers a 3- or 4-person canoe for PLN
35 per day. The company also offers rental of additional equipment such as tents, waterproof
bags, and barrels. For customers who decide to use the accommodation services of LUX-
CARS, there are guest rooms and a holiday house that can accommodate a group of up to 10
people. Both facilities are located next to a forest and the Brda River. Each room has a
separate bathroom, a television set, a refrigerator, a kettle, and a Wi-Fi system. Guests also
have access to a fully equipped kitchen. The cost of accommodation is PLN 50-70 per
person. The holiday house, on the other hand, has 3 bedrooms (each for 2-3 people), a living
room with a kitchen annex and an exit to the garden, two bathrooms, a patio, and a balcony.
The backyard garden usually becomes a place for barbecues and feasts. The prices are
negotiated individually depending on the number of days and persons, and the date of the
service. The average cost of renting the house for a group of 6 people is PLN 480 per day.
The consumption of water and electricity (measured by a meter) is charged separately. The
company allows customers to purchase full board, which is delivered from the Forest
Restaurant owned by the company. This restaurant is located near the company's office and
its holiday home and rental rooms - right on Lake Karsinskie. The restaurant serves Polish
cuisine dishes. It also hosts special events, such as banquets and family or corporate events,
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which can be combined with a kayaking trip. Additionally, the company rents out bicycles
and pedal boats.

Wetlandi's primary service is kayak rental on Lake Ivo and the Holjedleden River.
The water routes are available for beginners as well as for advanced kayakers. After renting
kayaks, all customers have access to special camping areas owned by the company, where
they can spend the night, light a bonfire, or have a barbecue. The organizer provides
customers with a special map with marked places, which is included in the price of the
service. In addition to the kayak, the standard rented equipment package includes paddles and
life jackets. Wetlandi has one type of kayak, the canoe, which can carry a maximum of three
adults and two children. The basic prices assume that a kayak will be used by two people and
each additional person is charged extra. Day trips cost between SEK 350 and 700. It is also
possible to rent a single kayak for SEK 330 per day. Customers can also rent kayaks to take
longer trips on the lake or combined trips on the lake and on the river. In such a case each
additional day is charged extra. In the case of river routes, the transport of the kayaks and the
barrel is added to the service, so the price of a one-day kayaking trip is around SEK 600.
There is a hostel near the river that Wetlandi cooperates with. The company stresses that it is
able to arrange accommaodation on preferential terms upon request. At Wetlandi, one can also
rent tents, sleeping bags, and equipment that may be needed for an overnight stay on one of
the islands. The company also creates special packages for couples and families, as well as
larger groups, tailoring its services to its customers' preferences. Wetlandi also sells fishing
licenses and fishing tackle. There is a reception desk at the company's office, where
customers can not only get information about the offer available and the surrounding
attractions, but also buy coffee and ice cream. All year round, customers can use the so-called
barbecue hut to warm up by the fireplace, especially in winter, and cook their own food. The
hut can accommodate up to 16 people. The company also offers assistance in arranging
catering services.

Irklakojis stands out very much from the other companies. The mission of the
company, located in Nida, is to enable discovering and experiencing Lithuanian nature and
culture in an environmentally friendly way. Most importantly, it organizes team-building
events where active rest is combined with exploring nature and facing team tasks. The
company also offers various guided tours that provide participants with information on the
history and culture of the places they visit. The offer related to kayak rentals includes four
trips for organized groups with a guide. It is also possible to purchase a private tour at a much
higher rate. The tours include:

e A 2.5-hour kayak trip combined with a dune hike (7-8 km in total) with a guide near
the Russian border. The minimum number of participants is six people and the cost is

EUR 25 per person. In addition, the company can customize this activity according to

the customers’ preferences, for example, the trip can be supplemented with

kitesurfing lessons or remote-controlled boat competitions.
e A kayaking trip without a guide just off the Parnidzio dune and in the Grobsto Bay (4-

6 km). The maximum duration is 6 hours, the minimum number of participants is two

people, and the price per hour for a 3-person kayak is EUR 12.
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e A 5-hour kayaking trip (11 km) combined with a biking trip (10 km) and a picnic off
the coast of Cape Bulvikio. The price of the trip includes kayak and bicycle rental, a
guide, and a picnic. The cost is EUR 39 per person. The minimum number of
participants is six people.

e A guided kayaking trip along one of the largest and tallest dunes in Europe and with
an organized picnic at the Nagliy Cape. The price per person is EUR 39, the minimum
number of participants is six people, and the duration of the trip is about 5 hours.

It is also possible to rent equipment for paddle boarding® and use the help of an
instructor of this sport. Another activity offered by the Lithuanian company is land sailing on
blokarts, for example at the Nida airport or on the Curonian beaches. Blokarts moving on ice
are also available. This offer is available from January to March, when the Curonian Lagoon
or the nearby lakes are covered with ice. All activities offered by the company can be
performed by people who have no previous contact with this type of equipment. As blokarts
have not yet been popularized in most European countries, tourists, intrigued by this new
form of environmentally friendly vehicles, are likely to show great interest in such a service.
This is an original way to spend time with both a family and a group of friends. Customers
can also book a sailing cruise, a hiking trip through the oldest forests of the Curonian Spit, a
rafting trip with a picnic and a visit to an old lighthouse, and a cycling trip around the most
interesting land attractions of Nida and its surroundings. For companies wishing to use the
Lithuanian company's services, interesting team building events are also available, including
field games with numerous challenges to overcome: orienteering in the forest, a team
obstacle course, quizzes, a slalom, dealing with “technical faults,” team search for a hidden
treasure (with the use of GPS receivers), and blokart races. All activities are combined with
visits to the most beautiful places on the Curonian Spit.

4.2.2 Assessment of the scope of innovativeness

Although kayaking services seem to be a very simple business idea at first glance,
they often become just a part of broader operations of companies. Companies sometimes
expand their services by adding rental of pedal boats, boats, and jet skis, sale of fishing
tackle, or running a cafe or an agritourism centre. It all depends on the owner’s ideas and the
possibilities provided by the location. The following table presents the innovative aspects of
the offer of the companies analysed in this study.
Table 2. Innovativeness of selected companies

Aspect
Distinguishing . . .
, A Innovativeness Type of innovativeness

Compan activities
name

A beginner's
CALDREW guide available NO -

on a website

21paddle boarding, also known as standup paddle boarding, is a sport that involves standing on a board and
propelling oneself through the water using a paddle.
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A broad rande of Combining kayaking services with
LUX-CARS L g YES restaurant and accommodation
activities s
facilities
WETLANDI A Robinson YES Tent an(_JI camping spots available on
Crusoe style offer several islands.
:;]ZTU(ZE? addle Combination of kayaking services
IRKLAKOJI boardin F;nd YES with team-building events, various
g . activities, and guide services
blokart vehicles

Source: prepared by the author.

CALDREW presents a proven business model that has been offered to tourists for
years. It provides kayaking equipment and arranges transportation so that tourists do not have
to worry about anything. At the same time, the owners provide advice on the choice of route
and equipment. The company’s website also has a guide on what to bring for a kayaking trip.
Most smaller kayak companies operate just like this, but they manage to stay in business
without innovating.

LUX-CARS, on the other hand, has a broader offer than CALDREW. Apart from
renting kayaks and transporting them, the company offers the possibility of using its own
restaurant and accommodation, which significantly widens the group of potential customers.
Also in the vicinity of Swornegacie, where the company operates, there are many other,
competing kayak rental companies. Combining different types of services also provides
broader marketing opportunities: guests spending time at the lake may want to have a meal at
the restaurant, which allows the company to inform them about the kayak rental services and
about organization of kayaking trips. The mechanism can work similarly when customers use
the accommodation services: they can be encouraged to use other services provided by the
company. This is an interesting solution, but the company’s information in the Central
Register of Business Activity indicates that it provides services in as many as 20 different
areas (it has 20 PKD codes??). That's a very broad spectrum for one business entity. Since the
company also sells cars and repairs motorcycles, its name was changed in 2019 (previous
name: F.H.U. “SLEDZIK” - meaning “herring”). This can indicate the success of a company
that is constantly expanding its services, or its difficulties when certain areas of the business
are not generating enough profit.

A certain innovation in the case of the Swedish company WETLANDI is the fact that
it has numerous picnic, bonfire, and barbecue sites and accommodation facilities - for tents
along the kayaking routes on the banks of the river and the lake, and on the islands. This is a
very tourist friendly solution. The company particularly emphasizes the fact that its
customers can feel like Robinson Crusoe when spending the night on their own island, which
at the same time will not be so difficult for them, because Wetlandi provides all the
equipment they will need.

The Irklakoji company has developed its kayaking offer in yet another direction, by
focusing on companies and their team-building trips. So far, more than 3,000 employees of

22 As of 23 April 2020.
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various companies have benefited from the company's services. Irklakoji has been operating
since 2006, so the events organized by the company are attended by 200 to 300 people a year
on average. Consequently, it can be said that the business idea is definitely working. At the
same time, offering most services with an experienced guide who brings Lithuanian history
and culture closer to the tour participants can be considered a certain innovation. When
reading the customers’ opinions, one can notice that it is the charismatic and knowledgeable
guide that the participants of the trips remember the most and with quite a lot of affection.

Almost each of the analysed companies has room for innovation. An innovation in
the kayaking services offered by the analysed companies was the creation of an original
tourist product, e.g. combining a kayaking trip with a cycling trip (as offered by Irklakoji)
and allowing the tourist to feel like a conqueror of a virgin island in the south of Europe
(such an offer was put forward by Wetlandi). At the same time, it should be noted that
unfortunately most kayaking service companies prefer to carry out only the core business of
renting kayaks and transporting their customers.

4.3 Perception of the offer by tourists - opinions based on tourists’
experience of trips

CALDREW’s offer is enjoys positive opinions of the tourists who have used its
services. Interest in kayaking in this region is not waning. The river Parseta, on which the
company most often provides its services, is more and more promoted by local and regional
authorities, which benefits the kayaking services industry. The owners, according to reports
from tourists, try to create a friendly family atmosphere when providing their services.
Customers emphasize how helpful it is when the service providers know the routes, but also
things in their surroundings, such as hotels and restaurants.

“I recommend this company all anyone would like to spend a nice and active time in the
nature. The owners are (...) a married couple who are able to organize a short, recreational
kayaking trip for a family with toddlers, as well as a comprehensive service for a large
group. Professional, on time, reasonably priced, and with good equipment” - an opinion of
user Rob Stan added via Google.

“Passion for kayaking is a company of people with passion. They helped us find a hotel. They
brought us to the place. They brought us back. They took care of everything. The kayaks are
comfortable and easy to manoeuvre. The route they suggested was fantastic. The owners are
open to respond fo our needs. We recommend their services” - an opinion of Jakub L. also
added via Google.

Sometimes, however, the opinions are negative, mainly due to the long time the customers
had to wait until they were picked up after the kayaking trip, as well as dirty kayaks and life
jackets.

“What can | say about the company? The driver was a half an hour late at the designated
kayak delivery location. What happened? He combined the two groups without informing us
as the group that had to wait. What the situation at the site? The kayaks are dirty, the water
poured out of some at the site, the life jackets smelled musty. There was no information on his
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part about the fork in the river, which caused the group to waste time (...)”" - an opinion of a
user signed as Pawet H. on Google.pl.

LUX-CARS also enjoys a good opinion among customers and most of them
appreciate the possibility to take advantage of many services offered by one company.
Customers appreciate the speed of service, the assistance in route selection, the
comprehensive knowledge of the staff, the reasonable prices, and the good and new
equipment.

“Adam (...) chose the perfect route for us to go kayaking, he also took care of us after the trip
- when we had no way to get to other attractions. He was very helpful and hassle-free - he
provides a comprehensive service.” - an opinion by Adrianna G. added via Google.

Anna J., also via Google, wrote: “Renting of the kayaks went quickly and efficiently. So did
the transport. A reliable and thorough gentleman gave us a lot of advice. On the second day
we returned to this gentleman for the bikes, which were in a very good condition. This
company is highly recommended.”

Also in the case of this company, now and then there are negative opinions that concern
waiting for too long for arrival of the kayaks or their pickup. On Google there is a review by
Kacper K. who stated that “(...) The kayaks were not delivered on time (...). He misestimated
the length of the kayaking route.”

The Swedish company Wetlandi provides a high-quality service, so the interest in the

company's services is high. Customers highly praise the friendliness of the staff and their
openness to any ideas of the tourists. At the same time, the company is in a very good
location. Lake Ivo is popular among Swedes and foreigners. The company’s office is near a
bus stop and the company's website has instructions on how to get there using public
transportation. This is a very good solution for people from nearby towns and cities, and for
tourists who are staying in larger towns and cities and do not want to rent a car or order a
taxi. In their revies, Satisfied tourists usually mention the extremely friendly and helpful
staff, the professional equipment, and the interesting offer. An example is the opinion of
Martino A. posted on Google (original spelling):
“Lotta the woman who rented us the camping kit and the canoe (...) instructed us about all
the available spots, where to sleep, how to respect nature. We went on April and it was empty
so we enjoyed a lot to be alone and have a wild experience. | highly recommend wetlandi for
their prices and the different option they offer. Looking forward to come again.”

The Lithuanian company also does not deviate from the standards set by other
companies. Tourists are pleased with the extraordinary leisure activities that Irklakoji offers.
They are happy to use the services of a guide and supplement their trips with interesting
activities, still unknown in some countries, such as blokarting and paddle boarding. The
Lithuanian coast has more and more to offer, the accommodation and service facilities are
developing, which means that more and more tourists will come there. Another advantage for
the company is that more and more people want to spend their free time in nature, away from
crowds, street vendors, and noise. The Curonian Spit definitely provides more tranquillity
than the crowded beaches in Poland’s Tricity. The charm of this place, as tourists say, is
enhanced by the climate of Lithuanian culinary traditions, expressed among others by small
stands with fresh fish. Most importantly, customers confirm that the company’s staff can

'a

ﬂ r- BALTIC Ll ﬁ
dreams iiterreg e U

HERITAGE ROUTES l South Baltic EUROPEAN UNION UNIVERSITY OF GDANSK



55

make sure that no one is bored. The services are original, well thought out, and well timed.
Tourists have the most positive memories of their instructors and guides, which shows how
important the human aspect is in this type of service. This is confirmed, among others, by the
words of Lasma C. posted on the company's Facebook profile.

“l suggest to everyone who is near Klaipeda to try the offer of this company! A very helpful
team, no communication problems, (...) all details worked out to the last minute.”

The reception of the kayaking offer by tourists is usually positive. The companies manage to

satisfy their customers by providing high-quality services and interest in kayaking is growing.

4.4. Relations with tourists

All kayaking service companies should make it their priority to maintain proper
contacts with their customers. After all, their positive reviews encourage more tourists. In the
age of the Internet, when customers can add reviews themselves on many websites and
forums, companies should be particularly careful about the level of customer satisfaction. For
the purpose of the study, an analysis was carried out of the most popular websites that enable
adding reviews and rating companies from various industries. Figure 1 shows the number of
online comments and reviews of each company.

Diagram 1. The number of reviews of selected companies on individual websites as of 27
July 2020
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Source: prepared by the author.

LUX-CARS had the largest number of reviews on Google in July 2020. However, it is the
Swedish company Wetlandi that has the largest number of ratings with a total of 137 ratings
and comments concerning its services. Figure 2 compares the average score obtained by each
company on Google and Facebook.
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Diagram 2. The average scores of selected companies on Google.pl
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Source: prepared by the author

The Lithuanian company Irklakojis stands out with the highest average score, but its
average was determined based on just 2 ratings on Google and 13 on Facebook.
CALDREW's higher score on Google is also due to the small number of reviews. It should be
noted that this company has the largest difference between its ratings on Google and on
Facebook. CALDREW has only two reviews on its Facebook account and both are 3.0. The
small number of opinions can therefore work both to the advantage and the disadvantage of
the companies. Wetlandi has the largest number of ratings above 4.0. This is a very good
result, which indicates that most of the company’s customers are satisfied. CALDREW's
relations with tourists are kept at a relatively good level. The company is first contacted by
the customers who, wishing to use its service, may do this by e-mail or telephone and talk
directly with the owner. The scope of the service is then discussed. The final step is for both
parties to arrive at the agreed starting point of the kayaking trip. The company requires a
deposit of 30% of the booking value before the service is provided.

As seen in the diagrams above, LUX-CARS enjoys good customers’ opinions. The
company responds to each and every comment posted online - thanking for the kind words
and, in case of negative opinions, explaining what caused the inconvenience or simply
admitting a mistake and apologizing. This is the right attitude and definitely improves the
perception of the company and its services. At the same time, LUX-CARS collects reviews
on its website; these include a review in German, which means that the company is also
prepared to serve foreign tourists. Its other services - a restaurant and accommodation - are
also positively reviewed. For example, the restaurant has nearly 500 reviews on Google with
an average rating of 4.4. Customers appreciate its location right on the lake, its quick service,
quality food, and polite staff. The contacts with potential customers are similar to those of
CALDREW. A person interested in the company’s services contacts the company by e-mail
or phone, or by sending a request through the website, where a special form is used to book a
service online. In the case of team-building events and weekend getaways, contacts with the
customers are much more intense, which requires meeting all their requirements.

The Swedish company Wetlandi is another example of a company with very positive
customer relations. Figure 3 shows the percentage distribution of TripAdvisor ratings
received by the company as of 27 July 2020
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Diagram 3. TripAdvisor ratings for Wetlandi (as of 27 July 2020)
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Source: prepared by the author.

On TripAdvisor, the services of Wetlandi were rated by 42 customers and,
interestingly, there was not a single negative comment (35 people rated the services as
“excellent” and the remaining 7 as “very good”). On both Google and TripAdvisor, Wetlandi
responds to reviews and actively participates in communication with happy tourists. Contacts
with customers are similar to those of the two companies described earlier. The company’s
services can be booked online, by phone, or by email. Wetlandi requires a deposit of 30% of
the total rental fee upon booking.

The Lithuanian company Irklakojis, on the other hand, has a very interesting
Facebook page, with many livestream events. However, unfortunately the company does not
have many ratings on Facebook - only 13 reviews, with an average score of 5.0. The
company has even fewer (only two) reviews on Google, but both gave it the maximum
number of stars. There are also twelve Irklakojis reviews on TripAdvisor, where all reviewers
rated the company as excellent. The company also responds to comments on its profiles,
especially on TripAdvisor.

The companies described here have adopted the right customer relations strategies.
They usually respond to comments and, when necessary, make a public apology. By doing
so, the companies show their professionalism and a “human face” and demonstrate their
ability to admit being wrong. Sometimes things do not work out, but they strive to achieve
the highest level of satisfaction of their customers and thank everyone for their comments. At
the same time, it is important to learn from the negative comments and, in the case of
kayaking services, to take special care to ensure that the customers do not wait for the driver
who was supposed to pick them up. Social media and the websites on which virtually any
customer can share a review demand a great deal of attention from the tourism industry.
Every company should take care of its online reputation and keep it in mind when dealing
directly with customers.

4.5. Segmentation of tourists
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Kayaking is an activity that attracts families with children, young people and seniors,
enthusiasts of active recreation, and beginner and advanced kayakers alike. Kayaking service
companies emphasize that diversity among their customers. They serve groups, but also
individuals and couples. This is, of course, an advantage for the business owners and an
opportunity to attract a larger customer base. The environmental aspect, which has been so
important recently, also speaks in favour of kayaking. Just spending time in a kayak or
spending the night in a tent usually does not involve any actions with negative impact on the
environment, of course assuming that tourists clean up after themselves. The transportation
that the companies provide is carried out with vehicles that can transport groups of people at
a time. Kayaking trips can also be an interesting venture for schools and for companies that
organize team building vents for their employees.

The Polish company LUX-CARS has cleverly expanded its customer base by providing
accommodation services and running a restaurant near a lake. Kayaking can actually be of
interest to all customers crossing the threshold of the restaurant, or using the accommodation.
Wetlandi has done the same and has come out to meet the needs of those interested in
angling. While selling fishing tackle and permits, they can also encourage the use of its
recreational bases on islands or on the riverside, for which it charges additional fees.

4.6. Distribution channels used

Companies that provide kayaking services usually use direct distribution channels,
without the help of any middlemen in the form of travel agencies. They work with a small
number of entities that only pass on the contact details of a particular company if a customer
shows interest in this type of activity. Therefore, the companies need to take care of their
social media pages and websites - to encourage potential customers to contact them directly
and use the services. Table 3 shows the channels used by the selected companies to
disseminate their offers.

Table 3. The channels used to distribute and disseminate the offers of the selected kayaking
service companies.

isribution Accommodations/restaurants
chan ) . Website Facebook YouTube
in the vicinity
Company
YES, the offer is available at YES, it is 782 likes,
CALDREW accommodation facilities clear and photos from None
and restaurants simple trips
YES, the offer is available at YES, it is ]
the company’s rofessional 872 likes,
LUX-CARS pany’s P . photos from None
accommodation facilities and available rins
and restaurant in 3 languages P
WETLANDI Yeah, Humletorkans Hostel YES an 922 likes, None
original, photos from
~
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stylized trips

treasure map,
available in 2

languages

YES, itis 1,917 likes,

Clear, videos and Several
IRKLAKQOJIS Yeah, probably professional photos from | videos are

and available | trips, creation | available
in 2 languages of events

Source: prepared by the author.

For CALDREW, the offer is available at nearby hotels, motels, and guesthouses. The
company often provides services to local schools and businesses. CALDREW’s marketing is
not very engaging: the company has a good-looking website and a Facebook page with
numerous photos from various kayak routes. The company has created a well-selected,
recognizable slogan for its business: “Kayaking Passion.” Word-of-mouth marketing plays a
big role in the operations of this company. People who have used its services are likely to
recommend the company and its services by sharing their memories of their kayaking trips..

On the other hand, in the case of the second Polish company, LUX-CARS, it must be
said that its marketing is much more advanced. Its website looks professional and colourful,
with all the necessary information and lots of pictures. It also has an in English and German
language version. It contains a guide for beginner kayakers, which contains information on
what things to take on a kayaking trip, how to dress, etc. Links to the company's other
services - the restaurants and the accommodation facility - are visible on the website. These
three areas have been deliberately combined so that the customers notice the broader
possibilities of the offer. The same is true for the company’s social media activity. Although
the restaurant and the kayaking services have separate Facebook profiles, it is very common
for posts to be shared on each of the two profiles. At the same time, one can also notice the
seasonality of content posting on the company's websites - the last post is from June 20109.
Most publications are posted at the beginning of the season, in May and June. Word-of-
mouth marketing is also very important in this case, and the large number of reviews about
the company makes it credible and definitely encourages people to use its services.

The Swedish company Wetlandi also promotes itself on social media. It regularly
posts materials related to its offer on its Facebook profile. The materials contain nice
pictures, interesting photos of kayaks, and films from expeditions with happy customers. The
company has an original website with all the necessary information. At the same time,
Wetlandi cooperates with other companies in the area, such as hostels and youth hostels,
which also broadens the possibilities and enables promotion of its services.

Like the other companies, the Lithuanian company Irklakojis relies on social media
and a professional, colourful website. The company definitely stands out due to the number
of videos from trips posted on both YouTube and Facebook. The company probably works
with local accommodations facilities, but there is no official information to that effect posted
anywhere. Certainly Irklakojis advertises its team building event offer to larger companies.
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In conclusion, it can be said that all the kayaking service companies discussed herein rely on
online presence. They pay a lot of attention to their websites and social media profiles. They
do not need any intermediaries to develop their business and they attract customers mainly
through word-of-mouth marketing, i.e. referrals from people who have already used their
services, and through high online visibility.

4.7. Operational elements of the business models

The operational elements of running a kayak business are (with some exceptions)
common to the entire industry. Therefore, the following characteristics of the requirements
concerning cooperation, the necessary resources, and the key activities have been prepared in
a general manner. The cost and revenue calculation of a kayaking service company is
presented similarly. The issues presented apply to all companies that offer kayaking services,
as the equipment, the contacts with customers, and the logistical aspects are important in of
them each. However, one should keep in mind that each company, due to its different
location, different nature in its surroundings, or just the original idea of the owner, may need
additional resources, have higher requirements for entering into partnerships, undertake a
larger number of activities.

4.8. Cooperation with partners

When analysing the aspect of cooperation in the kayaking business model, one can
notice a dominant tendency to establish permanent cooperation with hotels. At the same time,
it is worthwhile to have good relations with the promotion departments of local authorities,
which are present at various fairs and tourist events and can certainly recommend kayaking
trips and other activities available in their region to tourists. This option is used by all the
companies analysed herein. The table below shows a comparison of the attitudes of the
individual companies towards cooperation with other entities.

Table 4. A comparison of the cooperation of the kayaking service companies with business
partners

Cooperating
. . . N Local
ntities | Hotel services Catering Camping sites ..
authorities
Company
none in the offer,
CALDREW YES probably local have thel_r own YES
restaurants are campsites
recommended
the company the company
rovides caterin offers its own
LUX-CARS | YES, probably | > oV " _ YES
services from its accommodation
own restaurant services
Wetlandi YES cooperation with | the company has YES
N- >
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Humletorkans | the Humletorkans | its own camping
Hostel Hostel sites
the company
Irklakojis YES, probably | provides beverages | YES, probably YES
and snacks

Source: prepared by the author.

CALDREW works with local accommodation facilities and possibly camping sites.
However, this cooperation consists only in recommending each other's services. The
company does not provide food and does not officially cooperate with any of the local
restaurants. The second Polish company, LUX-CARS, may cooperate with other companies,
but at the same time the company itself runs a restaurant, and offers accommodation services
in a hotel and at camping sites. It is therefore a major competitor to the nearby companies. By
having access to customers from its premises, the company secures more interest in kayaking
services and does not need partners. The Swedish company, like CALDREW, cooperates
with accommodation facilities. On its website, it specifically recommends the Humletorkans
Hostel to customers who use its services. In the case of Irklakojis, one can also see that the
company cooperates with local hotels. The company usually organizes short trips, during
which it provides beverages and snacks included in the price of the trip. Irklakojis also has
permanent partners for which it organizes annual team building events.

An analysis of the above companies indicates a tendency towards a high degree of
self-reliance among companies that offer kayaking services. Companies usually limit
themselves to cooperation with local authorities, which care about developing local tourism
and thus support companies from this sector. At the same time, cooperation with
accommodation facilities is evident. Some of the companies described herein have their own
rooms to rent or camping sites, which seems to be a good additional element of their offer to
tourists. The rest of the companies probably cooperate with nearby hotels, hostels, or
guesthouses by recommending each other’s services. This is a natural relationship, because
customers who rent kayaks for example for a 2-day trip probably also need accommodation
and are more likely to use a place that has been recommended to them. This mechanism
works the other direction as well. A person booking a room in an area is likely to be
interested in the surrounding tourism and the attractions available there.

4.9 Resources required

The first and most important resource of kayaking service companies is the kayaking
base, which is often combined with a camping site. The success of a kayaking service
company is largely determined by its location on the banks of a river or lake and the access of
its site is from the land. A kayaking base is usually the place where a kayaking trip starts or
ends. A key resource for each company is equipment, specifically kayaks and life jackets.
They should be of the right quality and size, and need to be cleaned and maintained regularly.
Another key resource is vehicles to transport the company's customers and trailers for the
kayaks. The interior of the vehicles should also be well maintained.
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A very important resource is the competence of the employees and the business
owners, especially in selling services. The first contact with the customer is extremely
important. Observations show that in the case of an interested customer, his or her interest in
the offer must be maintained and comprehensive information must be provided. The person
charged with the task of contacting potential customers should be polite and, most
importantly, experienced in kayaking trips on the recommended routes. His or her knowledge
is one of the success factors in the sale of the service. Other customer service staff (e.g.
drivers) also need to show a sense of humour and courtesy on a daily basis so that even the
most impatient customers feel properly served. If guides or instructors are hired (as for
example by the Lithuanian company Irklakojis), special care must be taken. With charismatic
and smart guides, the company can gain a lot, as described in the earlier parts of the [a[er, but
if the wrong person is chosen, this can cause a lot of harm.

4.10 Key activities

The key activities of companies that provide kayak rental services and organize
kayaking trips are to provide appropriate equipment (kayaks, paddles, life jackets) that is
suitable for the conditions prevailing on the local bodies of water and to maintain its high
quality and keep it clean. Another important activity is proper planning of transportation.
Customers must not wait too long to be picked up at the end of the kayaking trip because they
become frustrated. It is therefore important not to accept too many groups at the same time
and to estimate realistically the times when groups or individual customers can finish their
kayaking trips. It is also important to earn good opinions from customers, as such customers
will recommend the company’s services to others in the future.

4.11 Cost and revenue simulation

Below are the average costs associated with setting up a kayak rental and its first
month of operation, followed by the potential monthly revenue from the business. It is
estimated that it takes at least 2 years to have a return on the investment in starting a
kayaking service company. This simulation concerns a rental company located in Poland.
Setting up such a company is not complicated. All one has to do is register the company. No
additional licenses are required. However, before starting the company, it is necessary to
think about the location. People who already own plots of land or houses by a lake, river, or
sea are in a better position. Those who are not in such an advantageous situation are forced to
buy such land or lease it. All that is necessary is a small fenced plot of land with a shed to
keep kayaks and life vests. It is important to remember not to choose locations where there
are many other kayak rental companies, because, due to their established reputation, they will
attract the most customers. It is also a good idea to make sure that company's site and the
place where the kayaking trip starts can be reached by car and that there are safe parking
spaces there. Alternatively, the company should have its own parking lot and provide a
shuttle service for customers to the kayaking trip start location.The following calculation
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does not take into account the purchase of land and it is assumed that the person setting up
the rental already owns land at a lake or river.

It is assumed that at the beginning of the activity, 15 kayaks, 35 paddles, 30 life
jackets in different sizes (for adults and children), and additional equipment such as
waterproof bags or covers will be purchased. These are the optimum numbers to start a
business. It is best to invest in new equipment that comes with a warranty and service.
Because kayaks are the company’s showcase, their high quality must be ensured. Later on,
the quantity of equipment can be increased, as this will make it possible to serve larger
groups and to broaden the offer by, for example, organizing team building kayaking trips, and
renting pedal boats or other equipment related to water recreation activities. Initially, a small
rental company does not require setting up an office and employing additional people -
customers can be served and informed by the owner, which is usually the case with small
companies of this type. However, a driver may be hired to transport kayaks and customers,
which will definitely affect the time and timeliness of the service and contribute to better
reputation of the company. It is assumed that services would initially be provided on two
nearby rivers. The routes would be 18 and 12 kilometres long. This data is necessary to
calculate the average monthly costs and revenues.

Table 5. A simulation of the cost of setting up and running a kayak rental company.

Item Quantity Cost (PLN)
Kayaks 15 25,500
Paddles 35 5,250
Life jackets 30 2,400
Kayak trailer 1 7,000
Watertight bags 10 500
Bus to transport customers 1 35,000
Equipment for the customer service person (laptop 1 3,500
+ phone + subscription)
Monthly salary for the driver + phone + 1 3,400
subscription
Fuel 120 km * PLN 0.8 2,400
*30
Promotion (Facebook ads, flyers, website) X 3,500
TOTAL 88,450

Source: prepared by the author; 1 USD = 3.88 PLN, 1 EUR =4.61 PLN, 23 March 2021.
Table 6. Simulation of the monthly revenue of a kayak rental company.

Item Quantity Revenue
(PLN)
Kayak and equipment rental 8 * PLN 35 * 30 8,400
Transport 100 km * PLN 1.5 8,100
*30
Watertight bag rental 4*PLN 10 * 30 1,200
~ * *
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TOTAL 17,700

Source: prepared by the author.

After the first month, the costs drop to approximately PLN 7,000 per month. The annual cost
is approximately PLN 124,000 (services are provided for 6 months a year, including
electricity consumption, telephone subscription fees, etc.). The revenue, on the other hand
amounts to PLN 106,200, which means that on average profits are achieved during the
second season of operation, assuming that the interest in kayaking does not decline (e.g. as a
result of bad reviews on the Internet). The simulation presented above refers to the core
business of a kayak rental company, which means that in subsequent years the company can
broaden its offer and activities, or, as it happened in the case of LUX-CARS, include catering
or accommodation in the scope of its services.

4.12. Main success factors of the analysed business model

To be successful in the kayaking services business, a company needs to focus on
high-quality equipment that is properly maintained and cleaned, on good organization, and on
creating and maintaining positive customer relations. When looking at the different
companies, one can notice that they mostly offer a variety of kayaks so as to attract the
widest possible range of customers. This is definitely the right strategy, which should be
complemented by a flexible attitude to customers' expectations. It is also a good idea to
estimate the maximum number of people that can be served at the same time, as the most
common complaint of the customers is that they had to wait to be picked up after the trip. The
company’s location is also important. The companies described herein have premises with
very favourable locations that are attractive due to the surrounding nature and the interesting
and varied water, bicycle, or hiking routes in their vicinity; as a result, despite intense
competition, the interest in their kayaking services does not diminish. One should also focus
on social media visibility and creating a graphically friendly website. A company that
regularly updates its profile is better perceived and strengthens its positive image. Nowadays,
it is the Internet where the largest numbers of customers can be attracted.
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5. Carried by the wind. Kite- and windsurfing business in the
South Baltic Region

5.1. The tourism service environment for kite- and windsurfing in the

South Baltic Region

The South Baltic Region covers the area of the Baltic Sea from its western part
including the Danish Straits to the line delimiting the northern maritime border of Lithuania
and the northern maritime border of the Swedish administrative unit (lan) Kalmar (including
the island Oland), as well as the land areas adjacent to this maritime area (Map 1). The area
does not include the Copenhagen Metropolitan Region but includes most of the island of
Zealand, the island of Bornholm, the smaller Danish islands south of Zealand, the coastal
districts of the German land of Mecklenburg-Vorpommern, the entire Polish Western
Pomeranian and Pomeranian Provinces and the Elblag sub-region, the Lithuanian sub-regions
Klaipeda, Telse, and Taurage, and the Swedish regions (lan) of Skéne, Blekinge, Kalmar, and
Krononsberg.

Map 1. The area of the South Baltic Region according to the South Baltic Interreg
Programme
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Source:"https://southbaltic.eu/eligible-area

The climate in both the sea and land areas is the temperate maritime climate, and the
further east and deeper inland, the greater the influence of the temperate continental climate.
From the point of view of possibility to practice water sports, important factors are the
temperature of both air and water, and the wind conditions. During the period from late May
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to mid-October, the temperature of water and air is moderate and exceeds 10-12 degrees
Celsius in spring and autumn, and reaches or slightly exceed 20 degrees Celsius in the middle
of summer. The air temperature is generally a few degrees higher during this period. The
typical range of conditions in the first few months after the cool period in May and June are
shown in the sample maps below for those periods. Water sports such as kite- and
windsurfing require the use of wetsuits regardless of the season.

Maps 2. Surface temperatures of the Baltic Sea in selected months (example data)
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The South Baltic region is characterised by a high variability of weather from year to
year and often hot years are followed by colder ones. Waves in the southern part of the Baltic
Sea are fairly moderate and rarely exceed 2 metres in height. The coasts of the region are
predominantly sandy along the southern coastline and skerry along the northern coastline
(Scandinavian Peninsula), although longer or shorter stretches of sandy coasts are present
there as well. On the south coast there are also cliffs, of which the most famous chalk cliffs
on the island of Riigen (Germany) and Mons (Denmark). For the most part, the region's
coasts are characterised by gentle slopes towards the sea and small depths in the immediate
vicinity of the shores. Much of the southern coastline is shallow, which is very conducive to
kite- and windsurfing training. Such areas are also quite common on the Danish and Swedish
coasts. Characteristic of the South Baltic region are lagoons and lakes cut off by spits, which
offer good opportunities for practicing water sports even during rare storms.

The coastal areas are only marginally urbanised and the vast majority of coasts are in
almost natural conditions. Apart from relatively short stretches, the vast majority of the
coastline area is free from mass tourism, and if it occurs, it covers only the months of July
and August. At the same time, summer is the period of slightly worse winds conditions for
kite- and windsurfing in comparison with the periods of May-June and September-October.
The South Baltic region is characterised by unique landscapes: the coasts are mainly covered
by pine or mixed forests, there are several groups of high dunes, white sandy beaches, and
low-rise buildings covering most of the coast. In the vicinity, there are cultural centres that
include large and medium-size cities. The South Baltic region is characterised by a compact
size: the distance from the Lithuanian coast to the Danish coast is about 500 km and the
distances between the Swedish and the German and Polish coasts range from a few dozen
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kilometres to a maximum of 200 km. The area so described makes it possible, if the wind
conditions allow, to practice Kite- and windsurfing for 5 to 6 months a year, i.e. from May to
October. [Several publications can be cited and the weakness of the description of weather
and climate conditions for water sports can be pointed at, https://www.kite-and-windsurfing-

guide.com/en]

5.2. The value proposition to customers

Kite- and windsurfing services are offered in the South Baltic region. Most often, the
places where these services are offered are located close to parts of the coast characterised by
good wind conditions, gentle slopes, shallow water, and flat water. The services offered
include kite- and windsurfing training and education for both adults and youth. In addition,
rental services for sports equipment (kites and surfboards) and personal use equipment, such
as wetsuits and accompanying accessories, are offered. A specific type of services is summer
kite- and windsurfing camps, intended for persons of different age groups. The training
services are accompanied by the offer of training instructors, who usually look after either
individual trainees or small groups (e.g. up to four people). Training and equipment rental
services are also accompanied by accommodation and (less frequently) catering and leisure
services outside the water (e.g. land trips, cycling, etc.). In 2019, in the South Baltic Region,
usually at each location convenient for kite- and windsurfing, the services were offered by 1-
2 providers, and at popular locations there were more providers (3-8). Most of them were sole
proprietorships or small companies. The operation of service providers was seasonal,
covering the period from late spring to early autumn, usually 4-5 months per year. The most
common way of reaching out to customers was through online sales and selling services
based on referrals from tourists.

Based on a review of the offers presented online in 2018 and 2019, it was possible to
compile a list of offers for kite- and windsurfing services.

Table 1. Kite- and windsurfing services in the South Baltic Region (2018-2019)

COMPANY’S TYPE OF SERVICE AND WEBSITE

NAME AND

COUNTRY

1. A website that offers various services related to kitesurfing and
Kitesurfingszczecin, | windsurfing training, as well as equipment rental and repair,

PL, DE including classes at Polish and German sites located near the border.

Likely the first cross-border service: http://Kitetrips.pl/

2. Ruegen-Kite, DE | The company offers kitesurfing and windsurfing lessons, equipment
rental, and accommodation, including budget
accommodation:https://www.ruegen-kite.de/

3. Kite Schule, A training unit that also operates equipment rentals in Lubmin,
Lubmin, DE Germany:
http://www.kiteschule-lubmin.de/
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4. Supremesurf, DE

A windsurfing and kitesurfing school in Rostock, which also offers
equipment rentals:
https://www.supremesurf.de/

5. Beach 23, DE

A surf school with an equipment rental: Rostock
https://www.beach23.de/kitesurfen/

6. Gobornholm.dk,
DK

A website that supports windsurfers and kite surfers with training,
bike tours, water sports, and accommodation on Bornholm:
https://gobornholm.com/

7. EastWind, DK

A surf school and equipment rental on Bornholm:
http://eastwind.dk/

8. WesurfMalmo, SE

A surf school and equipment rental in Malmo:
http://www.wesurfmalmo.se/

9. IKO Center, SE

Located at HaboL jung in Malmg, it is a training centre for
kitesurfers and a part of an international organisation:
https://www.ikointl.com/blog/kitesurfing-sweden-best-time-Kite-
sweden

10. Olandsurfers, SE

A surf school on the Oland Island: https://olandkitesurfers.se/

11.Haga Park
Surfcenter, SE

A campsite and a convenient place for kite- and windsurfing; it
cooperates with Olandsurfers in running wind- and kitesurfing
training:
https://www.hagapark.se/en/haga-park/wind-and-kitesurfing/

12. Kaitavimas, LT

A company that offers surfing courses in Palanga, Sveté, Nida,
Juodkranté, Svencelé, and Dreverna:
http://www.kaitavimas.lt/en/kaitavimo-mokykla/

13. Kite School, LT

A surf school and equipment rental in Palanga:

Palanga https://www.facebook.com/kiteschool.palanga/
14. Rewasurf, PL A surf school and equipment rental in Rewa: http://rewasurf.pl/
15. Aloha.pl, PL A surf school and equipment rental in Rewa: http://www.aloha.pl/

16. Surfstacja, PL

A kitesurfing and water sports school and equipment rental in Rewa:
http://www.surfstacja.pl/

17. Kiteacademy, PL

A school that runs kitesurfing and windsurfing courses in Rewa,
Chatlupy, and Jastarnia, in addition to renting equipment:
http://kiteacademy.pl

18. Kiteresort.pl, PL

A surf school and equipment rental. It also organises trips to
southern countries. It is located in Chatupy: http://www.Kkiteresort.pl/

19. Surfbrother, PL

A kite- and windsurfing training unit. It also runs an equipment
rental: http://surfbrother.com.pl/

20. Easy Surf, PL

A kitesurfing and windsurfing school and equipment rental in
Chatupy:
https://www.easy-surfcenter.pl/

21. Surf to fly, PL

A unit that organises certified IKO courses in Chatupy, Hel, and
Jastarnia:
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http://surftofly.com/kursy-kitesurfingu/

22. Kite Zone, PL A surf school for kitesurfers and windsurfers in Chatupy:
http://www.kitesurf.pl

23. Airman, PL A kitesurfing school, a store, and an equipment repair point, which
organises training courses in Leba:
http://airman.pl/

24. Silesian School of | A windsurfing school which has outlets in L.eba and Kuznica on the
Windsurfing, PL Baltic Sea:
http://maxsurf.pl/pl

25. Balticsurf, PL A wind- and kitesurfing school, which has outlets in Dabki,
Dzwirzyno, and Glezno on the central Polish Baltic coast:
http://balticsurf.pl/

26. Alewieje, PL A water sports centre located in Koszalin on a small lake Wodna
Dolina. It runs windsurfing and kitesurfing courses. This is the first
centre with artificial wind: http://alewieje.pl/

27.J0OT2, PL A windsurfing school and hostel in Dabki:
http://jot2.com.pl/

Source: prepared by the author.

Of the 27 companies operating in 2018, as many as 15 were located in Poland, 2 in
Denmark, 2 in Lithuania, 4 in Germany, and 4 in Sweden. The vast majority of the
companies offered training services for both kite- and windsurfing. The wind requirements
for windsurfing are less stringent than those for kitesurfing and this results in a potentially
wider range of services. On the other hand, surfers who have learned kitesurfing generally do
not want to go back to windsurfing as a sport and recreation that gives less extreme
experience. Many of the companies offered windsurfing training also for children (which was
not the case when it comes to kitesurfing). According to the companies’ owners, this was due
to the fact that controlling a board with a sail is easier for less experienced persons than
controlling a board and a kite. In several cases, training services were offered together with
accommodation services at campsites, hostels, or cottages. As a rule, either the training
company offered to book accommodation or the campsite offered access to training services.
In one location (Rewa) there is a hotel which advertises itself as a surfer base and its vicinity
there are several companies that offer various services, both training and equipment rental.

Although almost all of the service providers offered assistance in organising
accommodation and leisure activities, only in two cases these elements were included in the
business model (Gobornholm and Easy Surf Chatupy). The prevailing business model was
based on training.

5.3. The ways to make money in a typical surfing business

The typical way to make money from training is to charge for time. The fee charged
for the training time also includes equipment rental. Reugen-Kite, one of the biggest
providers on the Riigen Island, offers a 4-hour course for beginners for EUR 99, an 8-hour
course for EUR 195 (usually done in 2-3 days), a 5-day 20-hour course for EUR 329. These
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courses are conducted in the German language. A course in English is more expensive. In
addition to the typical training units, there may be other more specific ones. The costs of
windsurfing services are lower and the courses are shorter. The equipment rental service
includes rental of a board and a kite and, if the surfer does not have his own wetsuit, also
personal equipment. The cost of renting equipment is very rarely quoted, but it is not low, as
it encourages purchasing and owning personal equipment. According to the Polish rental
company easy-sufercenter.pl, the cost of renting a board and a kite per day is PLN 300, the
cost of renting a wetsuit and a harness is an additional PLN 60 per day. In Poland, the cost of
renting the equipment corresponds to the cost of a course lasting for the same number of
days.

Often the surf school is linked to a dedicated surf shop where participants can
purchase equipment with advice from instructors. This combination can be seen in the case of
Supremesurf.de, which offers courses on the same website but also has an online shop where
it offers equipment for surfers. Those who have taken a course can expect a discount.
Because the cost of equipment and personal gear is significant, especially for young people,
many people buy used equipment. If the store is owned by the training company, the entire
margin from the sales goes to the company. If the shop is owned by another company, a
commission is charged from the seller to the training company. It is worth noting that the
price of a new surfboard ranges from just under one thousand euros to almost two thousand
and the price of a kite is usually fifty percent higher than the price of a board. The price of a
kite depends on several factors, including the size. One can assign a certain Kite size to a
certain weight, but experienced surfers often buy additional kites to have equipment that is
better suited to changing wind conditions. It should be mentioned that surf shops often also
act as used equipment brokers. An analysis of the relatively affordable cost of courses and the
cost of equipment shows that training drives demand in surf shops. There is a logic to
combining the training business with a store.

5.4. The ways to make money in an extended business

As mentioned earlier, kite- and windsurfing services can be expanded to include
additional components that significantly increase the earning potential. An interesting
example is the GoBorhnholm platform (a Danish website from Bornholm) and the Kitetrips
services offered by the Polish company from Szczecin. GoBornholm
(https://gobornholm.dk/) is an online platform dedicated to the island of Bornholm where one
can find and book accommodation and arrange various holiday activities, including kite- and
windsurfing classes. The website focuses on families or small groups of tourists.
GoBornholm was established in 2014. The platform earns money through commissions on
cottage rentals and organised overnight stays, as well as organised tourism activities. The
owner of the platform also runs the water sports company Eastwing whose services can also
be ordered through the platform. With an extensive network of local contacts, the
GoBornholm platform is able to provide potential tourists with a broad overview of possible
activities and accommodation on the island. The platform is tailored to different holiday
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preferences and allows one to book accommodation at campsites, holiday homes, and hotels,
wind- and kitesurfing services, and sea kayaking and bike hire services. The fact that
maintaining a business even with such a broad range of services is not easy is evidenced by
the fact that during the high season the owner of the website and of the Eastwing company
also runs a restaurant by the beach.

Another formula for expanding a business is offered by Kitetrips from Szczecin.
This company offers training, helps to choose equipment from its own shop, rents equipment
(at higher prices than in the Gulf of Gdansk), and offers logistic support in organising trips to
the neighbouring Mecklenburg and especially to the island of Riigen when the wind is weak
on the Polish coast and it is windy on Riigen. The company has also organised group trips to
Denmark and organised one winter trip to Brazil. Theoretically, it might seem that
broadening the service to include surfing trips to countries in Asia, Africa, or South America
IS quite a good way to overcome the problems associated with the short season at the Baltic
Sea, especially in winter. This concept is used by many companies, especially German ones,
but it involves some disadvantages. It usually takes some time to get to know the body of
water and the local environment, but the main problem is the lack of knowledge of local
companies providing surfing services. This leads to a situation in which the offer of local
companies is more competitive than that of European companies. Local companies often
encourage European instructors to work in the tropics during the winter season so that the
courses are conducted is in the language of the tourists. However, organising off-season trips
to tropical countries is not a silver bullet for companies in the South Baltic region.

A very interesting way of expanding a business is applied by Easy Surf from
Chatupy. Apart from courses, it offers regular camps for university students and children, as
well as summer play centres with water sports for children who have come to spend holidays
with their parents on the Hel Peninsula. The organisation of camps includes training,
accommodation, and catering services alike.

5.5. Customer values in customers' opinions

As a rule, the concept of customer value includes the offer along with the price,
which make up the utility values and additionally the emotional values. In the wind- and
kitesurfing business, concern for safety, clear instruction, psychological support needed by
the trainees when they have to make great efforts, and knowledge of surfing and good skills
are very important. It is best to read the customers’ reviews concerning the values provided
by the services. For this purpose, the tourist reviews sections of Google.com regarding the
surfing services in the South Baltic Region were used. It should be noted that Google
aggregates reviews from various rating sites and makes it possible to read them all in one
place. The best way to find recent opinions reviews is to use the Google maps functionality,
to locate the service providers, and then to browse the reviews section. With the benefit of
hindsight, one can unfortunately note that the role of tourists' opinions on TripAdvisor.com
has diminished, especially in Europe, and the website is practically dominated by the booking
functions at the expense of information. The quotations and excerpts presented in the table
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were selected from the reviews of tourists from the surf schools Easy Surf in Chatlupy,
Poland, and ZignstSurfschule, Germany. In several cases, the opinions of tourists who have
used the services of KiteStyle from Jastarnia, Poland, were also used. The first two schools
are the companies with the largest number of reviews in the South Baltic Region in their
respective countries. Characteristic reviews that are generalisations of frequently repeated
opinions are presented in the table.

Table 2. Customer values in the opinion of tourists using surfing services in the South
Baltic Region (based on google.com)

Scope of customer
values

Characteristic tourists’ (surfers’) opinions

Training

1. A bit of a push to make as many courses as possible, which made
it super crowded during the high season and lead to lack of
equipment of the right size.

2. ... classes with Christopher - an instructor who is very committed
and able to convey his knowledge in a very accessible way.

3. The instructors work with passion and professionalism, are able to
teach a lot, and are happy to answer questions after class time.

4. Every day at 10 AM we would go to the lagoon to practice, first
on site and then some theory, inflate the kite, unroll the bar, roll it
up, put on the wetsuits and get in the water ... around 12 PM Get out
of the water at the end around 4 PM ... pack up and then relax on the
loungers at the Surfbar.

5. Our kitesurfing course was well organised and everyone in the
water was treated individually so that everyone could relax and
celebrate a sense of achievement.

Base

1. The base is pleasant, there is a small relaxation area (it could be
bigger). The only downside is the cramped changing room and no
place to leave your private wetsuit or shoes to dry.

2. The school has good infrastructure and offers accommodation in
the immediate vicinity of its base.

3. The changing room is dirty and none of the celebrities working
here will use a broom.

4. This is not a surf camp in the true sense of the term, but a surf
school near the beach with an attached parking lot where you can
camp.

5. The wetsuits are not cleaned, but simply hung on a hanger after
use. Cleaning was not offered on request as there was no running
water.

6. There is only one communal shower in the container for all
campsite residents, which costs 50 cents to enter and then 1 euro to
use.
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Camps for
university students
and children

1. I attended a students’ camp. The days were filled with activity
from morning to evening. If the weather forecast was poor, time was
organised in other ways.

2. | tried surfing and wakeboarding for the first time during my stay
in Chatupy - | fell in love with these two sports...

3. My daughter is always happy and never has enough. She returns
to the camp every year and leaves it with a heartache.

4. The student camp option | participated in met my expectations. A
great option for people who want to start an adventure with water
sports (Kitesurfing, ...)

5. | attended a student camp and am 100% sure that | will do it
again. Great atmosphere, wonderful people, very highly skilled
instructors, and good quality equipment.

6. Super atmosphere, cool instructors, and time well filled. |
attended the students’ camp and would recommend it to anyone who
wants to try their hand at surfing.

7. Summer play centre. My daughter is very happy, she was eager to
participate in the activities.

Honesty
- fulfilment of the
customer promise

1. The classes are as long as they are supposed to, if the conditions
aren't right they don't force you to take a class, which I liked very
much. For unused hours, you get a voucher to use.

2. | chose the kite option, but when conditions weren't right we had
windsurfing and wake classes - great stuff because you can try...

3. You have to prepare the equipment for surfing yourself (under the
supervision of an instructor).

4. They do not push for classes when the wind is not suitable for the
trainee (too weak or too strong), they do not force you to get into
water when they know that the trainee will not get the maximum
benefit from the class.

5. All the instructors | have had classes with placed a strong
emphasis on the surfer’s safety.

6. The classes were held on time and were announced sufficiently in
advance.

7. Instructors care about our safety and respond quickly - I was in a
situation where a kitesurfer came too close and our kites crossed; the
instructor’s (Daniel) response was immediate and the situation was
safely resolved.

8. My daughter was afraid to finish the SUP course because of the
weather/waves. She was offered to repeat the course when the
weather gets better. Thanks so much for this!

9. On the day of the class, 40 minutes before the scheduled start of
the on-water practice, I was informed that the class was cancelled
because another student had already waited 2 hours for the wind (the
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student who could not practice got a voucher for extra hours).

Associated services | 1. Additionally, the Surfbar right next door is the perfect place for a
hearty breakfast, a delicious coffee, a great fish sandwich, or a
cocktail or two. With changing artists and concerts in the courtyard,
there's never a dull moment outside of surfing classes.

2. The affiliated surf shop offers a wide selection of surf equipment
and clothing with something for everyone to choose from.

Source: prepared by the author based on tourists’ reviews posted on Google.com

When analysing the tourists' comments on the training, one should pay attention to the
repeated opinions that emphasise the high professionalism of the instructors, the easy and
clear way in which they conveying knowledge and teach skills, their patience, and their
willingness to teach the trainees. The instructors are also able to motivate the course
participants in a positive way and to summarise their achievements. Overall, the opinions
about the quality of the training itself are very good.

Slightly more complex is the assessment of customer value, defined as a physical
base. This term means the actual location of the base, the water access, the equipment
storage, the changing room, the showers, and possibly other facilities used to conduct the
business. It seems obvious that the attractiveness of the base is determined by the natural
conditions, including wind conditions, as well as the organisation and maintenance of the
premises and the equipment. The opinions about the physical base given in Table 2 are
relatively critical, but surf schools are generally low-budget ventures and their owners often
cannot afford to make significant investments in building suitable facilities. On the other
hand, as a rule, the organisation of a surf base on the basis of a campsite solves many
organisational problems, but during the high season it may lead to crowding, which can be
seen on the Hel Peninsula or the Riigen Island. In this respect, assistance of e.g. municipal
authorities in providing such facilities as portable toilets, showers, or changing rooms would
be very helpful. In many cases, however, more care is needed to maintain the surf base.

The regularly organised surfing camps for both students and children received very
favourable reviews. The organisation of water entertainment activities, including surfing
classes for these groups not only created an unforgettable experience for them but also built a
genuine interest in practicing water sports. Another important innovation was organisation of
a summer play centre for children who came for the summer holiday with their parents but
who would be more willing to spend time among their peers, taking proper classes in water
sports. Organisation of camps for university students and children and summer play centres
for children provides a fairly regular source of income.

One of the customer values that were mentioned was integrity - fulfilling the promise
given to the customer. This is due to a specific way of selling services - via the Internet. The
main problem of this business in the South Baltic Region is weather instability in summer,
especially windless periods. This leads to a lot of demands on companies to compensate for
time that cannot be spent on hands-on training. Statements from course participants and
surfers indicate that the training units are trying to be quite transparent and offer alternate
entertainment or services when there is no wind. They also pay very close attention to the
safety of water activities.
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The opinions on the services accompanying surfing activities are rather average,
although more opinions in this regard are written by camp participants and less by surfing
course participants. Beach bars, live music, and evening barbecues are the most common
options.

In summary, it can be said that the value proposition of surfing businesses is very
concrete and offers measurable utility values expressed in new skills. This business also
offers great emotional value, which is largely contained in the customer relations, as
discussed in the next section.

5.6. Customer relations - the strong emotional value of the surfing business

Customer relations most often include communication during the sales process, the
way messages are formulated and conveyed, and post-sales activities. Customer relations in
the surfing business are quite unique. This is mainly due to the fact that the course
participants are usually people who live in inland towns and cities who often have to travel
several hundred kilometres by car or public transport to the coast, their time is limited, and
many of them also have a rather limited financial resources. Selling training services or surf
camps can in no way be compared to selling package holidays abroad, because one of the
most difficult elements of such services is weather instability. Consequently, theoretically, if
a family or a group of people come on holiday for e.g. two weeks, it is much more likely that
there will be five days of suitable weather for a basic kitesurfing course. If they only come
for a five-day course, the weather may prevent them from completing it.  Services are sold
online and the deciding factor in purchasing a service is the recommendation of friends and
acquaintances, and opinions about the courses and the offer, including the prices. Surfing
companies seem to offer similar prices and not try to compete with each other in terms of the
price level. On the other hand, there is a strong dependence on natural conditions and the
location of the surf sites. Surfers may prefer certain locations because of their preferences.
Therefore, the sales process concerns a rather uncertain product (weather), is done remotely
in a transparent and courteous manner, the surf companies' online presentations are generally
flawless, and the real state of affairs only becomes evident upon arrival. This situation makes
the success of a business greatly dependent on the work of its instructors and attendants. The
following table indicates the characteristic customers’ reviews concerning surfing companies.
Table 3. Customer relations in the opinion of tourists using surfing services in the South
Baltic Region (based on google.com)

Customer relations | Characteristic opinions

Atmosphere 1. Great atmosphere, the staff conducts every class with a smile on
their face.

Personal approach 1. | took a kite course with Eryk who is a really wonderful
instructor. He is super patient and caring, you can definitely tell he
loves what he does and it works great for him.

2. Super instructors, the week-long course was very enjoyable.

Commitment 1. Instructors who will teach even the most clumsy and panicky
person to surf. They show great patience with the student, you can
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trust them.

2. The boys and girls at the surf school are doing a great job.
Everyone is always motivated and creates a nice atmosphere. You
always feel welcome here and always get good knowledge, even far
beyond the course. You can certainly talk about enthusiasm and
passion for water sports.

Consumers’ 1. The staff could be more helpful.

complaints 2. This is a school with undoubtedly a huge number of instructors.
Some of them are quite unpleasant and pompous - they think of
themselves as US West Coast surfers, but unfortunately most are
posers. There are a few instructors who are cool and smiling, and
great - too bad they’re not the majority.

3. Super teachers, bad people (which unfortunately is the most
important thing), the rest is great, the centre, the location.

4. What pissed me off was that even 7-9 year olds carry their boards
in and out of the water, because the instructors won't help - I myself
helped a child I didn’t know.

Source: prepared by the author based on tourists’ reviews posted on Google.com

While the structure of the surfing business itself in the South Baltic Region is fraught
with a serious risk of weather instability, the relationship between customers and employees
is an important factor in building the emotional value of the surfing product. The participants
of courses, camps, or individual classes emphasise the personal approach of instructors to
students, great commitment, and a very good atmosphere during the training and courses.
Only one characteristic opinion was given in the table, but almost every opinion emphasised
the positive atmosphere present during the courses. The paradoxical lack of interpersonal
conflicts, which are so common in mass tourism centres and typical tourism activities, results
from the unique characteristics of surfing. Surfing is a passion and newcomers must prove to
themselves that they can overcome two elements: water and wind. On the other hand, typical
training units, which usually involve 4 or (less frequently) 3 hours of training in water, are
quite physically exhausting and this takes away from many trainees the desire to compete
with others once they get out of the water. Since it is the elements that are the enemy one has
to fight, even the tough instructors are the trainees’ allies. Those who have already achieved
proficiency are role models for those who are learning. Their experiences are an inspiration,
but they do not incite jealousy. Every surfer realises that it is his or her weakness that makes
it difficult to have a similar experience.

This paradoxical situation means that the surfing business is really about monetising
dreams based on passion. The vast majority of course participants learn only basic skills and
often find after the course that it is not the right sport for them. However, those who have the
right qualities and systematically improve their skills achieve proficiency in surfing. It is also
worth noting that unpractised skills are forgotten over time. This definition of the surfing
business indicates that emotional values are an important part of this business and the role of
instructors as the people who make those emotional values possible is crucial.

'a

ﬂ r- BALTIC Ll ﬁ
dreams iiterreg e U

HERITAGE ROUTES l South Baltic EUROPEAN UNION UNIVERSITY OF GDANSK




77

5.7. The segmentation method

Surfing companies target several segments:
The dominant segment - active people, including older young people and middle-aged people,
less often older people. These individuals are interested in acquiring new skills so that they
can pursue their passions.
The supplementary segment - people interested in spending their holidays and free time with
a group of peers while practicing water sports: surf camps and summer play centres are
organised for them.
The pioneer segment - still rather poorly formed - people who wish to participate in surfing
trips to more than one location. This segment has a much higher income, but is more difficult
and challenging.

5.8 The distribution channels used

As mentioned earlier, the main sales channels are the online and telephone channels,
as well as use of both these channels at the same time. The main driver of sales is the
testimonials of surfing course and camp participants, word-of-mouth referrals, but also
opinions about surf companies posted online. Surfing companies generally list their prices for
standard courses and camps, and for equipment rental services on their websites. The prices
for trips abroad are almost always calculated individually. In a lot of cases, persons interested
in the services call the business owners to get information about a course or a camp. A less
common distribution channel is the sale of surfing services through acquisitions made
through concierge services.

5.9 The operational elements of the business model

The operational elements of the business model? in this case study are discussed
using the example of the product of the company “By the Bay” from Gdynia, Poland, which
was the operator of the dream tour testing the developed Baltic Heritage Route in terms of
tourism combined with practicing water sports: Windsurfing Exploration. As part of the
verification of the model, the operator proposed to limit the scope of sea water sports to
kitesurfing as the most exciting part of the sea adventure tourismexperience. The trip was to
test three convenient kitesurfing sites in the South Baltic Region: Rewa in Poland, the island
of Riigen in Germany, and the Lomma Strand beach north of Malmé in Sweden. The trip was
organised in September and October 2018, which is outside the high season. The participants
of the testing trip were young and middle-aged people: university students, employees, small
business owners, and executives (8 people). The participants included both experienced
surfers and beginners.

3 Including the partners, the resources required, the key activities, and determination of the main revenue and
cost streams.
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5.9.1. The partners

The organisation of the trip required booking accommodation in three locations in Poland,
Germany, and Sweden, and purchasing accommodation as well as the services of surfing
companies in these locations. In this respect, local contacts and referrals from Polish surfing
operators were used. As a result, contacts were made with surfing services and
accommodation providers in three countries. It was agreed with the companies to pay for the
fully provided service (success fee), but in case of bad weather the local organiser could offer
alternative sporting activities. The operator of the trip also hired a previously known transport
company (coach transport) and purchased ferry transport and insurance for the participants.

5.9.2. The resources required

The operator, as an experienced travel company that organises trips for small groups of
tourists, based the trip plan on outsourced services, providing on its part the services of a
guide and organiser who accompanied the tourists. Because the success fee principle was
adopted for paying the surfing service providers, this gave great flexibility in the event of
adverse weather changes. The operator paid the advance payments for the services from its
own funds, although in some cases (accommodation) the required advance payments were
equal to the full price. The operator covered the cost of catering for the participants on an
ongoing basis according to their preferences.

5.9.3. The key activities

The operator's principal activities included:

- organisation of the trip (a detailed plan, contracting the services, support in the selection of
participants);

- leading the trip and ensuring that the planned activities take place;

- responding to participants' requests (e.g. choice of meals, type of restaurant, etc.);

- managing deviations (e.g. related to responding to unplanned changes in the weather by
having alternative activity concepts and purchasing alternative services); and

- observing the principal’s requirements regarding the quality of the services provided to the
trip participants.

Managing deviations from the trip plan

As in almost all surfing communities, there was a very good atmosphere during the trip. The
first few days of practice in Rewa went as planned due to good surfing weather. On the
Riigen Island, the conditions were difficult due to a strong and gusty wind. There was a
storm on the high seas. The activity was organised in the Riigen’s internal waters designated
by the local partner, thus avoiding the risks associated with storms. The next day, however,
was completely windless and rainy. The participants were offered a trip to the oceanarium in
Stralsund and swimming in an indoor water park. The weather on the Swedish coast was
cloudy and windless: the participants were offered a kayak trip around Malmé and racing on
electric go-karts. On the way back to the ferry, the participants visited the Swedish coast in
Skéne and Blekinge. The participants were very pleased with the trip, although the surfing
goals were achieved only partly.
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5.10. The income and expense streams

Influenced by the experience of the test surfing trip, the goals of this product were
redefined to reduce the number of sites and increase the time at each site, and the costs were
estimated. It was found that when organising surf trips for small groups of tourists in two
countries, the right approach is to price them on a cost plus planned margin basis. The model
where services are outsourced was found to be appropriate. At the same time, it was
recognised that the experience of local companies is valuable and they can serve as
intermediaries and guides for local sites (instructors). The surfing service will target
experienced surfers from at least middle income levels.

5.11The main success factors of the analysed business model

The main success factors for the surfing business are: good location at a convenient
hotspot (water access, beach, shallow water, low waves, and good wind conditions),
recruiting committed and professional instructors, high attractiveness of the site, and
possibility to provide accompanying services, especially accommodation, food, and
entertainment on the beach (beach bar). Based on the surfer base, the business can be
expanded with a dedicated surfer shop and equipment rental. It is a good idea to structure the
surfing business based on training, recreation and training camps, and trips to other hot spots,
including in neighbouring countries. The trip can help extend the season, although economic
considerations suggest visits to neighbouring countries reachable by car, due to the possibility
to carry one’s own equipment. The South Baltic Region is a convenient area for testing
models of this type due to its compact size and high accessibility by car and ferry. A
worthwhile option to consider is to organise a business that includes water sports other than
just kite- and windsurfing, so as to provide the business with flexibility in different types of
weather. Having alternative activities in case of weather changes is an important success
factor.
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6. Exploring the South Baltic.Excursion tourism business models

6.1. The tourism environment of the South Baltic region

The South Baltic region is characterised by an enormous natural and
geomorphological diversity. This diversity contributes to the richness of landscapes and the
diversity of plant and animal life. The wealth of historical processes that have taken place at
the Baltic Sea goes back to the prehistoric period, with many theories and concepts
concerning this topic. However, most of the currently visible traces of history date back to the
Middle Ages and later periods. The Hanseatic League of merchant cities had a very
significant impact on the history of the region. The South Baltic region was subject to
influences of Nordic, Slavic, Germanic, and Balt communities. Until the mid-16th century,
the language of the Hanseatic League was Lower German, which was similar to both Upper
German (close to the modern German) and Dutch. Denmark, Sweden, Poland, and Prussia,
and later Russia competed strongly for dominance in the region. Eventually, the region
developed a multicultural mosaic of countries and regions that represented different traditions
and historical experiences. Sometimes there are astonishing clashes of different historical
eras, of which only one example is the modern Orthodox churches, built in the traditional
style, that tower over Kaliningrad, which was once the site of the German-Prussian
Koeingsberg, with architecture characteristic of Hanseatic towns. The South Baltic region is a
cultural mosaic, but on the other hand it is a new centre of European cooperation. With the
exception of Russia, all countries in the region are members of the European Union and the
Schengen Area, which is characterised by the absence of border controls. All these factors
make the South Baltic Region an attractive destination for excursion tourism.

6.2. The excursion tourism operators

This case study presents four companies - two from Poland, one from Lithuania, and
one from Sweden - that offer quite diverse sightseeing services, among others in the South
Baltic region. BiuroTurystykiSkandynawskiejFregata 2* is a family company from
Swinoujécie that specializes in organization of trips to Scandinavia, in particular to Norway,
Germany, Denmark, and Sweden, but also to the most interesting places in Western
Pomerania: Szczecin, KamienPomorski, Kotobrzeg, and the Wolin and Uznam Islands.

Polskie Biuro Podrozy Olsztyn Sp. z 0.0.%is a tour operator that specializes in
comprehensive organization and carrying out coach tours in Europe, Russia, and the
Caucasus. This company, which is 100% Polish-owned, advertises itself as an organiser of
creative educational trips and visits to the most beautiful European historical sites with

2 The information about BiuroTurystykiSkandynawskiej comes from the websites http://www.fregata.pl,
http://www.wycieczki.fregata.pl/, and http://noclegi.fregata.pl, and the company’s Facebook profile at
https://www.facebook.com/BiuroTurystykiSkandynawskiejFregata/.

2The information about PolskieBiuroPodrézy Olsztyn Sp. z 0.0. comes from the pbpo.pl website and the
company’s Facebook profile at https://www.facebook.com/PBPO-185705448128816.
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passionate professional guides. Its offer includes interesting trips in the South Baltic region in
Poland, Germany, Denmark, Sweden, and Lithuania.

Visit Lithuania Travel Agency,? based in Vilnius, offers sightseeing tours mainly in
Lithuania, with its flagship product ‘Lithuanian Experience’ - a 10-day tour that allows
tourists to experience the most characteristic aspects of Lithuania (including the Baltic coast
region), but also tours and sightseeing in Latvia, Estonia, and Poland.

The Swedish family company Kulturkompaniet AB?” from Karlskrona mainly offers
short tours in the city and in the neighbouring counties of the Blekinge region, but also
shows, lectures, and other programmes on the cultural history of the area. It also offers stay
packages with sightseeing in southern Sweden. The company’s specialty is Cold War-themed
walking tours, during which tourists have the opportunity to explore a unique site in
Karlskrona: the naval port on the Baltic Sea listed as a UNESCO World Heritage Site.

6.3. The proposed customer value

The companies basically offer similar customer values - they want to provide
memorable experiences and trips that customers will remember for a long time. These values
can be provided in many ways and what matters is the idea behind the offer and its execution.
An overview of the key elements of the offer is shown in Table 1.

Table 7. Scope of the offer. A comparison of selected elements from the companies’ offers.

Company PBP N . .
Aspect BTS Fregata Olsztyn Visit Lithuania | Kulturkompaniet
The number of
offered ‘standard’
trips that include ! S0 15 1
sightseeing
YES, various
trips and
weekend
YES, tri - .
S, trips to prog_jra_mmes YES, lectures in
amusement specialized and the form of walks
Additional offer parks, various NO topical, ’
. . . stay packages
specialised including those L .
. . with sightseeing
trips, stays that involve
acquiring new
skills, concierge
type services
Duration of trips 7 to 13 days
in the South Baltic 1to 7 days 4 to 8 days and several 60 to 120 minutes
region hours

%The information about Visit Lithuania Travel Agency comes from the www.visitlithuania.net website and the
company’s Facebook profile at https://www.facebook.com/visitlithuania.net/.
27 https://kulturkompaniet.eu
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The number of
countries where

. 1 1
the trips are > 3 0
offered
Offer for groups YES YES YES YES
Offer for
individual YES YES YES YES
customers
The standard price
includes additional NO NO VES YES
fees, such as
entrance fees, etc.
YES, the whole
. trip in the
Possibility of YES, with an Yaiséxvt\/rgh ‘luxury’
upgrading the extra charge for standard and for NO
. charge for a
standard a single room . a
single room .
correspondingly
higher price
NO as s standard,
YES, NO YES, NO YES F)n request
. during some of | submitted at the
Food during 1-day YES .
rios the several time of
P hours long trips | organization of
the stay
NO as s standard,
YES, NO submitedat
Accommodation during 1-day YES YES .
DS time of
P organization of
the stay
NO as s standard,
Additional YES and for YES on request
YES and for an o\ submitted at the
transport on .\ an additional YES .
additional fee time of
request fee .
organization of
the stay
insurance, additional organization of organization of
o\ organization of | insurance, | the flight to the conferences,
Additional - o . .. ..
services team-building | organization | trip start/finish | training, and other
events, ticket | of company | place, transfer | company events,
reservations; and school from/to the walks-classes for
~
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provision of trips airport, car students
accommodation rental
services; (including
organization of campers), hotel
Baltic Sea booking,
cruises, organization of
catamaran team-building
rentals events and
conferences

Source: Prepared by the author.

The four companies vary considerably in the scope of their offers and the scale of
their operations. However, each of them has quite a clear specialization.
BiuroTurystykiSkandynawskiejFregata (BTS Fregata) offers both trips with a rich
sightseeing program and trips focused primarily on recreation. It offers one-day trips (e.g. the
Rugen Island with Stralsund; Stralsund with the Oceanarium; Copenhagen, @resundsbro
Bridge, and Malmé) and multi-day trips (e.g. a two-day trip to Copenhagen and Southern
Sweden - by ferry from Swinoujscie to Ystad) for groups of 5 to 24 people. Apart from
standard trips, it also organizes group and individual trips on request. The agency can plan
and organize any kind of trip: incentive trips, business meetings, trips to fairs and
conferences (also on ferries), and specialized trips: for almost all professional groups, trips
for anglers, skiers, cyclists, motorcyclists, scuba divers, golf enthusiasts, and kayakers. Based
on the accommodation base in Swinoujicie, the company prepares stationary tourism
packages for all age groups. BTS Fregata also offers cruises on the Baltic Sea, catamaran
cruises in the Land of 44 Islands, and catamaran rentals on individual orders, as well as
transfers.

The prices for day trips range from PLN 95 to PLN 250 per person and usually
include a similar package of services. For example the day trip ‘Riigen Island with Stralsund’
(13 hours), with the price of PLN 140, includes transport (bus or minibus, depending on the
number of participants), a tour guide with knowledge of the route and the sights to see, and
insurance (accident and medical costs). However, tourists should expect to pay additional
fees for admission to the attractions.

PolskieBiuroPodrozy Olsztyn Sp. z o.0. (PBPOlsztyn) offers sightseeing and
discovering interesting places and their culture during coach trips, including in the South
Baltic region in Poland, Germany, Denmark, Sweden, and Lithuania. These trips typically
last between 4 and 8 days and are often cross-border trips, e.g.:

— Baltic Coast and the Saaremaa Island (8 days on the road: Jurmala - Riga - Tallinn -
Saaremaa - vicinity of Parnava - Ventspils - Liepaja - Palanga - Curonian Spit - vicinity
of Klaipeda), for the price of PLN 1,799 to PLN 2,499 (depending on the date);

— Miedzyzdroje and Szczecin (7 days on the road: Miedzyzdroje - Wolin National Park -
Wolin - KamienPomorski - Dziwnow - Migedzywodzie - Szczecin - Island of Usedom in
Germany (Ahlbeck - Heringsdorf - Bansin) - Swinoujscie - Krzywy Las), for the price of
PLN 1,899 to PLN 2,299 (depending on the date);
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— Kaszuby naturally (4 days on the road: WdzydzeKiszewskie - Robaczkowo -
Sikorzyno - Lubiana - Ko$cierzyna - Bedomin - Chmielno - Wiezyca - Kartuzy -
Szymbark - Zukowo - Wiesiory), for the price of PLN 969 to PLN 1,099 (depending
on the date); and

— Tricity and Malbork (4 days on the road: Kwidzyn - Malbork - Gdansk - Gdynia - Sopot),
for the price of PLN 989 to PLN 1,099 (depending on the date).

The agency ensures that its customers arrive at their destination in luxurious and safe
coaches and guarantees their safety before, after, and during the tourism events. As an
additional service, PBPOIsztyn offers transfers from particular towns to cities located on the
main route. In addition to its standard offer, the company also offers organization of company
and school trips in response to specific customer requests.

Visit Lithuania Travel Agency (Visit Lithuania) offers sightseeing tours mainly in
Lithuania, but also in Latvia, Estonia, Finland, Sweden, and Poland, including on the Baltic
coast, in the form of organised events for groups or events tailored to the wishes of individual
tourists. It constantly offers both multi-day trips (7 to 13 days) according to a fixed schedule
and trips that are several hours long, such as the 6-hour trip to Palanga and Klaipeda for EUR
110. The company offers excursions and sightseeing tours that can be organised for a
minimum of 4 people at an individually arranged time, e.g. a trip to Nida for EUR 85 or a 2-
hour sightseeing tour of Klaipeda for EUR 20 (with at least 4 people in the group). The prices
include the service of a guide and transportation. Each of these tours can be combined with
another tour at a special price. The company also offers coastal tours for arriving tourists, e.g.
by ferry to Klaipeda. This service includes transportation, guide services, sightseeing, food,
entertainment, and pre- and post-event service. The company’s several proposals include
exploring Klaipeda and the Curonian Gulf during a 3-7 hour cruise on a yacht combined with
a sailing class for beginners (priced from EUR 170), 5 The flagship ‘Lithuanian
Experience’ tour is available in longer (10-day) and shorter (8-day) versions and almost a
half of the activities in its program take place at the seaside.The price (EUR 1,400 for the
longer tour and EUR 1,100 for the shorter tour) includes accommodation with breakfast in 4-
star centrally located hotels, 1-2 lunches, a farewell dinner, guide services, transportation,
entrance fees, and an information package.

In addition to tours of Lithuania, Visit Lithuania also offers cross-border trips on
individually arranged dates, e.g. ‘Baltic Highlights’ (a 7-day trip to Vilnius, Riga,
and Tallinn with standard package of services for EUR 790 per person with a
minimum of 4 people) or its self-drive version ‘Fly & Drive through Baltics!” for the
price of EUR 435 per person (with 4 people) or EUR 659 per person (with 2 people),
which includes 6 nights with breakfast in 3- or 4-star hotels, rental of a mid-size car
(with 5 seats), navigation, museum vouchers, and an information package.

Visit Lithuania also offers weekend programs (Friday to Sunday, with the possibility
to extend them by one day, e.g. an amber weekend, a golf weekend, a bachelorette party
weekend, a bachelor party weekend, a romantic weekend for two, or a spa weekend), Jewish
heritage tours, topical events (a bird watching trip for EUR 600, dog sledding for EUR 130, a
snow safari for EUR 220, bee keeping for EUR 1,200, a beer tour for EUR 545, as well as a
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food tour, a ‘past and present’ tour, an opera tour, general and specialized agricultural tours,
and spa stays), as well as historical tours (e.g. in the footsteps of Napoleon, Lithuanian
Middle Ages, World War 11, a manor houses tour, a war and peace tour, and a Lithuanian
heritage tour). The company also offers family roots exploration and medical tourism. In
many cases, the offer can be very customized, depending on the customer’s needs.

Kulturkompaniet AB (Kulturkompaniet) specializes in organizing guided tours of
Karlskrona and its surroundings, including sites related to the Cold War, when, as the
company reports on its website, ‘Karlskrona, home of the Swedish fleet, was gripped by an
obsession with espionage and fear of attack by the Soviet Union’.?® A popular tour is the
“What if the Russians Invaded’ tour, where the participants explore the once secret bunkers
beneath the city. The ‘Oskarsvdrn’ walk, on the other hand, includes a guided tour of the
impressive fortification just off the Sunna Canal. The highlight of the ‘If the Russian Really
Came’ tour is a visit to the command centre for civil defence that was in use until the fall of
the Berlin Wall. Other topical tours are also available, e.g. World Heritage and History of
Karlskrona, Unusual Women - Social Brutalism of the 1780s, Drottningskdr Castle,
Backyards and unknown places in Karlskrona, Everything that failed (about structures that
were planned but never built or that no longer exist). Of note is ‘Blue Lines,’ a tour that is
slightly different from those mentioned above; it is a hike that involves interactions between
the sea and the land, where participants learn about the environments and events associated
with the blue lines that mark the city’s older coastline. Kulturkompaniet also offers trips
outside the city, e.g. ‘A Historical Walk in Kristianopel” and ‘The City of Christian IV - the
City that Disappeared’.

The company also has an offer for companies and schools: it has an established
track record of organising conferences, training courses, and other corporate events, as well
as classes-walks in the city tailored to the level of knowledge and age of the students. In
cooperation with Cross Baltica Sweden AB, the company also provides stay packages with
sightseeing in southern Sweden for small and larger groups. The company emphasizes that all
programs are organized on request and are tailor-made. During the summer holiday season,
some programs are available on designated dates and are updated on a regular basis, which
tourists are informed about through the website and social media.

6.4. An assessment of the scope of innovativeness

An analysis of the four selected companies providing sightseeing tours shows that
those operating on a smaller scale have a higher propensity to innovate. A summary of the
analysis is presented in Table 2.

Table 8. Innovativeness of the offers of sightseeing companies.

Aspect | Distinguishin . . .
P g .. g Innovativeness Type of innovativeness
Company activities
1. Providing a 1. Skilful selection of attractions
BTS Fregata rrovieing YES el .
wide variety of on individual tours while

28 https://kulturkompaniet.eu/Polski/
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activities for keeping a relatively narrow area

people of all of activity.

ages. 2. A combination of a hotel and

2. ‘An apartment a means of transport,

in the heart of opportunities for individual

nature’ on a sightseeing, with simultaneous

barge. isolation from the outside world.
PBP Olsztyn Tour Guide NO The solution is widely known

System and used.

1. Providing the customer with a
ready-made tour programme

1. Self-executed with the necessary bookings in

rogram. .
prog . . proven places, which the
2. Assistance in customer will carry out on his or
Visit Lithuania | finding YES y
. . her own.
information L )
2. Providing assistance to
about your . . .
foreigners in finding information
ancestors. . ]
about their ancestors in
Lithuania while sightseeing.
Creative use of Skilful use of cultural and
. resources from natural resources, and local
Kulturkompaniet YES . .
the local history to create attractive
environment tourism products.

Source: prepared by the author.

BTS Fregata’s offer is focused on specific areas, but it includes a wide variety of
attractions for people of all ages. The offer is quite narrow, but it enables very diverse ways
of spending time, depending on individual customers’ expectations. The company has
introduced a new service to its offer: ‘An apartment in the heart of nature’. It is a kind of a
barge - an apartment with three rooms with the area 48 m? and a patio, which is equipped
with floats and its own propulsion and thrusters, which enables it not only to moor on water,
but also to move around the nooks and crannies of the Land of 44 Islands in the marshes of
Swina River’s backward delta. The floating apartment is easy to operate, requires no license
or experience, only a short training course, after which the user can move at a speed of 7 km
per hour and decide for himself or herself where he or she wants to moor and live within the
44 islands.?®

An interesting service offered by PBP Olsztyn is a tour operated in the Tour Guide
system, which, on the one hand, facilitates the work of the guide and, on the other hand,
allows for more effective sightseeing as the tourists have a better chance to hear everything
the guide says as compared to the traditional way of conveying information.

2 http://noclegi.fregata.pl/
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Visit Lithuania allows tourists to go on tours on their own by providing them with a
means of transport (including a camper) and a programme, and by providing the booking
service, which can be considered an innovation. Another interesting solution is helping
foreigners to find information about their ancestors in Lithuania.

Kulturkompaniet creatively uses the resources of Karlskrona and its surroundings and
skilfully transforms them into tourist products that are popular among customers. It also tries
to attract customers by organising knowledge quizzes about Karlskrona. This can be
considered an innovative approach.

6.5. The reception of the offer by tourists

The tours offered by BTS Fregata are very well rated by their participants, as
evidenced by reviews such as the following: ‘The idea for the tour is excellent - Sweden and
Denmark “in a nutshell”, including the gem - Copenhagen. Special thanks to the guide for a
lot of practical information given in an accessible way and sprinkled with humour!” - wrote
Anna and Aleksandra®. ‘A great tour! An unforgettable experience. Excellent organization.
The guide - an energetic woman with charisma, disciplines the group in a nice manner, you
listen to her with great interest. The tour is exhausting, |1 admit, but seeing Copenhagen and
Malmo for this price (...) is an excellent deal’ - very satisfied participants of the tour held on
7 September 2019.3! Positive opinions concern the selection of the places to visit, the
organization (punctuality, efficiency), and the professionalism of the staff (broad knowledge
and charismatic personalities of the tour guides, and professional drivers), which is also
confirmed by the opinion of Tadeusz who participated in a one-day trip to Copenhagen,
@resundsbro Bridge, and Malmo: ‘(...) Everything from the start went according to the plan
and on time. The tour program was very interesting, well proposed and fully implemented.
The gquide contributed greatly to such a good rating. Clear communication about
organizational matters, knowledge about the places visited, humour, this was an attraction in
itself.(...)".%2

There are occasional less favourable opinions, such as the one concerning the
‘Stralsund with Oceanarium’ tour: ‘A nice tour, but as it happens on 1-day tours, there was
too little free time. | recommend it especially for families with children - the kids won’t have
enough time to get tired of the trip. A nice guide. Good organization, departure is possible
from Miedzyzdroje’.®® In some of the opinions posted on Google, tourists pointed out, among
other things, affordable prices (‘I recommend travel agency Fregata (...) the prices are
relatively low’34; (...) about 500 zlotys for 2 people that was well spent’ - opinions about a

trip to Copenhagen®.

30 http:/fwww.fregata.pl/ludzie-listy-pisza/

3L http:/fwww.fregata.pl/ludzie-listy-pisza/

32 https://tripsomnia.com/pl/c/14-bts-fregata

33 http:/fwww.fregata.pl/ludzie-listy-pisza/

34 Author: M WS, source: https://www.google.com/.

3 Author: Adam Szota, source: https://www.google.com/,
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PBP Olsztyn has a large number of regular customers and many positive opinions.
Customers recommend the agency for the interesting program and the possibility to visit
places that are not included in the basic program, as evidenced e.g. by Krystyna’s opinion:
‘In September 2016, I went on a tour organized by your company (Lithuania, Latvia, Estonia,
Finland). I visited many places that were not included in the tour’s program (...)’.>*These
words are also confirmed by numerous current reviews and on the company’s profile on
Facebook and Google. Customers also appreciate the competence of the staff, as does
customer named Dawid: ‘(...) a professional approach to the customer’.’ The quality of the
accommodation, meals, and transport offered by PBP Olsztyn is also praised by older
customers, as confirmed by Emilia: ‘(...) I am writing here on behalf of my parents who have
recently returned from the Vilnius-Kovno-Troki trip. Well, it was their second trip with (...)
and second trip from which they returned (...) satisfied. The accommodation, the food, the
guide, the driver, everything was well organized (...)’.%® Tour participants also pay attention
to the clearly presented offer. There were individual negative comments, to which the
company’s office responded and encouraged to file a complaint. An analysis of the content
leads to the conclusion that the arguments used in the negative comments expressed on the
company’s profile on Facebook and Google were not necessarily valid (e.g. one of the
customers who complained about the trip confused the programs of two different trips®®).
Despite the few negative opinions, many customers return to the company and go on other
trips to visit new places.

The reviews of Visit Lithuania’s offer that can be found online usually refer to the
places visited and are very positive; for example Keith wrote: ‘I had the pleasure of visiting
Lithuania for the first time from 12 to 19 June 2019. It was one of the best experiences of my
life (...)’.*° The reviews posted on the company’s website indicate that tourists are satisfied
with the programs of individual tours and the fact that they match their expectations; they
also recommend the guides. ‘I very much appreciated the care and attention to detail in the
organization of our 17 day individual tour of the Baltics. Everything went smoothly from
start to finish. My requests for reasonable driving times between the stops were
accommodated and all hotels were of a high standard and well located. All the guides were
knowledgeable and open. Overall, it was a very positive experience’*! - commented Joel.
Tourists appreciate the knowledge of Visit Lithuania’s guides (Mike: ‘We spent (...) a day on
the Curonian Spit. Sima (...) told the story in an interesting way for both adults and children.
She knew so much about the folklore and history of the region and took us to a great place for
lunch. We are already planning our next trip to Lithuania’#?), their help in difficult situations,
and their language skills (Urban Ek: ‘The guide who spoke Swedish was really good’*®).
They also emphasize that the excursion programs are refined in detail and that the office staff

36 https://www.facebook.com/

37 Ibidem.

38 |bidem.

39 https://www.google.com/

40 https://www.facebook.com/visitlithuania.net/

4 http:/fwww.visitlithuania.net/agency/testimonial
42 |bidem.

43 Ibidem.
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are available (‘I would like to tell you that it was an interesting, well organized tour. (...) |
would especially like to thank you for your involvement in all the arrangements, your
attention to every detail, and your commitment even outside business hours (...)” - wrote
Luis*. Some reviews include thanks for providing an inspiring experience that will live long
in the memory. Sometimes tourists wrote that the negative experience was one hotel, a meal
in a restaurant, or a guide who did not meet the expectations, which generally did not affect
the overall positive opinion about the offer.

The offer of Kulturkompaniet is very well received by customers. The reviews
available online show that they strongly recommend the company’s services; e.g. Bjorn: ‘If
the Russians really came. Highly recommended!’#; Ulrika: ‘A wonderful hike (if the
Russians really came) thanks to the amazingly talented guide Michael Helgesson. | highly
recommend everyone go on this hike’;*® and Jeanette: ‘Thank you so much for a fantastic,
interesting, and fun walk around town’#’. As with the companies presented earlier, also in the
case of Kulturkompaniet customers pay attention to the competence of the guides
(Christopher: ‘A creative, competent, and dedicated guide. Inspiring tours!’*8) - this very
much determines the perception of the offer. In fact, this is the only one of the companies
described in this study that has had no negative reviews by its customers.

The tourists’ perception of the sightseeing offer is not clear. Things that most people
focused on sightseeing consider to be a good thing (many places to visit, a busy tour
program, little free time or, conversely, a lot of free time and unhurried pace of moving
between places), are a reason to complain for others. Therefore, it seems that with this kind of
offer it is very important to have a clear message for whom each tour is suitable and what one
can certainly not count on when participating in it (e.g. no free time for longer shopping or a
program suitable for people focused solely on sightseeing and expanding knowledge about
the places visited, their history, culture, etc.).

6.6. The relations with tourists based on their observations

In the case of tourist events, where punctuality is crucial, appearance of the customer
or the organiser’s representative in the right place and at the right time, quick response to the
customer’s problems, informing the customer about any problems that the company may
have, and keeping and ensuring constant contact between the company’s representatives and
the customers are a priority. Companies that have an interesting offer and can ensure proper
communication with customers (or potential customers) can count on good relations with
them, which translates into good reputation and credibility. In order to present tourists’
relations with the analysed companies, an analysis of opinions about particular tours and their
providers posted on the most popular websites was conducted. The activity of the customers

4 Ibidem.
5 https://www.facebook.com/KulturkompanietiBlekinge/reviews/?ref=page_internal
46 Ibidem.
47 Ibidem.
“8 Ibidem.
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of the companies on selected websites is shown in Diagram 1 and the average ratings that
customers gave them are shown in Diagram 2.

Diagram 4. The number of reviews of the selected companies on individual websites
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B Google ™ Facebook Tripsomnia

Source: prepared by the author.
Diagram 5. The average scores of the companies on Facebook and Google
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Source: prepared by the author.

BTS Fregata has a profile on Facebook with 31 user reviews and the average rating of
4.1 out of 5. Not all reviews are positive and the office rarely responds to the negative
comments. At the same time, what the vast majority of participants consider to be a strength
of the company’s offer (e.g. many interesting places and a busy tour programme), others
considered to be a disadvantage, which may indicate the need to rethink the information
provided in the description of individual trips so that customers make informed decisions
about participation. There were also remarks about the coach or bus being late, a defect of the
air conditioning system (too cold, too hot), and some guides, which affected the average
rating. Of the 107 reviews posted on Google, the vast majority are positive and very positive;
hence the average rating of 4.2 out of 5. The only review on TripAdvisor is very good, but it
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should not be expected, being the sole review, to encourage potential customers to use the
company’s services. On Tripsomnia®® BTS Fregata has received 63 reviews - with the
average rating of 4.6 out of 5 - which concerned mainly the trips to Denmark and Sweden.
Based on an analysis of the opinions, one can conclude that the negative comments made on
the forum were not always reflected in the officially submitted complaints, which customers
have the right to do in any case and which was encouraged by the event organizer in
responses to those comments.The company also provides a contact telephone number for
customers to use during trips. It provides services in Polish, German, and English.

The trips organized by PBP Olsztyn are described in the “Across Europe by
Coach’ catalogue and on the Internet, where current dates and prices are available. The
tours offered can be purchased on www.pbpo.pl, by phone, by sending an inquiry to
info@pbpo.pl, or from the company’s agents throughout the country. PBP Olsztyn
declares that, in case of a request for a tour that is not included in the current catalogue,
e.g. a tour for a company or a schools, it will present, within 72 hours, a comprehensive
offer for such a tour that will include the arrangements for transport, hotels, meals,
tour guides, and a sightseeing programme (after receiving information about the place
the customer intends to visit, the date, the number of days, and the number of
participants). Online booking is a preliminary booking and is active for 3 days. Once
the deposit is paid, the booking automatically a fixed one. The booking becomes binding
when the contract-declaration is printed, signed, and sent back to PBP Olsztyn, and the
advance payment or the whole amount for the booking made is paid. If the customer
does not perform any of the aforementioned actions within 3 days from the day of the
booking, the booking is automatically cancelled.

In accordance with PBPOlsztyn’s procedures, all tours are carefully scrutinized
according to strict criteria before and after their execution. The company surveys tour
participants and thanks them for their feedback, including critical comments, among others
on the company’s Facebook profile®. The company very actively presents its tours on
Facebook and encourages people to take part, and presents reports with photos and videos
from its trips and interesting facts from various places. Customers have posted only 24
reviews here, with the average rating of 4.1 out of 5. On Google there are 22 reviews of PBP
Olsztyn’s tours and offer, with the average rating of 4.4 out of 5. The company’s office
generally responds to comments and thanks for positive and sometimes also negative
feedback.

Visit Lithuania presents its tours and offer on http://www.visitlithuania.net. They are
quite thoroughly described and illustrated.lt is also possible to contact the company by e-mail
or telephone, as well as via live chat. For potential partners, the company has prepared a
contact form, which is answered within 24 hours. The company has a very large group of
fans on its Facebook profile, where it mainly presents its offer and encourages potential
customers to use it. Most people who express their opinions simply recommend the site.

49 https://tripsomnia.com/pl/c/14-bts-fregata
50

https://www.facebook.com/185705448128816/photos/a.378128518886507/3433454330020562/?type=3&theate
r
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Basically, there is no two-way communication there. Sometimes there are questions under
particular posts, but no answers are given. However, it is evident that the company attaches
great importance to the opinions of its customers and, at the end of the tour or immediately
after it, asks them to send their feedback by e-mail and later publishes many customers’
reviews on its website. The feedback received shows that especially for tourists from outside
Lithuania, who are quite a large group, the assistance and availability of a guide is very
important, especially when problems arise, as they report in their reviews. Based on the
reviews available on the Internet, it seems that the relations established with customers by the
guides, as well as their approach and involvement are some of the key elements that
determine the opinions about the relations with the company. Visit Lithuania serves many
foreign customers who choose this agency and travel thousands of kilometres expecting the
best service.

The walks and hikes offered by Kulturkompaniet are briefly described on the
company’s website at https://kulturkompaniet.eu/ and its Facebook profile, where there are
few reviews but all are very good. Based on the reviews available, it is clear that the tourists
have good memories of the walks they had participated in. They put their questions under
some of the posts announcing future walk dates and the company always responds. It is also
possible to contact the company by phone and e-mail, as well as through the contact form on
the company’s website and, of course, directly at the company’s office.

An analysis of the companies that offer sightseeing shows that practically none of
them has found it necessary to be present on TripAdvisor, a website that is very popular
among travellers, which may indicate that its role has been taken over by google.com ratings,
at least in Europe. It seems that the duration of the service and its complexity are reflected in
the degree of ‘intimacy’ between the company and its customers. The shorter the contact, the
fewer the potential ‘trouble spots’ and the greater the chance to meet customers’
expectations, which does not relieve the company from taking care of every detail of the offer
and keeping the promise made.

6.7. The segmentation method

Sightseeing can be done in many ways - by different means of transport, on foot,
actively, unhurriedly, within the framework of a specific theme, in cities and buildings, in
nature, and off the beaten track. There are various groups of customers interested in
sightseeing - young, and middle-aged, and elderly people alike, couples, families with
children, singles, and groups. All the analysed companies have proposals for individual
tourists and for groups, but generally they try to attract organized groups.

BTS Fregata focuses on customers with average incomes and not very high
expectations, as well as people who spend some time in Swinoujscie or its vicinity and want
to see something more.BTS Fregata has proposals for both adults and children, and a large
part of its customers are families with children. Apart from trips - based on its
accommodation base in Swinoujécie - the company prepares stay packages for children,
young people, and adults. PBP Olsztyn’s objective ‘is to create an offer of trips that educate
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and stay in the memory of the tourist for a long time’.>! The company has both offers for
demanding customers and low-budget trips, such as those in the last minute offer. The
company does not explicitly indicate a specific group it targets with its offer. The program of
trips is usually so universal that adults, children, families, couples, and singles can participate
in them, but usually the company warns that the trip is not suitable for people with reduced
mobility and, in the case of busier tour programs, is better to only take children over 4 years
old. Both Polish companies tend to focus on Polish customers, although BTS Fregata informs
that its services are also provided in English and German, which indicates that its offer is also
intended for tourists from Germany and Scandinavia who are visiting the Polish coast.

Visit Lithuania focuses on inbound tourists from all over the world. ‘If you want to
escape fake smiles, the concrete jungle, the industrial madness, the plastic architecture, and
mass tourism, a visit to Lithuania will be a great decision’.®? - this is how the company
encourages people to visit its country. The company’s offer targets two groups: individuals
and institutions - the company’s partners, for whom it provides on-site services. Based on the
reviews of individual (and end) customers, one can conclude that an important customer
group for the company is foreigners interested in visiting the country of their ancestors and
looking for their roots. The company tries to attract both individuals and groups, but rather
small ones - it emphasizes that it provides sustainable tourism. It provides services primarily
to adults, but also has many offers suitable for families with children. It strives to reach out to
enthusiasts and adventurers, as evidenced by its extensive scope of tour themes.

Kulturkompaniet serves individual tourists and groups mainly from Sweden.
However, it is companies and public institutions that most often buy its tours and walks, as
activities for their employees, customers, and students, or as attractions during conferences.
Most programs are intended for both adults and school-aged children. Every year, more than
1,000 schoolchildren from the schools of the Karlskrona Municipality participate in
Kulturkompaniet’s walks and lectures.In this way the teachers want to enable their pupils to
learn about the history and world heritage of Karlskrona. One can also see that the company
is open to non-Swedish customers, as it provides services in English and Polish.

6.8. The communication and distribution channels used

The tourism companies that offer sightseeing generally use their websites and social
media profiles to promote their sales, but these are not the only channels they use for
reaching potential customers. The differences in this respect result from the scale of
operations and the customer segments targeted by each company. These are summarized in
the table below.

Table 3. A comparison of the distribution channels of the companies that offer sightseeing

Distribution | Accommodatio | Website/ Facebook/ You Other
hannel | ns/restaurants | Online Instagram/ Tub
in the vicinity | booking Twitter/ e

51 https://www.traveligo.pl/Touroperatorzy/PBP-Olsztyn
52 http:/fwww.visitlithuania.net/lithuanian-tourism-trademark
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similar content

as on FB, but

less frequently
published

Source: prepared by the author.

BTS Fregata presents its offer on two websites: www.fregata.pl and
www.wycieczki.fregata.pl. This appears to be due to a transition between the older and the
new version of the site (which, however, is still not completed), which may cause confusion
to some potential customers. The company enables online booking, which is convenient for
customers. Additionally, the website http://noclegi.fregata.pl presents an offer of apartments,
flats, and private accommodation in Swinoujscie and its vicinity within the Accommodation
Office Baltic Park FREGATA which is a part of the company. The tours offered by the
company were also presented on www.socialtravel.pl (now Tripsomnia). In addition, the
company has posted on its YouTube channel a number of short videos from its tours, as well
as its available offer (the order in which these videos and recordings are posted on
www.fregata.pl is puzzling, as the latest ones at the bottom of the page; under some of the
current tour descriptions, there are videos from those tours®®). In 2001-2017, the company
was awarded the title of the best office in Poland that organizes trips to Heide Park in
Germany and in 2004 it was nominated for the award of the President of Swinoujscie named
“Trytyn 2004’ in the ‘Tourism, Recreation and Leisure’ category, which may also contribute
to an increase of tourists’ interest in the company and its offer.

The trips organized by PBP Olsztyn are described in the ‘Across Europe by
Coach’ catalogue and on the Internet, where current dates and prices are available. The
tours on offer can be purchased at www.pbpo.pl, by phone, by sending an email enquiry
to info@pbpo.pl, or in one of the more than 2,000 travel agencies throughout the
country with which the company constantly cooperates, which seems to be the most
important distribution channel for the offer. To get the contact details of the travel
agency that is the closest to the customer, one simply has to contact PBP Olsztyn.
Fruitful cooperation with tourist agencies and many positive reviews of happy
customers are the best proof of the reliability of PBP Olsztyn’s services.

Visit Lithuania, based in Vilnius, presents its tours with fair amount of detail on its
website at http://www.visitlithuania.net and on social media, i.e. Facebook, Twitter, and
LinkedIn pages, although the latter two channels for distributing offers seem quite neglected.
It is also possible to contact the company by e-mail or telephone, as well as via live chat.
Visit Lithuania cooperates with travel agencies in the USA, Sweden, and other countries,
which offer their customers trips to the Baltic Sea, including journeys in search of their roots.
The company is also involved in supporting campaigns to promote incoming tourism in
Lithuania, e.g. it promotes the slogan ‘Lithuania: Real is Beautiful’, supports the campaign of
the International Chamber of Commerce ICC Lietuva and the Global Lithuanian Leaders
campaign entitled ‘Invite your friend to Lithuania’. According to the information on the
company’s website, selected distribution channels for the offer attract customers from

%3 http:/fwww.wycieczki.fregata.pl/apartaments/view/141/Fiordy%20drog%C4%85%20Trolli.html
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Germany, Sweden, Spain, Italy, UK, USA, Canada, Argentina, South Africa, and even
Australia, among other countries.

Kulturkompaniet presents its offer on its website at https://kulturkompaniet.eu/,
through which it is possible to buy tickets for the announced events. The company also posts
information about the walks it organizes on its Facebook and Instagram profiles. The
company also cooperates with the Tourist Agency in Karlskrona and the website
www.nortic.se, where tickets for trips organized by the company can be purchased.
Undoubtedly, what supports the company’s operations is the activity and professional work
of its founder, Michael Helgesson, who has greatly contributed the development of tourism in
Karlskrona and Blekinge, and has received cultural awards from the Municipality of
Karlskrona and Blekinge LansTidning, as well as the Blekinge County Council’s award for
the book of the year and the Blekinge Region’s Tourism Award.

Each of the companies presented herein cooperates with external entities in order to
broaden its reach to potential customers. As one can see, this is an essential element of
success in the field in question and the companies definitely need to make a lot of effort to
ensure successful cooperation with those entities.

6.9. The operational elements of the business model

Offering tours in the South Baltic requires having own resources or having reliable
cooperation partners. Companies that offering this type of offer most often use a mixed
model.

6.9.1. The partners

A well-organized tour and the satisfaction of participants can be ensured by perfect
coordination of activities, professional staff, and reliable partners. When it comes to
sightseeing, many elements need to be perfectly aligned to make the end result satisfactory
not only for the customers but also for the organizer of the tour. The following table provides
an overview of the most important necessary cooperating partners in implementation of tours
that involve sightseeing.
Table 4. A comparison of the scope of cooperation with partners

Accomm . Transport Tour guide | Insurance | Distribut
Partners . Catering . - . .
odation : service services services ion
Company . providers :
providers providers partners
o 1-da has its own YES
. . y means of (AXA
YES, in trips on .
transport Ubezpiecz
own and offer, (buses eniaTUIR
BTS Fregata | external | cooperatio N YES YES
- . minibuses, SA)
facilities, n with
. vans), a standard
on ferries | external .
companies representative and
P of Scandlines, additional
s N
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. YES, it al
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YES (coaches,
YES cooperatio | buses, vehicle
Visit Lithuania in third n with hire including YES NO YES
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e individual
facilities | external
i request)
companies

Source: prepared by the author.

BTS Fregata cooperates with accommodation owners in and around Swinoujscie, as
well as with other accommodation providers in Scandinavia. It also cooperates, as a
representative and agent, with three ferry lines, which provide participants with
accommodation during several-day trips. The company does not offer meals during short
trips and in the case of longer trips, meals are provided on ferries, in hotels where participants
stay (breakfast and dinner), or at other places. BTS Fregata cooperates with tour guides and
insurance companies, and in the sale of its offer it uses the services of the Tripsomnia
website. In combination with its own considerable resources, it guarantees professional and
comprehensive services for the tours it organizes.

PBP Olsztyn, while organizing periodic trips in accordance with a timetable,
cooperates with hotels, catering service providers, transport and insurance companies, tour
guides, and with the network of over two thousand travel agencies all over the country.

Visit Lithuania offers some tours on specific dates, which is related to their unique
characteristics, but also organizes visits to specific places or spending time according to a
specific theme on individual orders. It works with hotels and providers of accommodation of
varying standards, catering service providers, transportation companies (including car rental
companies), tour guides, and many travel agencies in various countries on all continents.

Kulturkompaniet cooperates with the Tourism Agency in Karlskrona and the
www.nortic.se website, which support the company in selling and distributing tickets for the
tours it organizes. In cooperation with Cross Baltica Sweden AB, the company provides stay
packages with sightseeing in southern Sweden for small and larger groups. Therefore, it can
be assumed that this partner, if necessary and depending on the preferences of customers,
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provides such services as accommodation, meals, and transport. The company probably uses
English and Polish translators.

It can be concluded that offering sightseeing tours to customers requires cooperation
with many partners, but depending on their scope and the specialization of the specific entity,
the group of partners can be smaller or larger. The more comprehensive the offer, the more it
IS necessary to expand the network of business partners. This aspect is also influenced by the
company’s OWh resources.

6.9.2. The resources

An analysis of the four companies shows that most of the resources needed to run a
company in the tourism industry can be hired, but it is necessary to rely on highly qualified
staff to build an attractive offer, coordinate all activities, and successfully cooperate with all
subcontractors involved, i.e. to provide services of high quality.

BTS Fregata has significant own resources: over 30 luxury apartments in
Swinoujs’cie, as well as means of transport: buses, minibuses, and vans. The company also
has two offices in Swinoujécie located in attractive places, which gives customers the
possibility to directly contact the company and its employees six days a week, in addition to
the possibility to contact them by phone or e-mail, or through social media.

The most important resource of PBP Olsztyn is its staff. People who currently manage
the office constituted the core of the unit that organizes bus tours in ORBIS TRAVEL in the
years 1995-2010. Since 2010, this team has successfully continued the good traditions and
practices started by the Polish brand ORBIS. The experience and knowledge of such highly
qualified staff is passed on to other members of the team of PBP Olsztyn, which allows the
company to create offers that meet the expectations of the Polish market.

Visit Lithuania emphasizes that the professional, multilingual team and personally
tested service packages offered to customers make the company trustworthy. The experience
and competence of the people who represent Visit Lithuania, as well as the company’s
extensive contacts in the industry seem to be its most important resources.

Kulturkompaniet is a micro-company whose most valuable resource is also human
capital. The competence of the staff - knowledge, experience, the way of serving customers
and participants of the events organized by the company, as well as the ability to establish
and maintain relations with business partners - case determine the success of the company.
The company also has an office in a rather attractive location - not far from Fisktorget and the
main square in Karlskrona.

Only one of the four entities has its own accommodation and means of transport, but
all of them have their own brick-and-mortar offices, which undoubtedly increases their
credibility. However, the most important resource of companies that offer sightseeing is
human capital: a professional team that has the competence needed to coordinate the work of
all people and partners in order to achieve the effect promised to the customers.
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6.10.The key activities

In the case of a tourism product, such as a sightseeing trip, the key activity is to
determine an attractive program and provide efficient and comfortable transport for the
tourists (although not always), as well as a professional tour guide for the group.
Accommodation and food are also important: depending on the duration and nature of the
trip. A well laid out programme of a tour should take into account several aspects: selection
of the attractions (places, buildings, phenomena, and interesting items), saturation with the
attractions, balance between free time and time allocated for sightseeing, distances between
consecutive locations, travel time between them, ensuring the necessary breaks for using the
toilet and meals (also if they are provided by the organizer) and in general - the logic of the
route and its length in relation to the duration of the tour.

Besides the program, it seems that the tour guides are the most important.It is the
guides who establish the relationship with the participants during the tour and their
professionalism and personality very often determine the overall opinions about the tour and
its reviews. The skills and competence of these individuals, especially when problems arise
that require an immediate response, are particularly important.

The element that customers always pay attention to is transport: its punctuality and
comfort, and the professionalism of the drivers. Companies that provide efficient and
comfortable means of transport (with efficient air conditioning and heating) and well-
prepared drivers (in case of cars), and are able to properly coordinate the various stages of the
journey in order to come to specific points according to the schedule can certainly count on
positive opinions of their customers. The last necessary activity, which is also one of the
crucial ones, is to organize promotion of the offer and a sales network. Especially when face-
to-face contact is not possible or difficult, channels that do not require physical contact take
on particular importance; however, their shortcoming is the lack of appropriate skills to use
them on the part of potential customers, which should be borne in mind if the offer is targeted
at older people.

6.11. The income streams and cost structure
The main factors that shape the companies’ revenue streams include:

1) The revenue from tours calculated as the price of each tour multiplied by number of
participants;

2) The frequency of organization of particular types of tours;

3) The diversification of the tour offer, which results in satisfied tourists returning to the
company and going on new tours;

4) The rate of renewal of the offer, which shows how quickly the company is able to
implement innovative products;

5) Having a number of tourism products with high appeal that will always generate
interest;

'a

ﬂ r- BALTIC Ll ﬁ
dreams iiterreg e U

HERITAGE ROUTES l South Baltic EUROPEAN UNION UNIVERSITY OF GDANSK



100

6) Matching the price to the ability of tourists, which means designing both low-budget
tours and comfortable tours with the same sightseeing locations; and

7) Shaping a positive tourist experience that triggers word-of-mouth advertising and, on
the other hand, builds a market of satisfied customers.

The sightseeing business is mostly integrative in nature, which means that tour
operators generally integrate services provided by external providers and commit relatively
little of their own material resources other than financial. This business is based on work of
people and cooperation with partners, and its success depends on both the quality of the
organization and the value offered to tourists.

The cost side of this business model is simpler in the sense that tour operators
negotiate group rates and obtain significant discounts in relation to prices for individual
tourists, and on the other hand charge a margin on external costs. The way to make money is
to integrate services into tourism products and technically profits are achieved by collecting
revenue from the margins and capitalizing on price discounts for groups, which are only
partially returned to the tourists in the form of price reductions.

6.12. The main success factors of the analysed business model

An analysis of the business model of the sightseeing tours as a business product leads
to the conclusion that the main success factor is to keep the promise made to the customers.
In particular, success depends on an attractive and proven sightseeing programme, ensuring
efficient and comfortable transport for tourists, as well as a professional guide for the group.
Accommodation and food are also important: depending on the duration and nature of the
trip.

It seems that a very important success factor is to limit the offer to an area that the
company knows very well in many respects. An analysis of the four companies shows that
the more familiar the company’s staff are with the area of its operation, the more satisfied the
customers are. This is reflected in the noticeable lack of negative reviews concerning
Kulturkompaniet’s services, but it should also be noted that this company operates in a
relatively small area. Specialization is related to this issue. This aspect is also one of the
important success factors. For example, the founder of the Swedish company - Michael
Helgesson - is a historian of culture, the author of several books and a number of articles on
popular cultural history, a lecturer, a guide, an inspirer and an artist. He has over twenty years
of professional experience as an antiquarian. As a museologist, he was involved in cultural
and historical documentation, preparation of exhibitions, and programme activities. For the
last 10 years he has been using his experience and education to run his company and has been
sharing his extensive knowledge with the participants of the tours and walks it offers.

However, one should keep in mind that the aforementioned elements become crucial,
but only if an appropriate number of customers can be reached so as to ensure the
profitability of the chosen business model. Therefore, effective promotion, marketing, and
organization of sales are no less important success factors.
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7. Cycling along the Baltic. Business models for cycling tourism in
the Southern Baltic region

7.1 The environment of tourism services for cycling tourism in the

Southern Baltic region

In the 21st century Europe, cycling tourism is experiencing its renaissance. The
benefits of cycling tourism are supported by the fact that sport activity, proximity to nature
and exploring the world have become part of an active lifestyle which is perceived as
beneficial both for individuals and for the society as a whole.> Travelling by bike
distinguishes itself from other forms of leisure by its universal character.* It is available to
people of all ages and different skill levels. Cycling holidays, as an offer, are directed to those
who use crowded collective communication or private cars on a daily basis. Bicycle is then a
pleasant, relaxing variant from the passive and boring ways of commuting. Cycling tours can
be used to explore the world, as typical recreation, for thrill (e.g. downhill or freeride), and
even in pilgrimage tourism such as the Pomeranian Way of St James.*® There are a lot of
thematic trails that link objects and places associated with a certain overarching idea.>” The
Southern Baltic region is very well developed on what concerns the cycling infrastructure.
There several EuroVelo international cycle routes along the Baltic — EV9, EV10, EV13, as
shown on the map below. EuroVelo is a project of the European Cyclists’ Federation aimed
at development of high-quality cycling routes across the continent. The routes are created to
be used for both long-haul excursions and one day trips.>®

The coastline is attractive for tourists due to the diversity of nature and terrain. The
EuroVelo trails run through areas rich in natural assets and tourist attractions. For example,
the Polish part of the EV10 crosses in many places the Lighthouse Route and allows to visit
both major cities such as Gdansk and small port towns. In the southern Baltic region,
additional paths are also being created more and more frequently; special events, such as
bicycle critical mass, are being organised, and road infrastructure is being improved to
provide the greatest possible level of safety for cyclists. Companies from the bicycle tourism
industry therefore have favourable conditions for developing their services, as reflected in the
number of such enterprises by the Baltic coast. The region is also relatively well-developed
on what concerns the accommodation infrastructure, during summer it offers gastronomy at a
high level, however only a few food outlets are open off the season. The tourism business of
the southern Baltic region faces a major challenge of extending the tourism season, all the
more so since cycling tourism can work well from mid-April to mid-October, i.e. for about

5*Wasik E., Turon K., Czech P., Sierpifiski G., Przeglgd turystyki rowerowej w wojewédztwie pomorskim, [in:] Autobusy:
technika, eksploatacja, systemy transportowe, nr 6/2018, Instytut Naukowo-Wydawniczy “SPATIUM”. sp. z 0.0., pp. 1278-
1283.

SMeyer B., Sawinska A., Kierunki rozwoju szlakéw rowerowych w wojewédztwie zachodniopomorskim, [in:] Prace Komisji
Geografii Komunikacji PTG, 2018, 21 (1).

% Mroz F. Mroz L., Turystyka rowerowa na Drodze Swietego Jakuba — Europejskim Szlaku Kulturowym, [in:] Turystyka
rowerowa w zjednoczonej Europie, Sledzinska J., Wiodarczyk B. (eds.), Wydawnictwo PTTK , Kraj”, Warszawa 2012.

57 Stasiak A., Szlaki turystyczne - zagospodarowanie, atrakcja czy produkt turystyczny?, [in:] Szlaki turystyczne a przestrzer
turystyczna, Polskie Towarzystwo Turystyczno-Krajoznawcze Zarzad Gtowny, Styczen 2007.

8Goch K., Malasek J., Euro Velo. Sie¢ europejskich drég rowerowych na terenie Polski, [in:] Transport Migjski i
Regionalny, 2013 nr 9, Stowarzyszenie Inzynierow i Technikow Komunikacji Rzeczpospolitej Polskiej.
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six months. The most pleasant months to travel by bicycle are May, June and September.
Although in the summer it is warmer, Baltic is very crowded then and only reaching some
distance from the sea shore gives you the chance to enjoy a comfortable bicycle holiday.

Map 1. EuroVelo routes running along the coast of the southern Baltic

Source : www.en.eurovelo.com

7.2 Client value proposal

There are a lot of companies in the southern Baltic region offering a bicycle tour.
These are usually trips of several days within a single region, but sometimes also proposals
covering several countries. Routes along the Baltic coast, increasingly offered by large
international tourist offices, are becoming more and more popular. Trips through the southern
Baltic region are usually organised by companies form outside the region — based in large
cities. In Poland such companies can be found in Warsaw or Cracow. This is due to the fact
that the Baltic is very attractive for people from other regions who do not necessarily have
the skills and would like to organise cycling trips themselves, plan a precise route and find
information on possible attractions.

Companies typically have a diversified range of offers, addressed to families with
children, groups of friends or people travelling alone. They offer both individual trips
(following the exact guidelines of the organiser and with accommodation provided) and
group tours with a guide. Almost every website of the agency/company organising bicycle
holidays contains information about the difficulty of a particular route, which makes the offer
attractive to both fit cyclists with advanced skills, as well as individuals looking for leisure
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activity who wish also to relax during their trip. Travel agencies are characterised by a lot of
flexibility, they offer a package tailored to the needs of the particular client.

The industry in question is characterised by seasonality. Companies do not operate in the
southern Baltic region in winter or late autumn due to bad weather conditions, which results
in a lack of demand for cycling services. In the winter months, these companies therefore
offer (if their business is more developed) journeys to other European or even non-European
countries. Weather conditions by the sea are very variable, especially in spring or autumn
characterised by heavy rainfall, which can effectively spoil a several-day cycling trip. The
organiser should therefore ensure some contingency plans — to ensure that clients are
provided with attractions in case of unfavourable weather conditions. The sale of services is
usually made via the Internet — tourists from outside the southern Baltic region are looking
for information on the web. They also consult available reviews, feedback, and individual
recommendations related to a given company.

The table below gives an overview of companies with routes across the southern Baltic
region in their offer. Some of them are also located near the Baltic coast.

Table 1. Services in the scope of organisation of bicycle tours in the southern Baltic region (2020)

COMPANY NAME TYPE OF SERVICES AND CONTACT

AND COUNTRY

1. Biuro Turystyczne The company offers bicycle tours across Europe, both group and individual. The offer
“Rowerzysta-Podroznik”, includes excursions across the Vistula Spit.

PL Piaseczno https://www.rowerzysta-podroznik.pl/

2. Bird Service, PL Cracow | The travel agency organises “luxurious bicycle holidays”. Only individual trips, but with
transport of luggage and accommodation. Tours along the Polish, Lithuanian and German
coast:

https://bird.pl/

3. 80 rowerow, PL, Cracow | A Polish project offering the organisation of tour across the whole Europe. The offer
includes routes in Lithuania, the Polish region of Kashubia and along the Polish coast.
The company also offers a qualified tourism instructor course.

https://80rowerow.pl/

4. Biuro Uslug The agency organises bicycle tours across the north-eastern Poland and Lithuania. The
Turystycznych Wama- company also specialises in canoeing and holds a bicycle rental service:
Tour, PL, Gizycko https://bike.travel.pl/
5. HIT THE ROAD, PL The company based in Gdansk offers group bicycle tours in the northern Poland. It also
Gdansk organises traditional trips, including to Sweden and Denmark. It also offers its help in the
organisation of conferences, as well as study or integration trips. https://hittheroad.pl/pl/
6. JOYTRIP.PL SP.Z Travel agency based in Gdansk, which organises touring trips, school trips, integration
0.0., PL, Gdansk trips and business conferences. It also offers bicycle tours in Gdansk and the Pomerania
region:
https://joytrip.pl/
7. Klub Podréznikow The club offers various kinds of excursions (mainly of hiking nature), including bicycle
“Apetyt na Swiat” Piotr tours. The distinctive feature of trips is that the accommodation is provided on
Kaznica, PL, Gdansk campingsites instead of hotels or boarding houses: https://www.apetytnaswiat.pl/
8. Baltic Bike Travel, LT, A portal offering bicycle rental, but also guided tours in Lithuania, Latvia, Estonia,
PL, Klaipéda Russia, Poland, Belarus and Finland. The company organises trips by providing

equipment, detailed route, accommodation + breakfast, additional means of transport
depending on the selected route, e.g. ferry, as well as luggage transport. Both group and
individual trips are available.

https://www.bbtravel.lt/en/

9. WINDBIKETUORS, LT | A Lithuanian company that organises guided or individual trips in Lithuania, Latvia and

Klaipéda Estonia. Their offer includes also visiting Klaipéda or a bicycle tour from Vilnius to
s ﬁ
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Warsaw:
https://windbiketours.com/en/

10. Malmé Bike Tours, SE | A company organising bicycle tours in Malmé and Lund:
https://www.malmobiketours.se/

11. AugustusTours, DE, German agency offering both bicycle and hiking trips in different regions of Germany,
Drezno including the eastern coast of the country: https://www.augustustours.de/en/

12. PRORAD, DE Bicycle rental, which organises trips along the Baltic shore on request, Prora

Prora https://www.fahrradverleih-prora.de/

13. Eurofun Touristik Austrian tourist office specialising in cycling trips across Europe. Their offer includes
GmbH, AT tours in Sweden, Denmark, Germany and Lithuania:

Obertrum am See https://www.eurobike.at/en

Source: author’s own study

The above table presents 13 companies providing bicycle services. Seven of them are
located in Poland, two in Germany, two in Lithuania, one in Sweden and one in Austria. Each
one has a slightly different offer. Some companies specialise only in bicycle trips, while other
also organise hiking, coach, touring or integration trips. However, the values that all of them
offer are: discovering the region’s landscape assets and being released from the obligation to
plan the trip on one’s own and to take care of all the organisational details. In addition, some
companies provide the tourist a guide with country-specific knowledge. The culinary
dimension may be an additional asset for touring companies. Very often, the organisers try to
provide regional dishes as part of their catering, so that the traveller can fully experience the
charm and culture of the given site. Companies offering several day trips also offer
accommodation in hotels of different standard (depending on client preferences), as well as
transport of luggage and bicycles for tourists. They also provide technical support in the case
of accidental equipment failure.

7.2.1 The way of making money in a typical cycling business

Tourist offices based on typical cycling services are mainly trying to provide tourists with
relaxation in the form of an active leisure, without the need to organise meals,
accommodation or route on one’s own. The responsibility for a successful tour is transferred
to the organiser. The company offers its experience and knowledge of routes, surrounding
attractions and services from other providers. It can organise several additional activities,
facilities, and meet the special requirements of the client. Individual trips without a tour guide
consisting of a route specifically indicated by the tour operator are usually cheaper than
group trips with a tour guide. However, it is very difficult to compare individual offers.
Revenues in this business depend on: the number of tours organised per year, the number of
days of the tours, the range of services (from bike rental and guide service to full service), the
standard of services, the level of prices in the given country, the range of additional
attractions provided. The typical price setting model is cost plus margin as well as obtaining
for group tours discounts in hotels, restaurants and visited facilities. Trips dedicated to
international tourists, with English-language guide, are more expensive than those organised
for domestic tourists only.

Several day trips
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Each company provides slightly different services, for example the price of a three-day
group trip with breakfast, bonfire, care and support of a pilot, as well as basic bicycle service
and luggage transport is €150, which reflects €50 per day. Another company providing
similar services, but within longer, 10-day trips will price its services at €615, which is about
€61 per day. However, there is no pilot care in the offer, and instead of a specially organised
bonfire, clients are offered a boat cruise. Another company offers a seven-day trip with
transport of luggage, accommodation and breakfast, a guide and special insurance for €330
(€47 per day). The price of the trip depends not only on the various components of the offer,
but also on the region through which the route goes. The cost of hotels and food, for example,
in Lithuania and Sweden differs a lot, which can increase the final price of the trip. For
example, a seven-day trip along the Lithuanian coast is priced at €600, or about €85 a day,
while an eight-day trip on one of the Swedish islands reflects ca. €150 a day. One company
offers accommodation at campingsites, which significantly reduces the cost of the trip to
about €40 per day, but at the same time the price includes the cost of all additional attractions
— entrance to the lighthouse, ticket for the water tram, although meals are not included.

One day trips

The bicycle companies also offer one day trips, for example in coastal cities, which
normally does not include accommodation and meals. Some companies include in advance
bicycle rental in the price of the trip. Travel agencies vary the price of their services also
depending on the type of accommodation — variants with four- or three-star hotels are
available. The date of the tour being organised is also important — in the high season (June-
August) prices are rising. Moreover, a surcharge will apply if the tourist — in the case of a
group trip — decides to have a single room.

The companies offer a number of additional possibilities, such as culinary workshops,
arranging departure from a larger city and transport of bicycles to the starting point of the
trip, bicycle rental for the entire duration of the trip or providing car parking. Some
companies include helmets in the cost of a trip, others require an additional fee for the rental.

7.2.2 The way of making money in extended businesses

Companies organising bicycle trips, as mentioned above, have a very diversified offer.
Almost all of them have a slightly different vision and way of doing their business. Some of
them focus only on bicycle trips, while for other it is just one of the many travel options
available. Most often, companies also offer guided hiking or touring trips. An interesting
additional source of revenue is the organisation of conferences or integration trips. One of the
companies offers sailing trips, ski trips, as well as child camps, while others organise trekking
trips. Another additional income could be the run of bicycle rental: one of such companies is
Wama-Tour, which has a rental site in Gizycko. It is worth noting that most offers do not
include the rental price of a bicycle during the trip. It is assumed that the client has their own
equipment. The equipment rental is therefore additionally paid and dependant on the type of
bicycle the client expects. Even electric bicycles are available.

Extended businesses are a more comfortable offer for foreign tourists than for the local
ones, as they do not normally require to have one’s own bicycle, they offer more flexibility,
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and more developed offer of sightseeing and entertainment. Such holidays are not focused on
cycling but on visiting, where the bicycle is a helpful tool but not the only form of leisure.

7.2.3 Client values in client feedback

Bicycle traveller coming to the southern Baltic region expects above all beautiful
landscapes that will make the trip unforgettable. Therefore, one of the most important aspects
of activity of the companies in this sector is to plan and indicate to the client a route that will
be the best adapted to their expectations. The tourist decides to use the particular service
motivated by the convenience offered by the company. They do not have to worry about
organisation and planning; they just arrive at the place of departure and want to experience an
interesting bicycle adventure. Therefore, the aspect of caring for details of the trip is very
important. The route offered should be interesting and provide beautiful views. Travel
instructions must be precise and understandable to the recipient so that, in the absence of a
guide or pilot, the client do not get lost and is not left alone without any assistance from the
organiser. The company must also prove that its experience in the planning and its knowledge
on what concerns accommodation/available routes is a much more interesting and pleasant
alternative to organising the trip on one’s own, which is often time-consuming.

Moreover, when renting bicycles, it is crucial to adapt the equipment to the conditions on
the ground. Client service and communication with the client are also important elements.
Several dozen examples of reviews on Google.com, Facebook.com and Tripadvisor.com
were collected in order to examine the values relevant to users of bicycle tour operators.
These are currently the largest sources of feedback from actual clients. The information
gathered in this way gives an overview of expectations. The statements below refer to several
companies operating both in and outside the southern Baltic region but offering trips across
territories along the Baltic coast (Poland, Germany, Sweden, Lithuania). The citations thus
collected are intended to show both examples of very well-conducted activities that meet all
client requirements and negative examples of possible mistakes and negligence.

Table 2. Client values in the opinion of tourists using the services of companies organising bicycle tours in
the southern Baltic region (based on google.com, tripadvisor.com and facebook.com)

Range of client values Characteristic feedback from tourists

Selection of route 1. The proposals are diverse and proposed directions are attractive. The route is designed
not only to pedal all the time, but also to discover the most interesting sights in the
surrounding area, to delight the senses with the surrounding view or regional cuisine.

2. The proposed route, as described on the site, is extremely picturesque, peaceful and
ideal for a relaxing holiday for everyone.

3. (...) routes are long enough to reach the destination calmly and short enough to make
the cyclists ready to continue riding the next day.

4. The beauty of nature, interesting historical places, a very well-planned route and good-
quality accommodation.

Organisation 1. Organisation of the trip is fully professional, worth recommending.

2. 1 would like to thank the company, and in particular Mr Maciej, for the good
organisation of the trip and for creating unique atmosphere.

3. | received the details and logistic information rather late, but the trips were well
organised, with good maps, instructions and bicycle rental.

4. Organisation, the diversification of tour programmes, atmosphere, preparation of
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technical guides and professionalism, price, availability, assistance e.g. when booking air
tickets. In addition, you never get bored, because there is no time for that, an original
programme which is always realised in 100% unless weather conditions do not allow; it is
an expedition for everyone, regardless of status, age, origin, gender.

5. The most unorganised company | ever booked at. We paid online and received a
confirmation e-mail containing very little information. (...) Arrived on-site, we had to
present identity card, which was not mentioned before, and we could only use bicycles
for two hours. Nor has it been explained that we will have to use our own data roaming
services, which would charge us for a stay abroad.

Equipment 1. The bikes were of very good quality and the maps obtained were clear and detailed,
making it easy to get to the next stages of the trip.

2. The bicycles and equipment were good, and we particularly liked the map printed by
the company with the hotels selected and the recommended restaurants, as well as various
route options highlighted.

3. We had no problems from departure to arrival. Bicycles are powerful and well
maintained.

4. A real disaster, there was no possibility to change wheel and almost all the gears were
squeaking and rattling. The general standards have not yet reached here, but the prices

have.
Integrity 1. The trip was exactly as | expected. Very good organisation and trouble-free contact
— fulfilment of promises | despite many questions from my side.
given to the client 2. The trip exceeded my expectations and exacerbated the appetite for more excursions.

3. I had a route planned for July 2020, but Covid-19 made me change these plans. | have
already paid a deposit and | was worried about recovering my money.

The company representative always responded to my e-mails. He had to overcome
several obstacles (including at least one caused by me personally). However, he insisted
on the refund. I can’t assess the quality of a bicycle tour yet. However, I can assess the
professionalism and integrity of the tourist company.

Accompanying services 1. Accommodation usually provided in high standard facilities, where you can have a
decent rest after a day spent on two wheels.

2. The hotel to which we arrived after our long day was just next to the railway tracks.
The room window actually overlooked the trains. We informed our guide that we want to
change hotel after we learned that, but he said that it would be “impossible”.

3. Accommodation varying from 3 to 4 stars and always perfectly clean. The food is also
varied — good or perfect, even our vegetarian colleague was happy.

4. Irecommend renting a bicycle here. Very nice service, bicycles in good condition. If

you have luggage such as small backpacks, it is worth taking a bag in which you can put
them in. There was no need to pay extra for the bag.

5.The hiking guide was very good, and the bus journey from Gdansk to Sopot and back
was punctual, and the bus was completely new.

6. We used a radio frequency guide system, where each participant has a headset and the
guide has a microphone. The route was very smooth because we were able to ride on the
bicycle and at the same time listen to the history of the nearby buildings and areas. We
stopped only in places where there was a lot of details to tell.

Source: own study based on the opinion of tourists from Google.com, Tripadvisor.com and Facebook.com.

Looking at the opinions given to individual tour operators, it can be concluded that
companies in this sector are generally assessed positively. The most important aspect, i.e. the
way the trip is organised is usually in line with your clients’ expectations and the equipment
offered is of the right quality. Tourist values the diversity of the route planned and the variety
of interesting attractions. Clients also pay attention to the quality of service — whether
contact with the owner/employee is undisturbed and formalities are quick and easy. It is also
worth mentioning the competencies and knowledge of people who are in direct contact with
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the client. Language skills are a positive aspect, especially in places popular among foreign
tourists. English is basic, while the knowledge of German is often indicated as an additional
asset.

Integrity is another client value. Most companies allow you to book your trip online, by
phone or by e-mail. It is therefore important to be reliable, to fulfil the commitments made
and to provide all the necessary information.

Tourists using tour operators pay great attention to complementary services such as
accommodation, food, hiking guide, audio guide and additional transport. It is worth
providing a variety of options available during the trip to reach the widest possible audience
with the offer. A good idea used by most companies is to make overnight stays different —
hotels of higher standard are available as well as places that are slightly cheaper but meet the
basic expectations of the tourist. As positive is considered also the organisation of transport
in the case of a larger group from large cities such as Warsaw or Cracow.

In summary, clients value the most safety and the appropriate, information-based
organisation of the tour that will make their leisure activities fun and hassle-free. The
emotional aspect of the relationship that is being developed during the delivery of the service
is also important.

7.3 Client relationships — the emotional value of cycling business

The relationship with the client in the case of the provision of bicycle tour organisation
services is most likely to begin in the case of booking on-line or by phone. It is therefore
important to provide the client with all the necessary information and inform them of any
additional costs or opportunities to amend/extend the offer, e.g. to increase the standard of
accommodation, to add meals or to rent equipment. The client-guide/pilot relationship is also
crucial. With the knowledge shared by the guide, the client can learn the history and culture
of the region. It is precisely the human factor that is most often described and mentioned by
the participants of the tours, which is why the best way is to employ real enthusiasts who
make the journey not only a bicycle ride, but also a valuable lesson of history.

The following table shows aspects of services that are considered as the most important
by clients. Only a few examples of opinions have been collected on Google.com,
Facebook.com and Tripadvisor.com. It is worth pointing out that negative opinions are very
rare, which may be the result of the high quality of service available in the bicycle tour
industry.

Table 3. Relationship with clients in the opinion of tourists using the services of companies organising
bicycle tours in the southern Baltic region (based on google.com, facebook.com, tripadvisor.com)

Relationship with | Characteristic feedback
clients

Atmosphere 1. A great way to combine a pleasant and useful holiday with an intense effort, which
perfectly affects the level of endorphins in the body. | highly recommend — unforgettable
experiences and memories for many years

2. The difficulty of covering several kilometres a day compensated with the family
atmosphere and the number of facilities provided by the organiser (bus support on the
route, replenishment of water in the bidons, snacks and more).
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3. Wonderful atmosphere and wonderful people.
4. The staff is extremely rude, irritated and aggressive. It is best not to ask any questions.
So, after one quick response, we decided to choose another company.

Personal approach 1. The owner even did everything to help us with the rest of our bicycle holidays.

2. The trip was organised just as described on the website, and more — thanks to the
flexibility of the organisers, we had the opportunity to plan additional attractions.

3. Bartek is a nice, encouraging, supportive and patient leader who will advise you on the
equipment issues before departure and give you very helpful technical tips on the way, all
you have to do is believe and listen. A true PRO.

4. We has a FANTASTIC guide whose name was Ashley. We had three cyclists and
Ashley, so we got a uniquely personalised route. The pace was perfect for us.

Commitment 1. The organisers are enthusiasts and it is perceived since the very first meeting. They
surround each client with the greatest care and interest. Mental support and assistance in
difficult times is invaluable in coping with weaknesses (both your own and related to the
equipment). They are the kind of organisers who make everyone else fall in love with
cycling trips.

2. A truly precious guide! 100% knowledge and ease of communicating the information
resulted in the feeling that my trip was too short!

3. A well-organised guide, in addition speaking Scandinavian languages, which often
allowed a better understanding of the visited country. He has a fantastic knowledge of
Norway and Sweden and is happy to share it with all the interested tourists. | myself also
learned a lot from him, and it was a pleasure to work with this guy.

4.0ur leader, Janek, is the right person in the right place. He inspired us all with his total
calm and curiosity of the world and people; we all loved him unconditionally.

5. Our guide was committed and competent. He took care that the entire group was safe.

My two teenagers were very interested and remembered a lot of information thanks to
interesting stories heard from the guide.

Source: own study based on the opinion of tourists from Google.com, Facebook.com and Tripadvisor.com.

The emotional value in cycling tourism can be defined as: route achievements, team
integration and discovering the unknown. Route achievements are generally daily targets to
be achieved measured in kilometres and differences in elevation, more ambitious route
achievements tend to create more satisfaction from the achieved targets. Cycling tourists are
mostly task-oriented people who are very happy to achieve their daily objective. Team
integration means overcoming problems or helping each other in difficult situations, but also
having fun together. Team integration is achieved both during the effort and leisure time, but
the possibility of counting on other in the case of unexpected adventures is more appreciated
than the simple pleasure of common fun. Discovering the unknown is the third element of the
emotional value of cycling tourism, because cycling combines the speed of moving rather
unavailable in hiking tourism with the ease of visiting places that are often difficult to be
reached by motorised tourists. As a result, a bicycle traveller can see in the same time much
more than a hiker, if only they are not burdened with too ambitious targets related to the route
achievements. The discovery of unknown attractions during the bicycle tour rewards tourists
the overcoming of difficulties in achieving the target of their daily route. While cognitive
objectives are well planned, cycling tourism can offer extraordinary cognitive values:
beautiful views, landscapes, etc., which are difficult to achieve by other types of tourism.

Emotional values are also present in the sphere of client relations, because the
organiser, guide or pilot on a good bicycle route becomes part of a team, a colleague or even
a friend. The relationship with client is very important in the final assessment of the service
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provided. Clients are particularly concerned about the attitude and approach of the leader,
pilot or guide and the overall atmosphere throughout the trip. They appreciate the courtesy
and professionalism of the guide, and above all the guide’s knowledge. The right person in
this position, who knows how to adapt to the client’s needs, can help the organiser avoid
many awkward situations. The individual approach to the client and their needs is also an
important aspect. However, we should not forget about the provision of the right level of
safety and support throughout the journey.

7.4 Division into segments

In fact, the service of organising a bicycle expedition can be directed to everyone.
You do not need to be an advanced cyclist or stand out with remarkable fitness. Clients of
cycling business may include seniors, families with children, even little ones (who are
provided with special trailers or seats), or even couples, lonely persons and groups of friends.
The bike can be used to ride alone or as part of a group trip of several people. It is therefore
important that the organiser offers routes suitable for a wide variety of clients, both relatively
easy to be cycled by a person not very active and more demanding for those who already
have experience in cycling. It is important to stress that the companies’ multi-day bicycle
expeditions are mainly intended for active clients but at the same time for those who value
comfort. Only one of the companies surveyed had in its offer accommodation on
campingsites. Most companies offer accommodation of a high or medium standard with
breakfast included.

7.5 Distribution channels used

For cycling companies, visibility of the company on the Internet is crucial. This is their
main sales channel, so when visiting individual websites, you will notice an extraordinary
attention paid to the visual layout of the websites. Pages of the companies compiled in Table
1 are transparent and clear. They typically include pictures of smiling cyclists or beautiful
landscapes that encourage cycling. Very often the websites are available in several languages.
In order to take full advantage of the knowledge of their employees and underline their travel
expertise, companies also hold blogs and post there tourism articles, not limited to cycling
only. The companies are willingly sharing photos of the excursions made so far. Most of
them also run social media profiles, e.g. on Facebook or Instagram.

The first contact with the client usually takes place via e-mail or phone. It is therefore
important to provide detailed information and make a good first impression so as not to
discourage the potential client from using the service.

The additional distribution channel for agencies offering bicycle tours are certainly the
accommodation facilities with which they work. It is in hotels that tourists very often expect
to get to know how to spend time in a given location and where to find companies providing
different types of services.
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At the same time, recommendations of other people, both friends and people who post
opinions on the Internet, are important.

Travel agencies are also very often involved in various types of tourism fairs, where they
collect large amounts of potential future clients.

7.6 Operational elements of the business model

On the basis of the study covering several companies, not only from the southern Baltic
region, some key elements common to the bicycle industry can be presented. In each
company, it is the contact with the client that is the most important, whether it is about
booking, departure arrangement, or during the journey if there are any problems. Cooperation
with accommodation places will also be important.

7.6.1 Partners

The majority of companies organising bicycle trips include in their offer the cost of
accommodation on the entire route. This means that hotels and boarding houses will be the
key partners of these companies. Depending on the nature of the trip, they should be adapted
to the requirements of the specific client group. Typically, these are 3- or 4-star facilities.
Companies, if they do not run their own rental activity, cooperate with other, usually local,
companies providing such services. It is often the case that the client prefers to rent a bicycle
for the duration of the journey because, for example, they do not have their own bike or the
transportation of such bike to the starting point is difficult. In addition, companies provide in
the framework of the trip programme various attractions, such as entrance to the lighthouse,
transport by ship or bonfire. Therefore, contact with places providing such services is also
important. At the same time, most companies provide luggage handling and bicycle service.
Carriers and bicycle repair personnel will therefore be important partners as well.

7.6.2 Essential assets

The most important asset of the company is a well-planned route which the company will
guide the tourist through. It must be well-considered and diverse to meet the expectations of
the trip participant. Plan of the route must take into account the knowledge and contacts of
the organiser on what concerns the logistics. Human capital is also an important resource, i.e.
a team of people serving the customer who should show adequate knowledge of available
cycling routes, attractions and additional services. High personal culture also plays a major
role here. According to a review of comments published at Google.com, customers often pay
attention to friendly or hostile attitudes. The relationship with the guide or tour operator will
be crucial. This is the person most often mentioned by clients in their feedback posted on-
line. It is worth taking care to ensure that the guide shows not only a lot of experience but
also understanding, patience and friendly attitude.

7.6.3 Key actions

For the company, it is essential to develop a detailed tour route, taking into account the
main attractions, the level of difficulty, the daily mileage to be covered and the planning of
accommodation. Then comes the contracting of services — mainly concerning hotels, rental of
equipment and transport companies. During the trip, it is essential to provide clients with
maximum support. Providing additional information in the event of problems with arriving to
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different destinations (in the context of travelling without guide, for example with the use of
maps or applications), but also meeting client’s current needs, such as providing information
on where to eat on a given day. The management of variations will also be important. In the
event of very bad weather conditions, it becomes impossible to travel by bicycle, so it is
worth having additional attractions to replace those that require good weather.

At the same time, each company should establish precise and comprehensible rules for the
use of its services. Such a document will protect the company if equipment — provided that it
has been made available — is destroyed by clients, or other situations at the expense of the
company, such as damage done at the accommodation sites. In the previous section, the staff
was mentioned — recruitment would also be a key activity which, having a significant impact
on the company’s performance. An incompetent person will expose the company to bad
opinions and lack of customers. Additional measures may include the creation of a simple
booking system on the company’s website or, for example, the provision of the transport of
bicycles anywhere and the collection of them after the service has been completed. In the
case of companies offering guided tours, the key action should also be the employment of the
person who will be the company’s representative, preferably an enthusiast of two wheels.
7.6.4 Revenue and cost streams

Revenue will consist of revenue for trips which will depend on the prices of trips, numbers
of tourists and possibly revenue from additional services. The main revenue stream will be
the margin gained by being an intermediary between accommodation sites, restaurants,
guides and the client. Strategies for earring in the cycling business may vary. Additional
revenue may be generated by selling bicycles or parts, servicing bicycles, organising guided
hiking trips or even integration trips.

The main costs for cycling activities will be the cost of developing a route taking into
account all guidelines and information, the cost of salaries for guides and pilots, the cost of
hiring the means for the transport of luggage, costs of fuel, tourist insurance and client
service costs during both the booking process and the duration of the trip itself. In the case of
extended business activities, additional costs may be added depending on the additional
services introduced to the offer, e.g. the transport of bicycles, purchase of equipment,
servicing, etc. The costs of online promotion and charges for events of tourists are also
important. An attractive website effectively encourages clients to take advantage of the
service and makes the company look professional.

7.7 The main success factors of the business model analysed

For the bicycle industry, the creation of attractive routes for active tourists should be
considered as a key success factor; they have to be original and perfectly organised so that
the client does not have to worry about any aspect of the journey. Thematic trips, aimed at
presenting the traditions and culture of the places through which the journey takes place, are
currently very valued. Tourists get attracted by the original offer, for example the lighthouse
trail. At the same time, it is important to be flexible and adapt the trip conditions to the
expectations of the clients. They will very often have individual needs, for example to be
provided with a specific type of room, equipment or diet. Cooperation with partners is
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another key aspect. The relationship with them affects the quality of the service and its
overall assessment.

It is worth pointing out that one of the drivers for the development of cycling business is
the infrastructure for cycling tourism that is being constantly developed. Local authorities are
trying to create in their area as many cycling paths as possible. More and more interesting
routes are being developed each year and they meet with great interest. Cycling has become
fashionable due to its health and environmental aspects. Bicycles are propelled with the force
of human muscles only — it is difficult to travel in a more natural way (excluding hiking trips,
which, however, are characterised by their slow pace). When you add to this the coastal
landscapes and the air full of iodine, you obtain active leisure with positive impact on the
body and mind. The bicycle tourism industry has good prospects of development, which will
result in an increase in the number of tourist destinations and an increase in tourist cycle
traffic.

8. Natural Treasures of Tanzania. Nature tourism business
models

8.1. The tourist services environment

Tanzania is located in East Africa and was first a German colony (Tanganyika) and then a
British colony. The state was formed by the merger of Tanganyika and the island of Zanzibar,
joined by the island of Pemba. The official language of Tanzania is Swahili, and English is
common in use. The country stretches between the lowland coast of the Indian Ocean and the
great lakes of the East African Rift: Tanganyika, Malawi, and Lake Victoria. More than 6%
of Tanzania's territory is covered by freshwater bodies. The landscape of the country is
varied, with lowlands dominating in the east and highlands in the centre and west of the
country. In the northeast, there are mountains, with Africa's highest mountain, Kilimanjaro
(5895 m), in the massif of which there are several glaciers. In the coastal lowlands, there is a
fairly dense network of rivers, while in the remaining area many watercourses are
intermittent. Tanzania's main islands of Zanzibar and Pemba are surrounded by coral reefs.
The country covers an area of 945,000 square kilometres and the population exceeds 57
million. Tanzania is a typical developing country with a small but growing GDP. The
country’s level development is illustrated by the fact that only 35% of the its population had
access to electricity in 202059. There are only a few railway lines in the Tanzania and road
transport plays a dominant role. Tanzania’s largest city and commercial port is Dar es Salam.
The capital is the city of Dodoma, located in the centre of the country. Many public
administration agencies are still located in Dar es Salam.

Map 1 - Tanzania and its neighbours: East Africa

% |n Poland, this level of electrification was reached in 1948.
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Tanzania’s climate is mainly the equatorial monsoon climate - humid on the islands and on
the coast and drier on the plateau. In the north of the country there are two rainy seasons
(from March to May and from September to November) and in the rest of the country there is
one rainy season (from November to April or May). During the rainy season, due to the fact
that the country’s roads are predominantly dirt and gravel roads, movement by road transport
is difficult, which is of particular importance with regard to national parks. During the rainy
season, some tour companies stop their operations. The situation in this regard is largely
dependent on the location of the accommodation services offered by the specific service
provider. The northern part of Tanzania, with the Serengeti region popular among tourists, is
the most common tourist destination chosen by travellers. That part of the country is a site
where the Great Migration of animals can be observed. Unfortunately, the time constraint for
the provision of tourism services is the two rainy seasons present there, rather than one, as is
the case for the rest of the country. Thunderstorms are extremely common in Tanzania.
Below are the weather variations in Tanzania. Even in the coastal Dar es Salam, they are
significant.

Fig. 1 - Weather in Tanzania in different months of the year, Dar es Salam
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The government of Tanganyika, since the country’s independence in 1961, and the
government of Tanzania, since its merger with Zanzibar in 1964, have worked to protect the
country’s unique wildlife. In 1960, there was one national park (Serengeti) in Tanzania, in
1970, the country had 10 national parks, and in 2020 it had 22 national parks. In terms of
administration, the parks are managed by a single authority, Tanzania National Parks
(TANAPA), and the head of the parks is the Commissioner. Below is a map of Tanzania’s
national parks from the official 2020 TANAPA publication.
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Map 2. Tanzania’s National Parks: an official TANAPA map
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In Tanzania there is a great diversity of the plant world. Savannahs predominate in the
lowlands, while evergreen forests are concentrated along the rivers. Mangroves can be found
on the coasts with numerous beaches. In the southwest and west, there are dry, clear forests
where trees and shrubs shed their leaves in the dry season. The high mountains are
characterized by mountain forests giving way to subalpine and alpine vegetation. A
characteristic feature of Tanzania is vast floodplains that attract numerous animals in the dry
season. The population of wild large mammals in Tanzania is estimated to comprise about
20% of Africa’s total population of these animals®®. In the territory of Tanzania, 1,052
species of birds and 322 species of mammals have been identified, and notably 24 of them
are endemic®. In the north of the country, there is the aforementioned Serengeti National
Park, which was inscribed on the UNESCO World Heritage List.

From the standpoint of organization of nature exploration trips to Tanzania for
tourists, is also of great importance to take an active part in the Great Migration of animals.

60 Ridwan, Laher; Korir, SingiOei (May 5, 2014). “Indigenous People in Africa: Contestations, Empowerment and
Group Rights.” Africa Institute of South Africa
81http://datazone.birdlife.org/country/tanzania, [accessed on: 1 March 2021].
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The Great Migration is a year-round phenomenon that is only observed twice a year. There
are five basic stages of the Great Migration. The first takes place from late January to mid-
March, when the animals move through the southern part of the Serengeti National Park (this
is also the breeding season). Then, in April and May, the animals migrate north through the
central and western parts of Serengeti. This is a time of heavy rains. The third stage involves
the animals crossing the Grumeti River and the Mara River. The fourth stage of the migration
usually starts in early August, which involves animals arriving in the Masai Mara National
Park in Kenya. The fifth and final stage is the return of the animals south to Serengeti, which
takes place in early November. This is why it is best to go to Tanzania during the European
winter season, i.e. in January and February, or during the summer vacation season, i.e. in July
and August.5

Of note is the fact that in 2015 tourism accounted for 12.7% of Tanzania's GDP and
provided employment to 10.3% of the national workforce (1,151,200 workers)®3. According
to Taznanialnvest, in 2018, the revenue from tourism reached USD 2.43 billion, compared to
USD 2.19 billion in 2017, and the number of tourist visits reached 1.49 million, compared to
1.33 million in 2017.%4The vast majority of tourists choose Zanzibar,the Serengeti National
Park (452,485 tourists in 2013), the Ngorongoro Reserve, the Tarangire National Park
(165,949 tourists in 2013), the Lake Manyara National Park (187,773 tourists in 2013), and
Mount Kilimanjaro®.

8.2. Value proposition to customers

An analysis of the activities of companies that offer nature exploration tours in
Tanzania was performed with a focus on product specialization. All the organizations
included in the case study presented below had activities defined as “responsible tourism,”
“ecotourism,” or “sustainable tourism” in 2020. The list of companies included in the case
study was taken from the website https://www.lonelyplanet.com/, which only mentions
organizations that are considered environmentally friendly.%® By taking data from this source,
one can be sure that the list of organizations presented there includes organizations that
provide services in the field of sustainable tourism.

A tourist interested in a trip to Tanzania generally uses some key locations for the start
of the trip. When arranging visits to the northern parks (such as the Serengeti), the best base
is Arusha. Organizers from Mwanza also organize nature exploration tours to the western

82https://planetescape.pl/blog/wielka-migracja-afryki-kiedy-zobaczyc/, [accessed on: 1 March 2021].
83https://knoema.com/atlas/United-Republic-of-Tanzania/topics/Tourism/Travel-and-Tourism-Total-
Contribution-to-Employment/Contribution-of-travel-and-tourism-to-employment-percent-of-GDP, [accessed
on: 1 March 2021].

84 https://www.tanzaniainvest.com/tourism/tanzania-tourism-revagues-and-arrivals-up-in-2018

8 Lake J., Economy, in Frame 1., ed.,Africa South of the Sahara, Europa Publications, 2013, p. 1253.

% Ihid.

'a

. *
BALTIC T U
dreams iiterrey "
HERITAGE ROUTES l South Baltic EUROPEAN UNION UNIVERSITY OF GDANSK



https://planetescape.pl/blog/wielka-migracja-afryki-kiedy-zobaczyc/
https://knoema.com/atlas/United-Republic-of-Tanzania/topics/Tourism/Travel-and-Tourism-Total-Contribution-to-Employment/Contribution-of-travel-and-tourism-to-employment-percent-of-GDP
https://knoema.com/atlas/United-Republic-of-Tanzania/topics/Tourism/Travel-and-Tourism-Total-Contribution-to-Employment/Contribution-of-travel-and-tourism-to-employment-percent-of-GDP

118

part of the Serengeti National Park. If you are interested in visiting the southern parks, there
is no typical tourist hub, although most southern operators have offices in Dar es Salaam.
Travelers intending to visit the Gombe and Mahale mountains can use the town of Kigoma as
a base for independent and affordable trips, while most of the luxury tours in the Katavi area
are organized outside Arusha as fly-in packages. Someone interested in travelling to Katavi
by land should use Lake Shore Lodge in Kipili and Mpanda as good bases. Mwanza and
Bukoba, on the other hand, are typical starting points for expeditions to the Rubondo Island
National Park.%’

It is possible to organize a nature exploration tour in Tanzania for a single person, a
whole family, or a group. As a rule - and this is the case for most companies offering this
type of service - the upper limit for the size of a group is eight people, which is due to natural
constraints related to the protection of African ecosystems.

A large number of tourism companies give their customers the opportunity to rent
tourist equipment and also provide accommodation - in more or less luxurious conditions.
However, some companies focus only on organizing the trip itself. Companies that focus on
sustainable operations prefer to offer accommodation in special tents that do not disturb the
harmony of the surrounding nature and, at the same time, allow the tourists to be close to
nature and not waste time traveling to and from accommodation facilities. A nature
exploration tour in Tanzania virtually always takes place in the presence of one or more
guides and in the case of an expedition that comprises several stages (e.g. covers several
national parks or sites), accommodation is provided in several bases. Food is included in the
price of the tour in the vast majority of cases. However, tourists must expect to pay entrance
fees to national parks, which are never included in the tour package. Sometimes the
customers are also required pay tips to the guide.

Based on the list of sustainable tourism service providers in the area of Tanzania
found on https://www.lonelyplanet.com/, which offer nature exploration tours in Tanzania, a
table was prepared with most nature tourism service providers of this type active in 2020:

Table 1. Nature exploration trip services in the area of Tanzania in East Africa (2020)

COMPANY’S

NAME TYPE OF SERVICE AND WEBSITE

NORTHERN REGION

1. Access2Tanzania | Personalized,local community focusedexpeditions throughout
Tanzania andthe neighbouring Rwanda;
https://access2tanzania.com/

2. Africa Travel An online broker who matches the customer’s ideas about their

57https://www.lonelyplanet.com/tanzania/planning/other-features/9d36774e-0d8d-4362-8d9e-
2ca724cd24c7/a/nar/9d36774e-0d8d-4362-8d9e-2ca724cd24c7/355640, [accessed on: 1 March 2021].
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Resource

dream trip with the right tour operator;
https://africatravelresource.com/

3. African Scenic
Safaris

Well-organized cultural tours in the north and hikes on
Kilimanjaro; https://www.africanscenicsafaris.com

4. Anasa Safaris

Individual expeditions in the north of the region, as well as running
refuges in the Mkomazi National Park, at Lake Eyasi, and at Lake
Victoria; https://www.anasasafari.com

5. Base Camp
Tanzania

Expeditions in the north of the country;
https://basecamptanzania.com

6. Duma Explorer

Expeditions in northern Tanzania, hikes on Kilimanjaro and Meru,
and cultural tours; https://www.dumaexplorer.com

7. Hoopoe Safaris

An operator that offers community-integrated luxury camping and
expeditions in the north of the country; it also has its own tent
camps on Lake Manyara and mobile camps in the Serengeti
National Park; https://www.hoopoe.com

8. IntoAfrica

A company with a long history that offers cultural expeditions and
hikes based fair trade with local communities in northern
Tanzania, as well as seven-day cultural and nature exploration
tours in the territories inhabited by the Maasai tribe;
http://intoafrica.com

9. Just Kilimanjaro

A small operator that offers organized hikes on Kilimanjaro;
http://www.just-Kilimanjaro.com

10. Maasai
Wanderings

Tours in Tanzania that focus mainly on its northern parts, but also
on some routes located on the coast and in the southern part of the
country; https://maasaiwanderings.com

11.Makasa Safaris

A family business with a long tradition that offers expeditions in
the northern part of the country as well as tours in southern
Tanzania. It organizes family safaris and cultural tours on the lower
slopes of Kilimanjaro; https://makasatanzania.com

12. Milestone Hikes on Kilimanjaro, expeditions in the north of the region, tours

Safaris that combine nature exploration and visits to the coast, and cultural
tours in the Moshi area; https://www.milestonesafaris.com

13. Nature A long-time operator that offers expeditions in the north of the

Discovery country and hikes on Kilimanjaro and Meru, in the Crater

Highlands area, and in other places located in northern Tanzania;
https://www.naturediscovery.com

14. Peace Matunda
Tours

Cultural walks and trips in Arusha, as well as expeditions allowing
tourists to interact with wildlife in the northern part of the country.
The proceeds are used to support a school and other community
projects; https://peacematunda.org

15. Roy Safaris

A long-time operator that offers affordable and semi-luxury tours
in the north of the country, as well as safaris in luxury lodges and
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hikes on Kilimanjaro and Meru; https://www.roysafaris.com

16. Safari Bookings

An online hub for planning trips with a large number of operators
and information on Tanzania's national parks;
https://safaribookings.com

17. Safari Makers

Camping without unnecessary luxuries in the north of the country,
as well as tours of the region; http://www.safarimakers.com

18. Shaw Safaris

Self-organized motorized tours in the north of the region;
https://shawsafaris.co.tz

19. Summit Professionally guided hikes on Kilimanjaro, as well as biking,
Expeditions & walking, and cultural tours on the lower slopes of the mountain and
Nomadic personalized nature exploration tours in the northern part of the
Experience country; https://www.nomadicexperience.com

20. Tanzania A service focused on local community and active and cultural
Journeys expeditions, including hikes on Kilimanjaro, day hikes, and cultural

tours in the Moshi area; https://www.tanzaniajourneys.com

21. TinTin Tours

A small organization that offers hikes on Kilimanjaro and nature
exploration tours in the northern region of Tanzania;
https://tintintours.webs.com

22. Wayo Africa

Active touring in the north of the region, including walks in the
Serengeti National Park, cycling around Lake Manyara, kayaking
trips in the Arusha National Park, and much more;
https://wayoafrica.com

23. Wilkinson Tours

Affordable expeditions in the north of the country, as well as
climbing on Meru and Kilimanjaro and additional trips to Zanzibar
and other coastal destinations; https://wilkinson-tours.com

SOUTHERN REGION

24. Afriroots Hiking

Hiking and biking trips in the Udzungwa and Usambara mountains;
https://afriroots.co.tz

25. Authentic

Hikes with chimpanzees, nomad camps, mountain biking,

Tanzania horseback riding, and other activities in parks in western and
southern Tanzania; https://authentictanzania.com
26. Essential A long established company with its own fleet of aircraft and

Destinations

camps in Ruaha and Selous, and on the Mafia Island,;
http://www.ed.co.tz

27. Foxes African
Safaris

A long-established, family-owned company that organizes camps
in the Mikumi, Ruaha, and Katavi National Parks, on the coast near
Bagamoyo, in the southern mountains, and in the Selous Game
Reserve. It offers combined trips by aircraft and on roads;
https://foxessafricamps.com

28. Hippotours and
Safaris

An operator with a long tradition that offers tailor-made tours that
focus on southern and western Tanzania;
https:///www.hippotours.com
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29. Tent with a View | A long-standing operator that specializes in tours in the southern
parts of the country, especially the vicinity of Selous and Saadani,
and Zanzibar, where it has its own camps and hotels;
https://tentwithaview.com

30. Wild Thing Pioneering sustainable tourism expeditions in partnership with
Safaris local communities. This operator takes customers off the beaten
track with mobile camps and cultural tours in the area of Ruaha and
Mikumi, in the Udzungwa Mountains, and in the remote Kilombero
Valley; https://wildthingsafaris.com

Source: prepared by the author.

A review of the basic descriptions of nature tourism services indicates a great
diversity, a wealth of offers, and services tailored to different market segments from the
moderately economical to the more demanding and luxurious. Furthermore, the basic
descriptions show the significant scale of the sustainable tourism sector in Tanzania. The
services are not intended for mass tourism and are based on enabling close contact with
nature and, additionally, with the local culture.

8.3. Ways to make money on nature exploration in Tanzania

Since most tourists come to Tanzania and the region in question to visit the national
parks or to participate in the Great Migration of animals, some service providers offer the
opportunity to visit East Africa year-round, while others suspend their services during the
rainy season or narrow down their tour package to the period of the Great Migration.

There is, of course, a group of companies that only organize the expeditions
themselves, leaving the travel to and from the expedition departure point to their customers
(as a rule, they come to Tanzania by plane at their own expense), that is to say, they play the
role of a concierge. This means that the selected company provides the possibility to rent
equipment and organize the trip itself and the customers have to find accommodation and
take care of food on their own. However, it is important that the sustainable tourism
companies that organize sightseeing expeditions in Tanzania and the neighbouring countries
definitely prefer the extended activity model where the things that the customers have to
organize themselves are limited to an absolute minimum. This strategy undoubtedly meets
the needs of the market, which is related primarily to the targeting of foreign customers who
expect a product offer that is as comprehensive as possible and want to reduce the
unnecessary risk of exploring a foreign and - in a way - exotic continent on their own.

The expanded business model undoubtedly increases the safety of tourists, helps avoid
or reduce the risk of insect or other animal bites, and ensures a rapid response if medical
assistance is needed. In a developing country where only about 1/3rd of the population
enjoys the benefits of industrial civilization on a daily basis, access to medical care is often a
matter of life and death. The extended business model provides such access.
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The characteristics of a typical sustainable tourism service that consists in organizing
nature exploration trips in Tanzania can be best depicted using the example of five selected
companies, the offer of which has all the characteristics of ecotourism and is presented in

Table 2 below.

Table 2. Comparison of operations of sustainable tourism companies providing safari
services in Tanzania

Type of sustainable tourism activity: organization of nature exploration trips

Place of service provision: Tanzania, Africa

African Hoopoe i
. A . . Tent With
Name Scenic Saft;c:’\i/;9 IntoAfrica™ | Safaris East eQ/tieWI; 4
Safaris®® Africa’
. Serengeti
the entire Na?iegrfgﬁsgrk Serengeti National Park, Serengeti
Location . " | National Park, | Lake Manyara, National Park,
Tanzania Ngorongoro I
Lake Manyara Ngorongoro Grumeti River
Crater
Crater
year-round June/July or
Offer (except for November/March
o Ltee . June/July .
availability in | minor ear-round because of the ear-round (depending on
different weather- y . y the location of
rainy season
seasons related camp due to the
limitations) rainy season)
150-1,000
USD/day 220-1,000
. (depending USD 2,800- USD 2,300- USD/day 490 USD/day
Price .
on the 4,350 (total) 4,000 (total) (depending on (double room)
length of group size)
stay)
Number of prlvaFe private for 1 private for 1 private safaris,
articipants per safari, 2 t0 7 people person, group | person, group honeymoons,
P P P family Peop for 2to 10 for2to 8 family safaris,
group ;
safari, persons persons groups of 2-8

8https://www.africanscenicsafaris.com/, [accessed on: 3 February 2021].

8Shttps://www.abovesafaris.com/, [accessed on: 3 February 2021].

TOhttp://www.intoafrica.co.uk/safaristreks.shtml, [accessed on: 3 February 2021].
"thttps://www.hoopoe.com/a-taste-of-tanzania, [accessed on: 3 February 2021].
72https://www.tentwithaview.com/, [accessed on: 3 February 2021].
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group safari people
6-13 days
. (various
Duration 8 days 7 days 8 days 9 days
length y y y y
options)
animal
- migration, ethnological N animal migration,
Specific g . . g . visiting areas of | . . . J
. visiting animal values, visiting i visiting areas of
characteristics .. . high natural .
areas of migration areas of high high natural
of the offer . value
high natural natural value value
value
private private tents, : . :
. private private private company
Accommodation | company luxury
company tents | company tents tents
tents apartments
local, . . . .
Language English local, English local, English local, English local, English
Elements of sustainable tourism
African Hoopoe .
. . . . Tent With a
Name Scenic Above Safaris IntoAfrica Safaris East .
. . View
Safaris Africa
Hiring local | green products, a UK-based the offered supporting the
workers, local sourcing, | company but | accommodation | local community
General local working with | with local staff, | minimizes the by purchasing
characteristics capital, entities reducing the impact on the | products, hiring
working involved in impact on environment, local workers,
with local water nature during the staff limiting the
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business conservation - tours, includes people | number of safari
partners, including minimizing the | who are rangers | participants to a
local food | accommodation | number of tour | in the Serengeti | maximum of 8
products, providers, participants, National Park, | people at any one
supporting practicing moving away | organization of | time to reduce
the ethnic energy from luxury safaris without the massive
identity of | conservation in | product offers | disturbing the | impact of tourism
local offices, towards natural rhythm | in the protected
people, no | working with | accommodation of wildlife area
interaction partners in line with the
with wild | involved in the local culture
animals use of
during renewable
safaris energy
Cumbria Eco
Forum initiative
support to local aimed, among
schools in other things, to
. educating 2004 Conde liaise with
Responsible e
. - young people Nasto Eco politicians to
tourism training ; . )
Notable e : in the spirit of | Tourism award protect the
L certificate, | employees in i .
distinguishing . ; sustainable for the best region's natural
official sustainable : : .
features development in eco-tourism wealth, creation
partner of development . :
. order to company in the | of the Tanzania
Travelife
educate future world Elephant
generations of Protection

local guides

Society to protect
elephant species
from poaching

Source: prepared by the author.

As one can see, most of the companies offer their own accommodation and private
guides, allow contact with the local culture, and focus on the natural values of the trips they
organize. It should be borne in mind that sustainable tourism aspects are extremely important
in the tourism policy of Tanzania; therefore, every reputable organization tries to undertake
activities that promote the protection of natural values of the region in question.

One should also keep in mind that the sustainable tourism model of organization of
nature exploration tours in Tanzania and its region has many innovative features that
distinguish it from other types of tourism activities. Examples of such a features are
introduction of proper training of employees in sustainable development into the policy of
selected organizations, undertaking (e.g. by Tent with a View) various pro-environmental
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initiatives, basing the lodging activity on the use of renewable energy sources (e.g. by Above
Safaris), cooperation with local service providers and product suppliers, and activities aimed
to protect endangered animal species (e.g. by Tent with a View).

A review of the scope of the companies’ offers presented in the table above indicates
significant price differences and cost-plus-margin pricing. Also, many external costs can be
avoided by offering accommodation in tents, which seems closer to nature but is also much
cheaper. There are various dangers involved, e.g. of a sanitary or hygienic nature, but this is
compensated by the increased employment of local workers. In the end, the product generates
a high demand for labour and a very limited demand for expenditures, especially capital
expenditures. The products are based on local competence, which requires the use of local
guides who are best versed not only in the habits of the animals but also where specifically
they can be found. Only persons with good field knowledge can lead the expedition to places
where animals gather and where unusual events, such as hunting, fighting, animal feeding,
etc., take place.

On the websites of companies that organize nature exploration trips in Tanzania, one
can see many interesting photos or videos showing an image of the adventures that tourists
may experience. This builds firm picture of the product the tourists will get.. Theis picture is
accompanied by high expectations of tourists in terms of being close to the natural world.

8.4. Customer values in customers’ opinions

The concept of customer value usually consists of an offer including its price, which
together form utility and emotional values. In the case of a service that consists in the
organization of nature exploration trips, the possibility for the customer to have direct contact
with nature through realistic accommodation conditions and daily contact with indigenous
people, and by not using products or services that interfere with nature is of great importance.
A tourist going on a nature and culture exploration Trip in Tanzania most frequently hopes
for a unique cultural and natural experience, which by design should have an African flavour.
This is the reason why companies that organize trips in Tanzania that comply with the
principles of sustainable development so rarely opt for luxury accommodation and, instead,
focus on ensuring that their services are as realistic as possible. Customers going on exotic
trips to East Africa also expect support from local guides, usually taking for granted the
knowledge they share. The role of the guide during a nature exploration tour in Tanzania is
perhaps the most important in the whole structure of the service in question, because it is
through the guide that the tourist can have the expected experiences.

However, it is a good idea to become familiar with the values of the services that are
communicated by the customers themselves. This analysis was made possible by reviewing
tourists’ reviews of nature exploration tours in Tanzania posted on Google.com. Due to the
decreasing importance of TripAdvisor.com in terms of the information provided, a decision
was made not to consider - in most cases - the reviews posted there. With the above
assumptions in mind, Table 3 was prepared, which lists the categorized, characteristic and
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generalized opinions of customers concerning the services provided by the companies
analysed in Table 2, i.e. organizations that have the traits of sustainable tourism companies.

Table 3. Customer values as perceived by tourists using the services of safari companies
in Tanzania based on google.com

Scope of customer

Characteristic tourists’ opinions
values

1. The guides were phenomenal.

2. On the first day, the guide took care of his personal business
instead of organizing the trip.

3. Staff that is very friendly and willing to help.

4. The staff had an excellent command of the English language.
5. We felt like friends, not customers.

Guide participation
and service quality

1. A very well organized camp.

2. The rooms were clean and very comfortable.

3. We were surprised by our native accents in the room and the
Accommodation putting fresh flowers on the beds.

4. A very realistic place, it made us feel close to nature.

5. A true rawness of African nature.

6. A perfect campsite and daily bonfires.

1. At times we moved from place to place too quickly.

2. We could see turtles hatching.

3. We took part in bush walking expeditions.

4. We managed to climb Kilimanjaro.

5. We saw elephants, giraffes, and unusual species of antelope.

6. A small trip in a small group.

7. We have never seen so many animals at the same time before, it
was fascinating.

Topics of the trip

1. The tours started on time and were perfectly organized.

2. You can see that Tara tried with all her might to show us as
much as possible in the Saadani National Park.

3. The guide spent half an hour at a bank and kept us waiting.
4. You can see that they do not expect excessive tips, as it
happened during an trip | went on earlier.

5. Johnny intentionally did not cut the trip short, he took all the
time we needed.

6. We were promised a real safari and we couldn't have found a
better one.

Honesty
- fulfilment of the
customer promise

1. The food provided by local suppliers was delicious.
Associated services | 2. The food was fresh and varied.

3. We went on a boat trip.

4. We had lunch in the company of crocodiles and hippos.
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5. We were able to relax on the beach on our own.

Source: prepared by the author based on tourists’ reviews posted on Google.com

Considering the data in Table 3, one can see that customers who choose to go on
nature exploration trips in Tanzania not only pay attention to the quality of service and to
how the guides do their work, but refer to this issue in virtually every review they post. It is
important for them not only to be able to communicate freely, but also to feel a friendly,
family atmosphere without unnecessary tensions and communication barriers. Customers are
aware of the deficiencies, if any, related to the quality of service and are perfectly clear about
their preferences in this respect.

There is a group of customers who prefer, when choosing the accommodation for the
trip, to stay in luxury apartments that some companies have in their offer, but the vast
majority expect to be in contact with nature also when it comes to accommodation and opt to
sleep in tents. The ambience of a camp matches the expectations of tourists, who usually post
positive opinions about this type of accommodation. Some nuances are also appreciated, such
as native accents in the interior design or the opportunity to take part in local rituals (e.g.
bonfires).

Customers who opt for nature exploration trips in Tanzania and its region focus on
experiencing nature that the Great Migration of animals or the opportunity to see
internationally renowned national parks can provide. Because tourists want to watch animals,
the opportunity to commune with nature is most often the main reason for the decision to
travel to Tanzania. Natural features are mentioned in the vast majority of reviews and tourists
usually express their delight at the opportunity provided by the tourist company in this
regard.

Customers’ expectations with regard to the fulfilment of the promises made to them
apply to practically all types of service activities, but this aspect is of special importance in
the case of tourism services. This is why customers are able to specify their expectations and
identify any deficiencies in this regard. They expect the guides to be punctual, the description
of the offer to be consistent with its execution, and having the ability to take advantage of all
the proposed attractions (e.g. to enter the Serengeti National Park). Customers also criticize
any shortcomings (e.g. putting the private interests of the guide before the organization of the
tourists' time).

Accompanying services are always a desirable element of the service of organization
of nature exploration tours in Tanzania and its region. Customers appreciate the opportunity
to enjoy regional food from local suppliers, while eagerly manifesting their willingness to
partake in additional activities, such as river boat tours and lunches in the company of exotic
animals. The opportunity to enjoy the luxury of sunbathing on a beach is also considered to
be another advantage of some companies, e.g. Tent with a View, which is why this issue is
mentioned in a large number of reviews concerning the offer of that company.
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8.5.Customer relations - the strong emotional value of the nature
exploration business

As a rule, customer relations concern communication related to the sales process of a
selected service, the methods of defining and conveying messages, and aftersales activities.
Relations with customers who choose to participate in nature exploration trips in Tanzania
and its region are very characteristic. This is due to the fact that the main participants of these
trips are usually people coming from very far away who have to travel long distances to the
tourist base and have to make large financial expenses, since the price of this service is
usually relatively high. Moreover, the service is limited due to the seasonality associated with
the rainy season in East Africa, a period that in most cases makes it impossible to provide the
service at any time and allows it only in certain time slots suggested by the tourism company.
This means that the customer has even greater expectations as to the quality of the service,
believing that, due to its seasonality, the service will be provided without major disruptions.
Another important aspect is the possibility of participation of up to 10 tourists in a trip, as a
result of which large organized groups of tourists are sometimes forced to use the offer of not
one, but several companies.

The trip is sold online or by telephone and the main factor that determines the decision
to purchase the service is the opinions of other customers, relatives, and friends. Based on the
analysis presented in Table 2, one can be tempted to conclude that companies that organize
nature exploration tours in Tanzania offer similar prices and do not try to compete with each
other in terms of the price level. The profiling is carried out mainly in relation to the location
of the place where the service is provided, the available accommodation, and the additional
attractions offered by the selected company (e.g. the possibility to spend free time on the
beach or to practice water sports). The sales process in this case is carried out remotely in a
transparent and concrete manner. Companies that organize nature exploration tours in
Tanzania have detailed online presentations; however, the information presented therein is
verified by the customers once they reach the accommodation facility. This is why the quality
of customer service and the level of the guides’ commitment is so important.

Table 4 below indicates the general opinions of customers of tourism companies in
Tanzania and its region regarding customer relations.

Table 4. Customer relations in the opinion of tourists going on safari trips in Tanzania
based on google.com

Customer relations Characteristic opinions
Atmosphere 1. We felt like friends, not customers.
Personal approach | 1. Johnny intentionally did not cut the trip short, he took all the time
we needed.

2. Everything was explained to us thoroughly, even though we had
not participated in a trip of this type before.

Commitment 1. The guides were phenomenal.
2. You can see that Tara tried with all her might to show us as much
as possible in the Saadani National Park.
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Consumers’ 1. At times we moved from place to place too quickly.

complaints 2. On the first day, the guide took care of his personal business
instead of organizing the trip.

3. The guide spent half an hour at a bank and kept us waiting.

4. The program of the trip was better suitable for adults and the
guide did not explain anything to my children who understood little
from their stories.

5. The guide kept making hints about tipping.

Source: prepared by the author based on tourists’ reviews posted on Google.com

Although, as a rule, the customer’s ability to go on a nature exploration trip to
Tanzania is limited to selected time periods, proper customer relations usually significantly
compensate the customers for such time restrictions. However, they come with high customer
expectations, which are due the high price of the service (on the level of USD 2,500-4,000).
This is why tourists expect full commitment of the staff and the guides and criticize any
deficiencies they notice. The individual approach of the organizer is also important, which is
particularly evident in the case of families with children who place great emphasis on simple
communication.

Although customers who decide to use the described offer must take into account
additional costs, such as national park entrance fees and tips paid to the guides, any attempts
to cheat them in this regard are always condemned.

The above analysis leads to one key conclusion: relations are evaluated through the
lens of the reward of closeness to nature, and livelihood issues, due to the poverty of many
local communities in Tanzania, are mostly considered to be of secondary importance. Most
participants in nature exploration trips realize in advance that in a rather poor country like
Tanzania many comforts are physically unattainable. If this lack of comfort is not drastic,
with time it becomes forgotten, while most of the positive emotions associated with the
proximity of nature are remembered.

8.6. Segmentation method

Companies that organize nature exploration tours in Tanzania and its region target
several segments:

- the dominant segment - groups of tourists focused on contact with wild nature in the spirit
of respect for local traditions and culture, including families with children;

- the complementary segment - couples who want to have a special honeymoon, elderly
people focused on comfortable stay in an exotic place, and single people focused on the
tailored care provided by the organizer;

- the pioneer segment - people who want to go on trips with a high level of difficulty (e.g. in
the Kilimanjaro National Park).
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8.7. Distribution channels used

As described earlier in this paper, the main sales channels for the tourist service
consisting in organization of nature exploration expeditions in Tanzania and its region are the
Internet and telephone channel (including video calls) or both of those channels at the same
time. The basic factor that determines the effectiveness of sales is the tourists’ testimonials
posted on various tourism websites and companies’ own websites, but also reviews
concerning exotic trip that potential customers can find on the Internet. Many tourists dream
of an unforgettable adventure in Africa and the opportunity to experience from a short
distance the Great Migration of animals. Tourism companies in Tanzania and its region
usually provide information on prices of their trips and the related ancillary services on their
websites. The price range in many cases is related to the nature of the trip, the choice of
accommodation, and the number of participants. Tourists in the offer often call the organizer
of the trip to obtain additional information about the characteristics of the offer.

8.8. Operational elements of the business model

Selected operational elements of the business model are discussed in the case study
just presented, using the example of the services of the company “African Scenic Safaris,””®
which the company sells under the name “Classic Tanzania.” According to the description of
the offer, this is a typical adventure in the savannah, where the tourists have the opportunity
to commune with wild nature. The eight-day tour involves visiting several protected areas on
the same trip, including the Tarangire National Park the, Serengeti National Park, the
Ngorongoro Crater Reserve, and the Lake Manyara National Park - all major natural
landmarks on Tanzania’s map. This is a regular feature of the offer of African Scenic Safaris
and has been a popular option with customers for years. It is possible to individually plan the
trip at a time convenient for the participant (with minor exceptions related to the rainy
season). Importantly, various accommaodation sites scattered all over the map of Tanzania are
used during the same trip, but accommodation is always in tents located within one camp.
The offer is addressed to individual tourists, organized groups with less than 8 participants,
couples, and families with children.

8.8.1. Partners

The African Scenic Safaris uses outsourced services of local cooks (different people in
different camps) as well as regional food suppliers. Although the company has its own
accommodation facilities, it cooperates with, among others, befriended electricity suppliers.
Moreover, the organizer also cooperates with a local bus company that is responsible for the
transfer of tourists to the Kilimanjaro International Airport.

8.8.2. Resources required
The operator relies on its own staff and only in exceptional cases decides to outsource
services (bus transfer to the airport, services of the camp cook). The African Scenic Safaris

“https://wwwe.africanscenicsafaris.com/classic_tanzania, [accessed on: 2 March 2021].
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also has its own accommodation options, its own tourism equipment, and a fleet of vehicles
owned by the company. The company also enjoys a stable financial position thanks to its
long-standing activity in the tourism industry.

8.8.3. Key activities

The main activities carried out by the African Scenic Safaris as part of the service
known as “Classic Tanzania” include:
- organization of the trip (a detailed plan of the day, contracting of services, support in the
selection of trip participants);
- supervision of the proper course of the trip and implementation of the activities planned
during the trip;
- responding quickly to needs expressed by the trip participants (e.g., menu preferences);
- taking care of the best possible customer relations;
- focus on the quality of the services offered, the provision of which should proceed in
accordance with the customers’ expectations.

8.8.4. Income and expense streams

In the case of the analysed business model adopted for organization of nature
exploration trips in Tanzania and its region, the operator’s primary profit is mainly the
revenue from its margins on outsourced services and the revenue from the accommodation it
offers. These profits are quite significant, taking into account the company’s own
contribution, which is limited mainly to providing the customers with minimalistic
accommodation built on the plan of an African camp. On the other hand, the expenses borne
by the company are related to the need to use external staff (e.g. cooks, guides, drivers, etc.)
and to outsource various services (the services of an electricity provider and a coach transport
company). However, it is important to mention that the comparison of the revenues and the
costs is strongly in favour of the revenues, as evidenced by the significant revenues of
tourism companies engaged in organization of nature exploration tours in Tanzania and the
existence of strong market competition. It must be noted that, due to the low cost of labour in
Tanzania, it is possible to provide services to tourists performed by many persons.

8.9. Innovativeness of the model of tourism services consisting in organization of nature
exploration trips in Tanzania and its region

The vast majority of companies operating in the sustainable tourism industry in
Tanzania target environmentally conscious customers. This means that these companies
strongly emphasize those aspects of their offers that should be considered environmentally
friendly and spend a large part of their profits to provide sustainable development training to
their employees. Moreover, such companies seek to employ mostly local workers and to
support the regional economy by using local food suppliers. Many of these operators -
especially those whose operational characteristics are presented in Table 2 - try to implement
environmentally friendly solutions into their business profile by using alternative energy
sources in their own offices and camps. A large number of companies also start pro-
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environmental initiatives to act for the benefit of endangered species (e.g. the African
elephant).

8.10. Main success factors of the analysed business model

Some of the most important success factors for the business consisting in organization

of nature exploration trips in Tanzania and its region include:

- advantageous location near a valuable natural area (a national park or a reserve);

- recruiting responsible and committed guides;

- high natural and cultural value of the accommodation facilities;

- possibility for the customers to take advantage of accompanying services (e.g. catering,
river rafting, relaxation on the beach, and water and extreme sports);

- adding pro-environmental measures to the company's business profile;

- directing the offer to tourists willing to use the company’s services all year round and not
only outside the rainy season;

- fulfilling the promise made to tourists concerning staying really close to animals, the
elements of nature, and the unique African vegetation;

- providing unexpected values - “surprises” - in addition to those shown in the description of
the program, which builds a sense of significant added value among tourists; and

- focusing the program and the activities more on the mission of the trip and less on the
fulfilment of the tourists’ personal goals.

Nowadays, most of the companies engaged in organization of nature exploration trips
in Tanzania focus primarily on providing their customers with services that concentrate on
the natural features of the region. Therefore, the daily itineraries are filled mainly with visits
to reserves and national parks, where not much space is left for free activities. Therefore, an
interesting solution for those companies may be to include in their services a program that is
typical of ordinary trips abroad (e.g. more free time for the tourists). This proposal would
also undoubtedly be more attractive if it included interesting entertainment activities
connected with regional culture, which would certainly please clients with children. If the
service is located on Tanzania’s coast, one might also think about including non-invasive
water sports in the program of the trip, due to the presence of unique coral reefs in the area.
The example of Egypt shows that activities related to diving are popular among tourists. At
this point, however, it would be important to tailor this business concept so that it does not
harm the African nature and does not contribute to turning nature exploration tours into a
commercial business.
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9. Baltic Holiday in the Countryside. Business models for rural
tourism

9.1. The environment of providing the services of sustainable tourism

The dynamic growth of tourism and rural tourism in the Southern Baltic Region
started with the emergence of independent countries of the former Soviet Union: Lithuania,
Latvia and Estonia, the democratisation of Poland and East Germany, as well as the initiation
of free travelling between these countries and the remaining part of Europe. The beginning
saw a rather quick appearance of hotels and restaurants, which were followed by the
remaining elements of the tourist offer. Due to several strong elements, the new countries on
the tourism map of Europe became very attractive. These most important elements include: a
convenient geographical location, quick development of international air services (cheap
flights), the accession of the newly emerged countries to the European Union, and then to the
Schengen area, which considerably facilitated transport between these countries, opening
them to the exploration of foreign tourists. These countries are also relatively cheap for
tourists, although this sometimes requires a careful search for a good offer.

The development of rural tourism in the area of Southern Baltic is favoured by the
moderate climate, which turns into oceanic climate above the sea and partially the land, and
into continental towards the east, further into the interior. This climate is characterised by its
clear distinction of four seasons of the year, variable temperature and precipitation (although
their parameters differ depending on the location of the given country), which also favours
the development of this type of tourism, since with proper protection and furnishing of the
facilities they can be used all year long. This allows the tourists to adjust their vacations to
their own preferences and financial capabilities, since in rural tourism the prices of services
largely depend, apart from the location of the facility and its standards, on the so-called
season: low, medium or high, and these are related to seasons of the year and weather
conditions.

The area of Southern Baltic has a quite good road infrastructure. In a matter of hours,
it is possible to drive from Poland to the Lithuanian or German coast, using both motorways
and express roads, as well as state, regional and local roads. Also, the Baltic Sea itself does
not constitute any major obstacle when exploring the surrounding countries — Lithuania is
about 500 km away from Denmark by sea, and in the case of more closely located countries,
meaning Sweden, Germany and Poland, the distance between the shores ranges from several
dozen to no more than 200 km. Obviously, this does not change the fact that it takes slightly
more time to travel those distances. The offer of rail and bus transport across the Southern
Baltic Region is slightly worse. There are attempts to fill this void by private transport
companies, which, along the most popular routes, offer trips in buses with several to about a
dozen seats.

Another element favouring the development of broadly defined rural tourism in the
Southern Baltic Region is its natural and cultural diversity, which appeals to the tourists. Just
the sizes of the countries making up the Southern Baltic area allow for choosing those whose
culture and history seem the most interesting, and their relatively close vicinity and good
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transport routes enable free movement and changes in surroundings even during a short
vacation. Although the area of Southern Baltic includes not just the shore directly
surrounding the marine basin, it should be mentioned that the nature of the coast decides
about its touristic appeal, both for the providers of tourist services and for the tourists
themselves. Along a majority of the coast, there is easy access to the sea, which is
characterised by small depths and by the presence of lagoons, meres, spits, as well as lakes,
facilitating and making more attractive both the recreation as well as the practising of many
water sports, also by children and beginners. The good climatic, natural, cultural and logistic
conditions, as well as the plurality and variety of available attractions make the Southern
Baltic areas an ideal place for rest and the development of the exceptional form of recreation
that is the rural tourism.

9.2. Proposed value for the client

Offers of recreation via rural tourism can be found in all countries of the Southern
Baltic Region, although it should be mentioned that it is not specific just to this area. Offers
of this type can be found everywhere, but one can easily notice three main trends in their
placement:

e near places appealing to tourists — allowing the guests to combine rest in an idyllic
atmosphere of a village with the simultaneous use of the offer of widely understood
tourist attractions,

e in villages/at a close distance to a village — this provides the possibility to participate
in everyday activities of the hosts, get to know the true life of the village, and in
certain cases also often forgotten, local traditions,

e far from civilisation (as much as possible) — it is an option for anyone looking for a
total escape from the civilisation, allowing complete immersion in nature and silence.
The offers of rural tourism differ from each other not just as regards location (varying

in terms of possibilities provided by the nearest surroundings), but also by the standard of the
facility and the services which are provided by the hosts in the rented facility and its vicinity.
Still until recently, the basic offer of rural tourism only included a room for rent in a
homestead and allowed for the possibility of the guests’ participation in the everyday life of
the hosts, which enabled understanding and experiencing how much time and effort it takes
to produce food and how hard this work can be, when it is done every day. Such a model also
enabled experiencing satisfaction with the acquisition of new skills and spending free time in
an active manner.

Nowadays, the model of rural tourism is changing towards providing tourists only
with places for staying away from cities, close to nature, including in an active or preserved
homestead, but this applies more and more to places away from civilisation, but provided
with all amenities. Sometimes the offer of rental is extended by the possibility of buying
meals. They are usually breakfasts — often at the same table with the hosts or with other
guests. Sometimes the hosts can also offer dinner for an additional charge. Over time, the
approach to the offered places of accommodation also changed; they were initially directly
connected to the house of the hosts, and nowadays they either constitute rooms with separate
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entrances and private bathrooms, or they are even located in separate buildings — cottages,
barns, etc.

Another step of developing the offers of rural tourism involved the addition of
attractions offered by the hosts to their guests (included in the price or charged separately);
the range of possibilities depends on the ideas and financial capabilities of the owners of the
facility, as well as on the natural and cultural conditions of the neighbourhood. Nowadays,
the most popular onesinclude:

e access to farm animals (cows, horses, goats, sheep, dogs, cats, donkeys, etc.), and
those slightly more exotic, like alpacas;

e amini-zoo, for example with various kinds of poultry;

e organisation of a campfire/barbecue;

e organisation of sleigh and carriage rides;

e access to the hosts’ library;

e trips across the area with a guide, e.g. tracking animals, outdoor observations,
learning about the surrounding fauna and flora (e.g. swamps);

e rentingbicycles;

e renting canoes — the organisation of rafting;

e raftcruises;

e horseriding;

e fishing in local ponds or lakes, possibly in the sea;

e recreation in orchards, gardens, on porches, etc.;

e home cooking and food processing lessons (liqueurs, powidl, jam, cheese, cold meat,
etc.).

The hosts also offer activities related to the culture and tradition of the country where
the given facility of rural tourism is located, providing great diversity to offers in Poland,
Lithuania or Sweden.

Similar diversity applies to the offer of rural tourism which can include rooms in
buildings where the hosts live, with access to their sanitary facilities and kitchen, or separate
rooms, small and medium-sized houses for the exclusive use of guests, with all amenities
(e.g. their own sauna and access to a lake), countryside palaces or whole homesteads, ending
with facilities which rather resemble complexes of holiday cottages or high-class guesthouses
with the possibility to organise family parties, conferences, etc. It all depends on the country,
the guests’ preferences, the creativity of the hosts of the facility and the financial resources of
both sides.

The vast majority of owners of rural tourism facilities are families, married couples or
couples who either believe that due to the conditions of facilities which are in their
possession (e.g. family homesteads, purchased land lots, etc.) it is a perfect way to make
additional profit, or they saw it as a way to fulfil their dreams about having their own
“guesthouse”, and rural tourism is a perfect beginning due to the assumed compactness of
services. However, the offers of rural tourism services are becoming more popular among
people for whom this is business and a reasonable investment of money made on something
else. In contrast to hotel offers, the minimum preferred time of staying in a rural tourism
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centre is very often 5-7 days, which is observed rather strictly. This is obviously related to
rational management of the possible rental period, which does not always span an entire year,
as well as to limiting the costs related to cleaning the rented facilities. In the case of a shorter
rental period, the calculated amount covers the entire rental period valid in the given facility,
or a payment is added to cover the costs of additional cleaning.

Similarly to other branches of tourism, a lot has changed over the recent years in
promoting the offer of rural tourism. The promotion, which for a long time used the word of
mouth principle, is currently managed mostly on various kinds of portals, both local (of local
governments) and country-level (dedicated to rural tourism and tourism). The market of rural
tourism is copying trends from other kinds of tourism, and there is an increasing frequency of
offers directed, e.g. only to the owners of pets (dogs, cats), or only to adults without children,
which guarantees the possibility of resting in a group of people with similar needs, without
compromises affecting the quality of recreation.

It is impossible to even roughly estimate the number of facilities which in the
individual countries are offered as centres of rural tourism. They can be found on all major
platforms offering online booking, such as: www.booking.com, E-turysta.pl, Meteor-
turystyka.pl, Nocowanie.pl, hometogo.pl, www.slowhope.com and numerous others, as well
as local government portals. In order to give at least a general idea of what is currently
understood as rural tourism, and what can be expected by a tourist in these types of facilities,
and thus what is required of people interested in running this kind of business, the table
below presents facilities and their short descriptions, on which the present study will focus.

Table 1. Examples of rural tourism offers from Poland, Germany, Sweden and
Lithuania

No Site name / address Website Country
Vila Deva

1. | Pervalkosg.38-3,LT- | https://www.booking.com Mo Lithuania
93104 Neringa
SvencelésKrantas
Zzeﬁceiés Lillll'ago’ 1. http://www.svenceles-krantas.It/

2. encele vitage, 2. https://www.airbnb.pl/ Lithuania

Klaipéda District. LT-

06241 3. https://www.booking.com/

“Po gzuolais” 1. https://www.sodybapoazuolais.|t
Homestead

Lithuania

Lawendula Habitat
Dzierzecin 13,

4. | Dzierzecin, West https://slowhop.com/pl/ Poland
Pomerania, Poland
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Mirabelka RuralTourism
5. Centre https://slowhop.com/pl/ Poland
Kashubia, Kopalino

KashubianClimates
6. Habitat https://slowhop.com/pl/ Poland
Kashubia, Ktosy

1. http://www.koziafarma.pl/pl/
7. | Goat Farm, Ztotna 2. https://slowhop.com/pl/ Poland
3. https://www.airbnb.pl/.

Gut Pohnstorf
Mecklenburg Lakeland,
Brandenburg, Alt
Siihrkow

https://slowhop.com/pl/ Germany

Stay Happy Dogs Ranch

https://www.booking.com/ Sweden
Farm

1. http://www.hasslostugby.se/
10. | HassloStugby 2. https://b2.boka-blekinge.se/pl/ Sweden
3. https://www.facebook.com/

Source: The author’s own research.

Upon studying the sample offers listed in table 1, it can be easily noticed that they are
both different from each other, as way as similar to each other in a way. This similarity
results from the nature of the (natural, rural) surroundings and certain necessary and
permanent elements of the offer. As already mentioned earlier, the detailed offer of rural
tourism in the individual facilities depends largely on the culture and tradition of recreation in
the given country, the location of the facility, the creativity of owners, financial resources and
the needs of guests, which very often become a catalyst of changes for enriching the offer.
The present analysis will indicate the basic elements of the rural tourism offer, as well as
examples of attractions and services which provide it and its facilities with an individual
nature.

9.3. Basic elements of the rural tourism offer’

9.3.1. Location

When analysing the offers of various portals offering the reservation of leisure
facilities, including those of rural tourism, it is possible to point at elements which they must
take into account. The most obvious one of them is the location, upon which it largely
depends whether a facility would be popular or not. Also, attention should be paid that, apart
from numerous options to choose from and the active maps on booking portals, it is a
common feature to share the ratings of the offered facilities, which among other things

74 This subsection has been prepared based on data from booking services, especially www.booking.com and
www.slowhop.pl
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consist of rating the location. The clients’ rating combined with an additional short
description and photographs is more helpful when deciding where and at what cost we would
spend the usually too short vacation, compared to even the most sophisticated marketing
offer.
9.3.2. Type of the dwelling

The second important element in an offer, especially one related to rural tourism, is
the type of the offered accommodation facility. Usually they include: rooms, apartments,
houses — shared or for exclusive use, detached, independent or belonging to a larger group.
9.3.3. Description of the site

The information which can be found in the vast majority of offers includes: meals,
equipment, amenities, offers for children, attractions of the site and its vicinity, the hosts’
approach to the guests’ animals, the strengths of the facility, photographs, as well as rental
costs, rules effective during rental and the opinions of guests (discussed in detail in the
following part of the study).
9.3.4. Meals

In the case of the model of a rural tourism offer, meals constitute an addition, but they
are not considered an absolute necessity. Breakfasts are the most popular option of meals.
Sometimes they are already included in the price of accommodation, or they remain an
additional option, to be purchased if necessary, which can be declared when making a
reservation or already upon arrival. The remaining meals are usually optional (not included in
the cost of accommodation). The most common additionally offered meal is dinner or supper,
the payment for which is approx. 25 zlotys per person or more, which obviously depends on
the type of served dishes (hot, cold), the number of people, the age of guests (children usually
pay less), the place of serving (in a local dining room or on a nearby island which can be
reached by boat, etc.) and the time of day.
9.3.5. Equipment and amenities

Equipment in the facilities of rural tourism is a vast subject, depending on the type of
the offered accommodation and additional services. In the basic range which comes down to
accommodation services, it primarily has to do with single or double beds, usually with
provided bed linen and towels. The guests can also usually expect a space for their
belongings (closets, wardrobes, hangers, chests of drawers, etc.) and bathroom cosmetics
(soap, shampoo).
Equipment which can be considered additional amenities includes air conditioning and
heating™ (central, electric, a fireplace), which is a standard in facilities active all year long.
There are facilities provided with a sauna, a place for a campfire or a barbecue.
9.3.6. Children

Children are the group of guests with are tended to, as seen in the presented offers.
Especially www.slowhop.com shows how much attention is paid to younger guests.
Sometimes, like in the case of the German Gut Pohnstorf’®, the offer is also extended by
various animals: alpacas, sheep, cats, hens, horses or goats. The amenities can also concern

75 For example, the Stay Happy Dogs Ranch Farm in Sweden — https://www.booking.com/.
76 Details of the offer can be found on the website https://slowhop.com/.
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access to the facility by the disabled (especially those with motor disability); unfortunately,
although some progress can already be seen, many facilities of rural tourism still do not take
this group of clients into account.
9.3.7. Attractions of the site and its vicinity

Attractions of the site and its vicinity are to a certain extent related to the equipment
and amenities which are provided to tourists choosing a certain facility of rural tourism.
Apart from animals, a place for a campfire and a barbecue, leisure furniture in the open air,
sauna, etc., local attractions may also include tourist equipment available for guests, like for
example toboggans, Nordic walking poles and bicycles, the possibility to practice horse
riding, walks with local animals (e.g. goats at the Goat Farm), the use of local gardens and
orchards, fishing in ponds and lakes belonging to the facilities, renting boats, participating in
the everyday life of the hosts and caring for animals, as well as numerous other small
additions which make the stay more pleasant and diverse to the guests.
9.3.8. The guests’ animals

Some offers include unambiguous messages: we accept animals / animals welcome /
take your pet with you, etc., or animals are not accepted.
9.3.9. Rules effective in the facility

The rules are partially slightly related to the previous section, but they also involve
elements such as: arrival and departure times, smoking in the facility (cigarettes, cigars, a
pipe, etc.), minimum renting time of the facility (2-7 days), the number of guests, quiet hours,
rules for cancelling the stay, preferences related to the age of guests and other rules important
for the hosts of the facility.
9.3.10. The costs of accommodation and the rules of payment

It is one of the most important aspects when choosing an offer. Theoretically, it
includes all information related to the fixed costs, including prepayments, advances, deposits
and the possibilities of their returns, as well as payment deadlines and acceptable forms of
satisfying financial liabilities. When the offers are published on large platforms like
www.booking.com, it is possible to find those whose reservation does not require prepayment
or securing by a credit card, but in most cases one of them is required. The rules of payment
on the www.slowhop.com portal are established in a slightly different manner, where all
facilities require a prepayment/deposit in various amounts (from 20% up to even 50%),
which is not returned in the case of resignation. Also, the hosts of facilities usually require
paying a full amount for the stay, still before arrival. And although the owners’ care for their
own interests is understandable, it is difficult not to notice that the guests’ interests are at the
very least unaddressed.
9.3.11. Visualisation of the site

Offers published on reservation portals are required to include the photographs of:
rooms, shared spaces and bathrooms. Optionally, although this is rarely skipped, the pictures
also present the nearest (gardens, orchards, lakes, forests, meadows, ponds, stables, etc.) and
more distant surroundings (tourist attractions, monuments, possible activities, etc.). The
photographs make it possible to get excited by the offer, but also to complain when what is
published on the Internet has little in common with what the guests see upon arrival.
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9.3.12. The guests’ opinions

Similarly to photographs, the published opinions of guests are an element which
complements the offer. Of course, it is obvious that opinions can be moderated, without
publishing these which are not very positive, although such practices usually have to do with
the private websites of facilities.

9.4. Ecology in the model of rural tourism

Since the emergence of rural tourism offers, ecological actions have been a natural
match for their model of functioning. This trend can be seen based on the example of the
relatively new booking platform that is www.slowhop.com, which has a special separate
section called EcoAlert, where the hosts of facilities inform about actions performed by them
in that regard. Table 2 presents several examples of such actions.

Table 2. Examples of environmental activities in facilities of rural tourism included in
the EcoAlert section on www.slowhop.com

No. Site Type of activity described in the Eco section

o we useenvironmentallyfriendlydetergents

e we do not change towels every day (only if
you ask for it)

e Wwe encourage the segregation of waste by the
Guests

e We segregate waste

Mirabelka Rural Tourism Centre
1. Poland, Kashubia, Kopalino

e on a lake, among iodine, we live eco- and
vege-friendly

Lawendula Habitat e We encourage the segregation of waste by the
) Poland, West Pomerania, Guests
' Dzierzgcin e we segregate waste

e we ecologicallygrowfruit, vegetables
¢ in the kitchen we use ecological and seasonal
products

e between cooking and knitting socks, we will
find time for ecological soy candles, baking
bread, making sauerkraut and collecting
blueberries for dumplings

e We encourage the segregation of waste by the
Guests

e Wwe cooperate with localcommunity

e we plant trees

e inour interiors there are no natural leathers
and furs

e \We segregate waste

e we have a domestic sewage treatment plant

KashubianClimates Habitat
3. Poland, Kashubia, Ktosy

ﬂ r- BALTIC Ll ﬁ
dreams iiterreg e U

HERITAGE ROUTES l South Baltic EUROPEAN UNION UNIVERSITY OF GDANSK


http://www.slowhop.com/
http://www.slowhop.com/

141

e travel without a car: transfer from the nearest
railway station

¢ we havephotovoltaicpanels

e we have cosmetics in multiple use packages

e we do not change towels every day (only if
you ask for it)

e We encourage the segregation of waste by the
Guests

e we cooperate with localcommunity

e we plant trees

e inour interiors there are no natural leathers
and furs

e \We segregate waste

e we have a domestic sewage treatment plant

e we ecologicallygrowfruit, vegetables

e we use environmentally friendly detergents

Gut Pohnstorf

Germany, Mecklenburg

4. Lakeland, Brandenburg, Alt
Stihrkow

Source: The author’s own research based on www.slowhop.com

The examples presented in table 2 clearly indicate that all of them use waste
segregation, sometimes also mentioning the exchange of towels and bed linen upon the
guests’ request. Attention is paid quite often to ecological cultivation, home-made preserves
and the use of seasonal vegetables and fruit, along with the baking of home-made bread.
However, the owners of facilities do not stop there, hence the information about domestic
wastewater sewage treatment plants or photovoltaic panels, planting trees and close
cooperation with local community. The presented offers also show the awareness of current
trends and directions of changes in the understanding of ecology. In here, good examples
include the vegan-friendly avoidance of natural furs and leathers, as well as the trend-
following limitation of plastic or the use of reusable packages for domestic chemicals and
cosmetics.

9.5. The primary way of making money””

The primary way of making money in rural tourism involves renting (selling)
accommodation services of varying standards (rooms, apartments, holiday houses, with or
without bathrooms). Rental prices depend on numerous factors, including leisure culture of
the country in which the facility is located, the type of season (low, medium or high)
affecting the level of demand for services, and therefore their price. The prices are the highest
in the so-called high season, including holiday months from June until as late as September.
In Poland, the prices of rooms range from 40 zlotys per person to over 100 zlotys per person
in rooms for 3-4 people, and the prices of holiday houses range from 480 zlotys per day (a
house for 4 people) to as much as several thousand per day.

7 Based on the example of the SvencelesKrantas Homestead and the Kashubian Climates Habitat
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In the SvencelésKrantas Homestead’® located in Svencelé in a nature reserve, right
next to a small lake, only 36 km from Klaipéda and about 55 km from the international
airport in Palanga, the price per day in the high season is 138 dollars. The price includes
renting a detached holiday house for 4-6 people (3 bedrooms) with its own sanitary facilities
and a fully furnished kitchen, bathrooms (towels, cosmetics), as well as a bedroom and a
terrace, along with an available parking area.

In the Homestead, the guests also have at their disposal a shared part, which includes
the following, placed on the ground floor and combined into a single room: kitchen (provided
with necessary home appliances, dishes, cutlery, furniture), dining room and living room. It
should be pointed out that the Homestead has only one, but spacious and well-furnished
bathroom. The Scandinavian style also works perfectly in here, and the guests are given
clean, white towels.

The service for which the guests pay is the rental of a house prepared by the hosts
(cleaned up and furnished), which is why the daily rental price needs to be increased by a
single cost of service payment, which in the case of SvencelésKrantas is 191 dollars. All
payments are made up front, but, depending on the selected portal, it is possible to resign free
of charge (booking.com), or with a loss of the deposit (www.airbnb.pl). The
SvencelésKrantas Homestead is (apart from the rooms for rent themselves) an example of the
simplest model of rural tourism. Although on the website of the SvencelésKrantas
Homestead’® one can easily find information about entertainments which are available in the
vicinity, the hosts do not participate in their organisation.

A slightly more diverse offer, but still following the basic model of rural tourism, is
the one prepared by the Polish Kashubian Climates Habitat®, which offers the guests rooms
for rent in a habitat where the hosts of the facility also live, which changes the scope of
interaction of both sides (the clients and the hosts) considerably, enriching and extending the
possibilities of leisure and recreation. The facility has 5 rooms arranged in the Kashubian
style, without their own bathrooms. The guests have at their disposal two generally available
bathrooms with showers, a public living room, a fully furnished kitchenette, a library, a
terrace and a dining room. The hosts serve breakfasts in the dining room. The basic principle
when staying in the Habitat is the home-like but unobtrusive atmosphere (breakfasts can be
eaten in pyjamas). The offer of the Kashubian Climates Habitat is largely directed towards
families with children, which can be seen both in its scope and the wording chosen by the
hosts and used in the offer, and which can already be noticed in the first sentences that can be
read after entering the website.

All attractions offered in the Habitat are included in the price of accommodation,
which in a room for two people is 240 zlotys / 2 people, while additionally the
accommodation of children up to the age of 12 in the room costs 70 zlotys, with 90 zlotys for
those older than 12. Children up to the age of 2 stay for free.

78 The full offer of the SvencelesKrantaas Homestead can be studied on several reservation portals, i.e.:
https://www.airbnb.pl/rooms/.

7 The website of the SvencelésKrantas Homestead — http://www.svenceles-krantas.|t/#.

80 The full offer of the Kashubian Climates Habitat can be seen on https://slowhop.com/pl
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To sum up, the most important part in the primary model of making money from rural
tourism is played by the renting of rooms/facilities of various standards, in which there are
two clearly noticeable directions:

e renting facilities in which the hosts live and building a home-like atmosphere, and

thus an emotional value;

e renting standalone facilities, without the hosts’ supervision — which allows for full

autonomy of guests who spend time with whomever and however they want.

In addition, the basic model can be extended by necessary meals, usually breakfast
(optionally dinner) and local attractions available on the premises. In most cases they are free
of charge (the Kashubian Climates Habitat), or charged separately (the SvencelésKrantas
Homestead).

9.6 The way of making money in extended businesses®!

Apart from the primary model of rural tourism which is described above, there are
models which assume providing one’s own offer with a special characteristic, an exceptional
feature, memorable for the clients and distinguishing it among the others. The ideas vary —
usually they are related to the capabilities and passions of hosts — local zoos with alpacas,
rabbits, hens, cats and other animals (Gut Pohnstorf, Germany; Lawendula Habitat, Poland;
Kashubian Climates Habitat, Poland); horse riding, when a stable is located on the premises
or in the direct vicinity (Mirabelka Rural Tourism Centre), workshops on herbal medicine or
the preparation of preserves and liqueurs (Kashubian Climates Habitat), or entertainment
dedicated to children (wickiups, handcrafting, forest trips). When browsing offers of rural
tourism, one can also find facilities offering their guests wellness centres, the use of a pool
(“Po gzuolais” Homestead), the organisation of family parties, yachts, as well as arriving at
the place by plane. As already mentioned, the ideas to enrich the offer result from the
personal passions of hosts, as well as from needs declared by guests.

A good example of the extended business model is the Goat Farm in Zlotna,
providing intimate rural tourism (only with two rooms available for rent), and at the same
time an ecological household aimed at breeding goats and the production of cheese,
welcoming tourists, school pupils and children, showing village life to anyone who is
interested and teaching them how to make cheese.

The Goat Farm in Ztotna combines the rental of rooms with goat breeding and the
production of goat cheese. The offer of rental is very limited, because, according to the
owners, it is primarily a place where life follows its normal path, except in the company of
140 goats, and guests are treated like good friends. However, the main attraction of the rural
tourism household has to do with goats and the related production of goat dairy. This is why
the Farm offers two cosy and creatively arranged rooms: for two and four people (a family).
Each room has beds, a desk, a wardrobe and a locker for storing suitcases. A bed for an adult
costs 120 zlotys per night (breakfast included); for a child aged no more than 3 sleeping in
bed with parents it is 0 zlotys; for a child aged 3 to 10 the price is 60 zlotys. As part of

81 Using the example of the Goat Farm
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additional accommodation services, it is possible to rent a cot for a baby of no more than 3;
the cost is 30 zlotys.

At the Farm, the guests can use a shared space including: a dining room and a
kitchenette with basic equipment (a fridge, a sink, a toaster, an electric kettle, dishes and
cutlery). The hosts have also taken care of coffee available for everyone, as well as a
selection of teas. Apart from the shared living space, the guests have at their disposal an
unguarded car park, two ponds, deckchairs, picnic mats, Nordic walking poles and three
bicycles. Because of the goats and other animals present at the farm, the guests must not
bring any of their own animals with them. A sand box, books, colouring sheets and other toys
have been prepared for children.

Everything that has been listed is to a lesser or larger extent an element of the basic
model of making money on rural tourism, since hosts usually try to take care about additional
information regarding the closer and further surroundings; what makes the Goat Farm stand
out among others is the focus on breeding goats and organising all actions and attractions
around them. The Goat Farm has developed its own exceptional brand, looking for
possibilities to combine its own passion to create healthy goat dairy, the will to pass this
knowledge to others and to allow the guests to rest in exceptional circumstances, in this case
with the participation of goats. The farm is inhabited by a flock of approx. 140 goats which
are used to the presence of humans and which can be accompanied in the rhythm of daily life,
for example by following them to a meadow and observing how they behave in their natural
environment.

An innovative solution, albeit gaining popularity in investments in rural tourism,
involves returning to the idea of a summer resort, meaning recreation in small groups and
among friends. While many households of rural tourism which offer their clients contact with
animals choose rabbits, horses and various kings of poultry, the Goat Farm focuses on goats,
whose status here is that of pets, and they are treated comparably to dogs. This is related
among other things to the flock’s total freedom of moving around the area, which in and of
itself is quite an attraction. In addition, the guests may accompany the flock in everyday
activities and trips across the nearby meadows.

The farm owners’ another idea, which undoubtedly goes beyond the standard model
of making money on rural tourism, is combining the leisure offered to the guests with the
possibility to observe the work of cheesemakers, or actively participate in it. The guests may
also participate in free tasting of cheese produced at the farm and listen to real cheesemakers
talk about the secrets of its production. The Goat Farm is a place which, due to its informal
goat-therapy and the daily implemented rituals, apart from providing rest, teaching how to
relax and enjoy small elements of everyday life, also serves a therapeutic function, one that
calms you down and allows for recharging your batteries.

9.7 Value for the client in the tourists’ opinions

In the business of rural tourism, the value for clients consists of all the listed and
previously discussed basic elements of the offer, as well as additional services and attractions
which they get as part of the service. What also matters is the quality of relationship
developed with the hosts of the facility, regardless whether they remain in the rented facility
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or not. Similarly to the remaining cases of tourist services, the quality of the offer and its
price also matter in rural tourism, accompanied by the emotional value. The booking platform
www.booking.com presents for individual rating of the stay elements such as: personnel,
amenities, cleanliness, comfort, quality to price ratio, location and free Wi-Fi. In order to
learn the value of rural tourism services for clients, an analysis was performed involving
opinions published on the following platforms: www.booking.com, www.slowhop.com, as
well as the portal www.google.pl, which collects opinions from all over the Internet. The

guests’ opinions presented in table 3 constitute a selection of the most frequently repeating
reviews which have been provided for the offers of facilities presented in table 1.

Table 3. The most frequent opinions and remarks related to the elements of the rural

tourism offer

Element of the offer characteristicopinions of tourists

Location

(...) house located close to the forest, no neighbours, and only a
few minutes’ drive to the bay (...)

There are no neighbours nearby, so you can rest undisturbed.
There is a waterbody, a hot tub.

The homestead cannot be found at the given address; it is better
to ask for coordinates.

We have found what we had been looking for: peace and direct
contact with nature. (...): the house is surrounded by forest, and
the sea is nearby.

Lawendula is also a perfect starting point to explore the area. It
is close to Darlowo, where we saw the Castle of Pomeranian
Dukes, the Chequered-House Land, a water park and the
Charlotta Valley with a mini-zoo and water safari - all worth
visiting (...).

Mirabelka is (...) a place close to (...) the shore, which can be
reached while walking across the (...) coastal forest.

A place (...) away from civilisation, a stone's throw from the
forest, two throws from the sea.

Type of the dwelling
(apartments, rooms,
houses for exclusive
use)

The house is very pleasant, modern and cosy.

A very pretty house and (...) surroundings (...).

We lived in the Hortensjowo apartment furnished in (...) the
style of an old village (...).

(...) a comfortable and cosy room.

The décor increases the charm of cosy and tidy rooms.

A beautifully designed, bright room.

(...) an apartment with a large romantic garden.

A good bed, a very charming hut in the forest, very quiet and
with such a good location, between a lake, a forest, sheep,
llamas and birds, (...).
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Meals

Deliciousbreakfasts!!!

Recommended to people who wish to rest and enjoy tasty food.

I am unable to describe how good the food served by the hosts is
(...).

The food is excellent, we were delighted.

(...) The food has the level of a great restaurant. This place is
slow life and slow food at its best (...).

Breakfasts are big and every day (...) there is a surprise. Dinners
of three courses are served at 5 pm (...) (fresh products,
interesting flavours: for example: asparagus cream soup, shrimp
with black noodles, lasagne, panna cotta).

(...) the menu is rather unique to this place; the courses are
prepared with knowledge, from good products, very good
desserts, home-made jams and liqueurs (...).

A tasty breakfast with vegan and gluten-free side dishes
prepared especially for us (delicious pastes, vegetables).

We counted the time until the end of our trip not in days, but in
breakfasts (...) which we still had left.
Everydaysomethingdifferent, Kashubian, local.

Cheese for tasting (...) We bought some to take home.

Equipment and
amenities

The house is fully furnished; it has everything that is needed.

No washing machine, and the fridge is small, if you stay with
your family for a week. Makesure to bringalongdrinkingwater.
Due to the longer stay, the lack of a washing machine and the
quality of tap water were a bit cumbersome for us.

It was 5 degrees outside, 15 inside. We were given 2 small
electric heaters, but it was not what we had expected. We would
not have booked this place if we had known this.

The house is very cosy and it had everything that we needed for
a week-long stay. The beds are comfortable, entertainment is
provided for long winter evenings (television, games and
books).

The room was (...) cosy - small, but we had everything we
needed! The view of the barn from the room is exceptional. We
alsoliked the patio.

The shower system has a small tank, and if there are more than
one person, the second person must always wait long (...).

Attractions of the site
and its vicinity

(...) a peaceful place with its own pond. A cosysummer
cottage.

(...) an enormous (...) area around the house!!! There is a place
for a campfire, a barbecue, a hot tub, a terrace by the pond.
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The morning feeding of goats and alpacas recharges your
batteries for the whole year. Vastgreenareasideal to
fullyclearyouhead.

A large garden full of greenery, flowers and a lot of places to
rest everywhere (...)

A good place for animal lovers, as there are plenty to stroke :)
(...) close to a lake, hammocks and campfire places.

We recommend taking your own bikes, as the areas are beautiful
for bicycle trips.

a very peaceful location with the possibility of hiking or cycling,
and a great café nearby.

It is (...) a farm away from everything, but a small paradise with
charming animals and plenty of surprises (...).

We learned about the process of making cheese, we participated
in the tasting of farm products, we closely witnessed the farm
life.

Offers for children

A place perfectly prepared for children, who will surely not be
bored.

Our kids are delighted by the animals, trampoline jumps, the
village road, perfect for cycling, the company of the hosts’
children and trips to the sea.

Children are delighted with the place, space, surroundings and...
goats, rabbits (...).

The costs of
accommodation and the
rules of payment

None of this justifies the high price of €150 per night.

Photographs

The photographs and description fully reflect the feel of the
place.

Cleanliness and
comfort

This place is intimate, blissful and tasteful, which is usually
uncommon at the seaside.

Everything is clean and aesthetic.

The rooms in Mirabelka are beautifully arranged, full of
charming details. The wholehouseisveryclean.

Veryclean!!!

Source: The author’s own research based on opinions presented on booking platforms:
www.booking.com; www.slowhop.com, www.airbnb.com, www.tripadvisory.com.

When analysing the opinions of tourists who decided to choose rural tourism as their
option of recreation, it is easy to notice that in terms of location they usually look for a place
distant from the civilisation and from neighbours, providing privacy, away from places of
holiday noise, but at the same time being a perfect starting point for the organisation of rather
short and unchallenging trips. It may be surprising that some guests did not bother about the
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necessity to walk several kilometres to the beach, but in exchange they got a much lower
price compared to a facility which would be located in direct vicinity of the sea. In the case of
rural tourism, the rule “you have what you pay for” applies. Locations which are remote, but
with a convenient access on foot or by car, ensure lower prices and they are very popular.

In the opinions of guests related to the place of stay presented in table 3, attention is
attracted to elements which primarily influence the positive perception of the site; they are:
climate, comfort, but especially cosiness, regardless whether this concerns modern décor or
an apartment furnished in the style of an old village. This most likely results from the fact
that, when choosing rural tourism, a large number of clients seek a kind of homeliness and
the related mental comfort; they want to feel good in not necessarily big, but well designed
and guest-friendly rooms. This is why the owners of rural tourism centres decide on a strictly
rural nature of their facilities, but they diversify it with respect to the country on which this
rurality is based. A certain minus, seen in the tourists’ opinions, has to do with some
shortcomings related to bathroom or heating infrastructure, or the old and rather
uncomfortable architectural solutions. However, this is the specificity of the facilities, in
which the rooms or apartments are created as a result of adaptation. A lot of these adaptations
took place a relatively long time ago. However, in the summaries, the place of stay (a room,
an apartment, a cottage, etc.) is included in a bundle with other services, and in the final
result they are rated mostly positively.

Important observations have to do with the surroundings and the available attractions.
Many hosts inform on the websites of their facilities about what could be done on the
premises and in close vicinity. The hosts point at the accessibility of nature and large green
areas around the rented facility. These facilities are preferably placed close to cycling routes.
Major significance is also contributed to access to farm animals, especially the smaller ones:
goats, llamas, etc., which are particularly liked by children.

Food is one of the most important rated elements. This subject is the one addressed
the most often in opinions related to the stay. Many rural tourism centres only provide their
guests with breakfasts; most rural tourism centres do not serve any meals, but they let their
guests use their fully furnished kitchenettes or kitchens. In places where tourists can buy
dinners, it is very common to point at their home-made and local nature, based on local
products.

On the other hand, a lot of positive comments are related to the appreciation of
aesthetics and cleanliness of the facilities. A lot of people pay attention to aesthetics,
meaning the proper arrangement of elements in the surroundings in which they remain. Care
for a uniform, distinct style gives a feeling of aesthetics and harmony, which are among the
things sought during recreation.

9.8 Relationships with clients — the high emotional value of the rural

tourism business

The model of rural tourism is one based largely on relationships. Relationships begin
at the stage of establishing contact and making a reservation of the facility, through passing
the keys, care for the comfort of guests expressed in the furnishing quality of the facility and
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the attractions available on site, ending with the fulfilment of possible individual requests of
the guests and returning the keys. The culture of the given country has great impact on the
perception of this situation. In Denmark, Sweden, Norway or Finland, as well as Germany
(although less frequently), anonymous renting is only limited to the exchange of e-mail and
text messages. This is somewhat different in Poland and Lithuania, where the standards of
hospitality are characterised by the much higher personal involvement of hosts, which is what
the guests expect of them. Table 4 presents the most important elements to which the guests
paid attention in terms of emotional value based on relationships.

Table 4. Relationships with clients in the opinions of people using the services of rural
tourism in the Southern Baltic Region

Relationships with clients

Characteristic opinions of people using the offers of rural
tourism

Hospitality

e The hosts are very friendly and hospitable.

e We got everything we came for: hospitality and safety.

e (Gosia and Jarek have their hospitality in spades.

e The hosts (and their dogs) are very hospitable and we felt
like home right away.

Responding to requests

e Cornelia is a great host, very nice and helpful!

e Our hosts readily responded to our requests.

e The hosts are open towards people and any remarks - they
are always helpful.

e The hosts are open; they are always interested in whether
we have everything we need, and welcome us almost
every day with hot cake for the coffee.

e (...) We felt tended to and pampered by excellent food
and... the delicious liqueur.

e An extraordinarily cosy place, run with passion and great
devotion. You can tell right away that the good of the
guest always comes first!

e The hosts are nice and friendly, and at the same time
unobtrusive.

Involvement

e A great place with very hospitable and friendly hosts, who
put their hearts and souls into it. Due to their involvement,
the rest in Siedlisko is filled with positive emotions.

e Open owners with an authentic passion.

e The hosts are very kind, hospitable, with a lot of care for
their house and the guests.

e The hosts are great; they like people, they are patient, with
great passion for what they do.

e Always smiling and nice hosts with a lot of knowledge,
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always willing to share it with the guests.

Atmosphere of relaxation

A place where peace and quiet go hand-in-hand with
kindness and tasty home cooking :) In here, you will not
just relax and forget about everyday life, but also listen to
the stories of the amiable Hosts.

Relax, peace, intimacy.

Relaxed and friendlyatmosphere.

The place is really magical, ideal to chill out and relax.
The Ztotna Goat Farm is a place where the time flows
more slowly, where you can calm down.

Personality of hosts

We liked the warm welcome by Kurt and Lisa.

The owners are very friendly; it was so nice that we
extended our stay!

Kasia noticed that we have a problem with our dinner (it
was too Polish) and made us Rice and Chana masala,
which was very tasty. | love you Kate for the great
service. She is a wonderful host.

Remote service

Communication with the hosts was cold, information
provided only upon request.

No one was home at the prearranged time of arrival. Upon
making a call, we were informed that the key was in
place. We haveneverseenanyone of the staff.

We saw them (the owners) only during check-in, and later
when leaving - so you have this incredible place only for
yourself.

Emotionalperceptions

The scent of wood burning in the fireplace is felt at the
door.

The time flows differently in there. We don’t know yet
how it works exactly, but in June we will come to check it
)

The farm is really a farm - a true homestead where people
live and work, not a marketing scam.

An excellent place. True rural tourism with a soul.

A fantastic place for people who like intercourse with
nature and a moment of rest from the city noise.

This place activates all our senses, including the
awareness of oneself.  Anoutstandingasylum  of
positiveenergy.

Source: The author’s own research based on opinions presented on booking platforms:
www.booking.com; www.slowhop.com, www.airbnb.com, www.tripadvisory.com.

The emotional value applies virtually only to the approach of the hosts. In the case of
remote service, this value functions to a limited extent. The guests clearly point at the
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personal approach of the hosts, their hospitality understood by the guests as the fact that they
are expected and their arrival makes the hosts happy.

The provided examples clearly indicate that the business of rural tourism is in at least two
thirds based on the possibility of building proper atmosphere favouring rest, relaxation,
destressing, as well as skilfully, unobtrusively, considerately and really carefully built
relationships with visitors. The standard of the facility and the attractions which it offers are
only the second most important aspects.

9.10 The method of segmentation

The owners of rural tourism centres direct their offer to several segments.

e The dominating segment — families with small and school children looking for direct
recreation, with the ability to spend as much time as possible in the open air, often in
the company of animals. It is a group which appreciates comfort and good furnishing
of the facilities.

e The supplementary segment — people looking for peace and quiet among nature and in
contact with it, who like active recreation in the form of bicycle trips, practising water
sports, fishing and long walks, but without ambitious goals, for recreation rather than
competition.

e The pioneering segment — adults looking for the possibility of rest in facilities in
which there are no children. It is a group with the highest demands and expectations
about the quality of the facility, its comfort and furnishing, willingly but not
necessarily using foodservice, able to organise their time by themselves.

9.11 The channels of distributionused

As already mentioned multiple times, the main channel of distribution of the rural tourism
offer is the Internet, and to be precise, booking platforms like: www.booking.com;
www.slowhop.com, www.airbnb.com, www.tripadvisory.com, local government portals,
individual websites of the facilities, as well as Facebook, Instagram and the related thematic
groups, in which guests of these types of facilities exchange their comments and
recommendations, since word of mouth advertising works perfectly here as well.

Usually, in addition to the price, official platforms and portals provide all necessary
information (tables 2 and 3), making it possible to make a reservation decision which is
conscious and compliant with one’s own requirements. Although the Internet is the most
common and the most efficient form of distributing offers, it should be mentioned that there
are facilities which do not use it and information about their services and possible reservation
cannot be found there. They are facilities whose promotional model is fully based on the
eliteness of the group of guests and word of mouth advertising.

9.12 Operational elements of the business model

Apart from those described in table 3 and discussed earlier, operational elements of the
facilities of rural tourism also include: partners, necessary resources, key actions, as well as
revenue and cost streams.
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9.12.1 Partners

In the case of rural tourism services, partners may include both other facilities of rural
tourism, as well as companies engaged in activity related to tourism, which provide each
other mutual services usually with respect to offering additional attractions to guests, e.g. in
terms of organising excursions with local guides (tracing animal tracks, observation of birds,
horse riding in a nearby school), providing access to a small backyard open air museum,
participation in various kinds of workshops, e.g. involving herbal medicine or the preparation
of liqueurs, glass painting, basket weaving, preparation of crépe decorations, etc. A well
cooperating network may enhance the activities of the participating facilities, as well as the
entire region where it works. The guests will eagerly use the services recommended by the
hosts, without participation in local conflicts and dissensions, common in such places. In this
case, the phrase “United we stand, divided we fall” works perfectly.

9.12.2 Necessaryresources

Among resources necessary in the business of rural tourism, one should include a
facility for rent of any class, located in an area interesting in terms of nature. This can be a
room in a homestead, like in the case of the Goat Farm, an apartment or a detached holiday
house (SvencelésKrantas). Access to water (lakes, ponds, a river or the sea) is usually
welcome, but not obligatory, provided the distance to it is not too long and it is easy to reach,
even on foot. The offered facilities should be fully furnished; the absolute minimum includes
providing: comfortable sleeping areas, places for storing clothes, bed linen, towels and basic
cosmetics. In the case of holiday houses, it is necessary to provide them with all amenities
which make it possible to run an independent household, with particular emphasis on
providing the kitchen with home appliances, dishes and cutlery. The addition of domestic
chemicals is welcome. Facilities of this type should also be provided with parking areas for
the use of guests.

9.12.3 Keyactions
The key actions of the host of a rural tourism facility include:
e Selling accommodation and gastronomic services,
e Managing the facility,
e Providing food compliant with the standards of the facility (usually breakfast,
sometimes dinner),
e Responding to the ongoing needs of guests and answering the arising questions,
e Providing information about attractions available locally and in the nearest vicinity,
sometimes helping with their organisation.
9.12.4 Revenuestreams
The main sources of revenues in the rural tourism business include:
e Fees for renting a room, an apartment, a detached holiday house — their prices depend
on the established rates and on the number of days. Some facilities add an extra fee
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for final cleaning. Sometimes this fee is very high, which is supposed to discourage
short visits.

Meals — most often breakfasts, usually included in the price of accommodation; if not,
they cost several to about a dozen euros (or an equivalent in local currency) per
person.

On the other hand, the following can be considered as additional revenue sources:

Services provided in the given facility related to enriching the recreation — great
examples include various activities, like, for instance, horse riding in a school run by
the homestead, renting more expensive tourist equipment (bicycles, electric scooters,
etc.),

Selling home-made products — cheese and other dairy (made from goat, sheep or cow
milk), powidl and jam made from fruit from the backyard orchard, pickles from
garden vegetables, wine, liqueur, beer, etc.

e The main costs in turn include:

The preparation of necessary infrastructure — facilities for rent, which can be assisted
by support programmes aimed at rural communities, combined with co-funding (low-
interest loans, nonrepayable subsidies, etc.).

Marketing costs — promotion on one’s own website; numerous facilities resign from
having their own websites, moving their marketing actions to Facebook and
Instagram.

Presenting offers on booking platforms — each of them collects from its clients
commission on the cost of rental, but this ensures them additional promotion and
appearances in the client's search engines.

Hiring additional personnel — this happens when a larger number of rooms are
available for rent and the hosts are incapable of coping with the task by themselves.
Increased costs of utilities (electricity, water, gas) and waste collection, sometimes the
necessity to construct a domestic sewage treatment plant.

9.13 Mainfactors of success

Main factors of the success of rural tourism business include:

'a

An attractive location — in an area interesting in terms of nature or culture,

A well-developed offer with clear and precise information (including photographic
documentation) about the facility for rent,

An active and up-to-date section of comments, in which the guests can express their
opinions about their stay — this is one of the best forms of advertisement.

A well-furnished and interestingly arranged facility; clean, aesthetic and cosy, with
attention to details and the building of homelike atmosphere,

Special care for the quality of the served meals combined with small surprises for
guests, both during their stay and at checkout,

Appealing personalities of hosts - openness, hospitality, involvement and passion.
Consideration for the individual needs of the guests.
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10. Business models in pilgrimage tourism: Camino de Santiago

10.1. Pilgrimage tourism as a component of sustainable tourism

The essence of sustainable tourism is to preserve the economic and social benefits of
the development of tourism, while reducing or mitigating its adverse impacts on the natural,
cultural, and social environment, and preserving historical heritage. This can be achieved by
balancing the needs of tourists with the needs of the tourism business and the operators of
heritage sites, while preserving the natural environment in which they exist. This results in a
set of basic duties of sustainable tourism, which require it to:

- take advantage of the attractiveness of the natural and cultural environment in a sustainable
way, while protecting the fundamental ecological processes and historical heritage;

- relate with respect to the host communities, respect their need for autonomy or even self-
isolation, and make use of their cultural heritage to the extent that the local community itself
wishes to make it available; and

- support the development of the local economy, in particular small and medium-sized
enterprises run by representatives of the local community, by buying services directly from
them, which creates better opportunities for them to benefit from income than hired work in
foreign tourist corporations.

Some researchers claim that sustainable tourism and sustainable development have a
common ground located at the junction of three spheres: social, economic and environmental.
It was at this junction that tourism, especially international tourism, has begun to develop
dynamically since the 1980s®2. However, the origins of sustainable tourism in its modern
version can be traced back to the late 19th century, when the U.S. Congress passed the
Yellowstone National Park Establishment Act (1872), which established the Yellowstone
National Park as a park publicly accessible for all for the purpose of recreation and
improvement of the health of the public and excluded other functions of the area. The
concept of sustainable tourism contained in that Act predates the concepts of sustainable
development by a century.

According to contemporary views, sustainable tourism is a diverse activity aimed at
actively involving the tourist community in exploring the natural and cultural heritage, while
minimising the negative impacts of tourism on the environment and the local culture, while
helping to create employment opportunities for the local residents. The aim of sustainable
tourism is to ensure that this development brings positive experiences and benefits to local
communities, tourism service providers and operators, and the tourists themselves.

Pilgrimage tourism is part of sustainable tourism as long as it respects its principles
and limitations. Not all pilgrimage tourism is sustainable. A characteristic feature of a
pilgrimage trip is taking part in the final religious ceremony, which is usually held in the
form of a large gathering. Such a large gathering of worshippers can also be organised in a

8See: K. Rogall, Ekonomia zrownowazonego rozwoju [Economics of sustainable development],
Wydawnictwo Zysk i S-ka, Poznan 2010, pp. 31-53.
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sustainable manner, observing the principles of safety and maintaining a certain amount of
free space that allows for the comfort resulting from lack of a crowd.

10.2. The objectives of pilgrimage tourism objectives from the standpoint
of business models

10.2.1. The purposes of pilgrimage

Pilgrimage is historically the oldest form of tourism. It has an ever-present and strong
motive stemming from the essence of human nature, which is full of curiosity on the one
hand and searches for spirituality on the other. Hence, despite progressing secularisation
processes in the modern world, a steady increase in interest in religious tourism has been
observed for many years. In recent years, new trends have emerged in this regard, which are
becoming permanent and will probably influence the further development of travel not only
with purely religious motives, but increasingly with religious and cognitive motives. A
participant in this type of travel, commonly referred to as a pilgrim, is an unknown, casual
wanderer going to places considered to be religious shrines. Traditionally, the pilgrim has
gone to these mysterious mystical places to ‘meet’ a deity, worship it, talk to it and gain a
sense of ‘inner power’ from this encounter. Religious tourism thus meets the specific needs
of pilgrims as well as religious organisations.

A special form of pilgrimage tourism is pilgrimage along the Way of St. James. This
type of pilgrimage is characterised by a focus on the personal dimension of the journey in
isolation and an opportunity to break away from daily responsibilities and practice inner
contemplation. This is usually facilitated by the route of the pilgrimage itself, which leads
mostly along dirt roads and paths, among fields and meadows, often in undulating terrain, far
from busy roads and urban centres. These are typical features of pilgrimages with a long
historical tradition, often dating back to the Middle Ages. It was due to the living standards
and transport infrastructure of those times that pilgrimages took place in direct contact with
nature and were dependent on the friendly attitude of the local population and the local
government and church structures towards the pilgrims. This historical tradition is still visible
in the organisation and functioning of pilgrimage routes, especially those with the longest
historical tradition. Pilgrimage along the Way of St. James is an individual experience, a
family experience, or an experience of small groups of pilgrims-tourists, consisting of several
or a dozen or so pilgrims.

10.2.2. The entities for which pilgrimage tourism business models are important

From the point of view of religious organisations, pilgrimage to holy places is a way
to build a religious community sharing the same values and, moreover, a factor that
contributes to an increased cohesiveness of this community. When analysing the business
model concepts of religious organisations, it is worth noting that they are guided by social
and community goals and respect for human dignity. The phrase ‘business of a religious
organisation’ means the object of its activity, which includes building and strengthening the
community and its development in order to increase its closeness to God or a Deity. There is
no doubt that religious organisations of all major religions are guided by the good of the
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public, which is placed very high in their hierarchy of their goals. Consequently, if public
good is one of the main goals of religious organisations then the development of the religious
community is one of several of their main goals. Religious organisations, as part of the
formation of people’s spiritual nature, solicit their charitable activities, but do not seek to
maximise financial revenue from pilgrimages and often even subsidise the pilgrimage of
poorer tourists.®

Nowadays (in the 21st century), pilgrimages are becoming more and more organised.
However, individual pilgrims or those travelling in small groups, motivated to a large extent
by their own ‘spiritual’ needs, still prevail. These needs have both religious and non-religious
- tourist and cultural dimensions and focus on the attractiveness of the natural environment
through which the pilgrimage route leads. Along the route of the pilgrimage there are various
accommodation points, eateries, grocery stores, and campsites, which earn money by serving
pilgrims, bearing in mind that an important element of the pilgrimage is to maintain
moderation in consumption, sometimes even poverty, which is part of the religious values
that are important for a given religion. This means that business models of pilgrimage
tourism can include small and medium-size enterprises, self-employed persons, and other
business entities that offer services to pilgrims. Another important group in this sector is
transport companies, which provide transport services at the start and end of the route, as well
as help to transport the tourists’ luggage.

A separate group of entities that can implement different business models of
pilgrimage tourism is local communities, municipalities, districts, and provinces, and the
local authorities that represent them. The business models of these authorities and
communities include economic activation of areas along the pilgrimage route, which are
generally peripheral or outlying. While the typical business model of local governments
includes provision of services to local communities, it undoubtedly also includes activities to
stimulate local economic development. In summary, within pilgrimage tourism, the business
models include religious organisations (religious associations), small and medium-size
enterprises,® and local authorities and territorial communities.

Business models of pilgrimage tourism can be located within cultural tourism, and in
particular within the creation of religious culture.Cultural tourism focuses the interest of
travellers on the rich past of a community or an area, preserved and reflected in monuments,
historical sites, typical architecture and handicrafts, and tractive forms of in which local
societies function. In a narrow sense, it refers only to material monuments (temples, castles,
monuments of technology, preserved military facilities), while in a broad sense cultural
tourism includes all manifestations of the cultural heritage of a country or a region. The

8 This type of outlook may seem quite unusual. Nevertheless, business models adopted by non-governmental
organisations, which are understood as the ways in which those organisations operate or function, which define
their essence or nature, have been analysed for many years. In this context, the business model of e.g. a Caritas
Soup Kitchen is to provide free food to poor and sick people by handling donations from private persons,
companies, institutions, and public authorities and preparing meals for the beneficiaries. The essence of the
Caritas soup kitchen also includes Christian empathy and a good word to those in need. In the language of
religious organisations, the business model of the Caritas Soup Kitchen is the implementation of Christian
mercy.

8 To a lesser extent, large companies (e.g. airlines).
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driving force behind the growing importance of cultural tourism is the human curiosity and
desire to see how other people live in their natural environment and to learn about the
material manifestations of their activities in terms of art, crafts, music, dance, food and drink,
games, language and customs, religious rituals, and the beauty of the natural environment®,

Religious cultural tourism usually has a leading motive, which very often is religious
objects of high historical and cognitive value (e.g. Marian shrines, calvaries, etc.), as well as
places of religious worship. In these places, the faithful not only pray, but also learn about the
history of the places they visit and get acquainted with the existing sacral buildings and their
decorations and furnishings. Cultural tourism, the most important goal of which is to meet
God through prayer, contemplation, personal reflection, and participation in religious
ceremonies at the shrines of prestigious religious significance, is transformed into religious
tourism.

10.3. The traditions of pilgrimage on the Way of St. James

The pilgrimage route to Santiago de Compostela is one of the three historically oldest
international pilgrimage routes in Europe, alongside the pilgrimage routes leading to Rome
and Jerusalem. The pilgrims going to Rome were called romerosand the pilgrims going to
Jerusalem were called palmeros. The pilgrims going to Santiago were and are called
pelegrino. The tradition of going on a pilgrimage to the tomb of St. James located in the
Cathedral of Santiago de Compostela in north-western Spain dates back to the 9th century,
with the documented arrival of the first pilgrim recorded in 950. The pilgrim was
Godescalco, the bishop of the French diocese of Le Puy. Traces of pilgrimages in the 9th
century are also found on the coins of the Frankish king Charlemagne, who reigned from 768
to 814. He was also called ‘the light of Europe’ and the founder of the renewed Roman
Empire formed under his rule from disparate regions of what is now Western Europe®. By
his edict, monasteries were required to run charitable guesthouses and hospices for traveling
pilgrims. Acts of a similar nature were issued by other feudal lords. Pope Boniface VIII, who
was the head of the Catholic Church from 1294 to 1330, recommended that monasteries care
for pilgrims, threatened anyone who attacked travellers with excommunication, and ordered
monasteries and parishes to care for the condition of the existing routes and build new ones,
including river crossings. When, as a result of an increase in the number of pilgrims in
Europe, the ecclesiastical institutions were not able to provide for all travellers, private
establishments began to spring up that offered similar services for a relatively low fee®’.

The pilgrimage movement reached its peak in the 12th-14th centuries and began with
a papal document recognising Santiago de Compostela as the third holiest place in

8See: A. Szczepankowski, Ekonomika turystyki kulturowej [Economics of culturaltourism], Wydawnictwo
DIFIN, Warsaw 2015.

8See: A. Demandt, Historia $wiata w zarysie [World history in anoutline], Wydawnictwo Poznanskie,
Poznan 2010.

87See: Z. Bladek, Z. Tulibacki, Dzieje krajowego hotelarstwa — od zajazdu do wspotczesnosci [The
history of the domestic hotel industry - from aninn to the present], Wydawnictwo Palladium, Warsaw-
Poznan 2003.
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Christianity after Jerusalem and Rome. The importance of the pilgrimage to the tomb of St.
James was very high from the beginning. In the Middle Ages, pilgrims were given a special
safe passage permit by the King of Spain to ensure their protection during the pilgrimage. In
addition, Pope Callixtus Il decided in the early 12th century that the year in which July 25th
falls on a Sunday, i.e. the celebration of Saint James, will be a Holy Year in Santiago de
Compostela. He also granted the shrine the privilege of a plenary indulgence
(IndulgenzaPlenaria). It is given to pilgrims who, after walking the route, attend mass in the
cathedral, go to confession, and receive holy communion within 15 days before or after the
pilgrimage. The last Holy Year was in 2010 and the next one is in 2021. All these privileges
are still in force today.

The political history of Europe in the following centuries was unstable, which was not
conducive to pilgrimage. In the middle of the 19th century, due to increasing social tensions,
revolutions, and wars, the pilgrimage movement declined, to revive only after the World War
I, when the nations of Europe started to look for common traditions of co-operation and
cultural, social, religious, political, and economic heritage - shaping together the atmosphere
of security and peace. The two pilgrimages of Pope John Paul 11 significantly contributed to
the systematic development of pilgrimages to Santiago de Compostela. The first visit took
place on 9 November 1982, at the end of his first trip to Spain, and the second on 19-20
August 1989, when the 4th World Youth Day was held there. Pope Benedict XVI visited
Santiago de Compostela on 6-7 November 2010. This was in line with the process of
European integration. Thus, in 1982 the Council of Europe recognised the Way of St. James
as the first European pilgrimage route of great importance for the culture and sense of unity
of the continent and called for restoration and maintenance of the ancient pilgrimage routes,
especially in the national sections of the Way of St. James. The European Union, in the
Treaty of Lisbon signed on 13 December 2007, extended the EU’s competences to include
supporting, coordinating, or supplementing Member States’ action in the field of tourism,
stating that ‘The Union shall complement the action of the Member States in the tourism
sector, in particular by promoting the competitiveness of Union undertakings in that sector’®,
This is to be achieved by encouraging the creation of a favourable environment for the
development of different types of services in the tourism sector and promoting cooperation
between countries, particularly through exchanges of good practice.

8 See: The Lisbon Treaty. Consolidated version, Brussels 2012.
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Map 1. The Way of St. James (the French Way, the section in Spain is the Camino de
Santiago) - English version of the map
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10.4. The evolution of the forms of pilgrimage on the Way of St. James

Historically, the first form of pilgrimage to Santiago de Compostela was on foot
‘from the door of one’s own home, to the door of the Cathedral of St. James’, and its nature
was most often penitential. Horseback riding pilgrimages were and are much rarer, and
recently cycling has become popular. All pilgrims follow the same historic route with slightly
modernised conditions.

There are seven most popular and oldest pilgrimage routes in Spain, three of which
are most popular:
-Camino Frances (the French way) is the most popular and oldest; it is a relatively difficult
route running mainly in a mountainous area that is interesting in terms of the surrounding
nature, with plenty of historical sites along it. It is about 800 km long and starts in St. Jean de
Port at the north-western end of the Spanish-French border;
— Camino Primitivo (the original way), is a moderately difficult route that starts in Oviedo at
the northern maritime border of Spain and is about 300 km long, with the last 50 km before
Santiago common with the French way;
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— Camino Portugues (Portuguese way) is an easy and flat route with little scenic appeal. It is
about 700 km long, starts in Porto, and passes by the Sanctuary of Our Lady in Fatima.

All the national sections of the Way of St. Jacob that are complementary to the
Spanish routes, join together to form a network of national routes converging in St. Jean de
Port, where the French Way begins. This traditional and original section of the Way of St.
James is still a point of reference for the creation of new national sections and principles of
operation of the Way of St. James.

Table 1. The number of pilgrims who came to the St. James Cathedral from 2004 to
2019

Year Camino Frances Camino Camino Total
Primitivo Portugues

2004 138,658 5,581 15,024 179,944
2005 79,546 1,218 5,429 93,925
2006 82,994 1,823 6,475 100,377
2007 92,191 2,747 8,043 114,026
2008 99,148 2,853 9,573 115,143
2009 114,090 3,783 11,953 145,878
2010 189,306 8,043 33,142 272,383*
2011 132,700 5,714 21,819 183,366
2012 134,984 6,604 25,068 192,488
2013 151,818 6,879 28,804 215,836
2014 162,010 8,320 34,715 237,886
2015 172,225 11,472 41,664 262,458
2016 176,075 12,089 49,538 277,915
2017 180,738 13,684 59,233 301,036
2018 183,199 15,038 67,822 327,378
2019 186,324 - - 347,578

Source:https://oficinadelperegrino.com/en/statistics/

Pilgrims from all over Europe have been travelling to the tomb of St James, since the
French road was and still is the most easily accessible route that is attractive in terms of its
geography and surrounding nature. In 2004, 77.0% of the pilgrims arrived in Santiago de
Compostela via the French route, while the original and Portuguese routes were chosen by
3.1% and 8.3% of the pilgrims, respectively. A total of 11.6% of the pilgrims arrived via
other routes. The number of pilgrims in the Holy Year 2010 was 272,383, of which 69.5%
came via the French route, 3.0% via the original route, and 12.2% via the Portuguese route.

In the year following the Holy Year, the number of pilgrims significantly decreases
and then steadily increased - as evidenced by statistics for the period of 2011-2019. In 2019,
347,578 pilgrims were recorded, with 53.5% of them arriving via the French route, 21.2% via
the Portuguese route, and 4.3% via the original route. What is notable in the table above is
the increasing popularity of the ‘easy’ Portuguese route, which seems to be at the expense of
the declining importance of the ‘difficult’ French route (a 53.5% share in 2019). It is certain
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that in the Holy Year 2021 the number of pilgrims will reach a record level, especially since
the Archdiocese of Santiago de Compostela, in agreement with the government authorities,
has decided that despite the persistence of the COVID19 pandemic, the pilgrimage traffic on
the Way of St. James will be restored.

Along the route, hostels and hospitals have been built, initially usually run by monks,
and in the course of time villages and towns were established to serve the basic needs of and
to help pilgrims.This slowly built infrastructure, inherently modest because the typical
pilgrim was a poor person, characterises the Way of St. James to this day. This feature is
perpetuated by the fact that the mountainous terrain through which the route passes in Spain
is not favourable to the development of industry and large-scale agriculture. This allows the
traditional character and atmosphere of the pilgrimage to be preserved to this day. People
from different countries motivated by the same or similar reasons meet on the route, which
fosters the formation of a sense of common spiritual and cultural heritage of humanity.

In spite of today’s definitely different conditions in which the society exists and the
visible secularisation of the motives for walking the Way of St. James, it still constitutes a
platform for the development of new forms of evangelisation, since the tradition and
historical surroundings of the route, as well as the behaviour of the pilgrims themselves
impact the tourists along the route. This is how the saying that on the Camino ‘one sets out as
a tourist and returns as a pilgrim’ became popular.

10.5. The motives for travelling on the Way of St. James (Santiago di
Camino) and the ways to achieve the business objectives of the entities
involved

A summary of the typical motives and external manifestations of a pilgrimage to
Santiago de Compostela, with their general division into religious and other (cultural), is
presented in the table below.

Table 2. The main motives for pilgrimage to Santiago de Compostela and their
matching business model objectives

Signs, symbols, and Religious Cultural significance Business model
events associated significance subject/way of achieving
with the route the business objective
Visiting the shrine and attending religious services
Santiago de Pilgrimage Centre | City of culture Community of the City of
Compostela Santiago de

Compostela/economic
activation through the
development of services
for pilgrims

St. James Cathedral | Place of prayer Attraction/monument, | Religious organisation /
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in Santiago de

cultural heritage

development of the cult

Compostela (UNESCO site) of St. James, building an
integrated religious
community

Ceremony of St. Religious service: | Tourist attraction Religious

James and

a special liturgical

organisation/building

Botafumeiro ceremony religious culture,
developing spirituality of
the faithful
Community of the City of
Santiago de
Compostela/promotion of
the city

Holy Year of St. Prayer and the Cultural and thematic | Religious

James (Ano Santo | possibility of tourism organisation/rewarding

Jacobeo) receiving an for faith and good living

indulgence

Relics of St. James | Prayer and Success - happiness Religious

blessing organisation/building the

spirituality of the faithful

Journey along the Way of St. James

Compostela

Confirmation of

Route completion

Religious

pilgrimage certificate organisation/rewarding
completion for faith and good living
Camino de Santiago | Pilgrimage, Self-renewal, cultural | Religious

- Way of St. James

retreat, penance

trail, opportunity for
adventure

organisation/building the
spirituality of the faithful
Business/selling travel
services, selling food and
other products

Sacral objects along
the route

Prayer, penance

Cultural heritage,
architectural
monuments

Religious
organisation/building the
spirituality of the faithful;
raising funds for the
preservation of buildings

Albergue

Pilgrim’s Home

Hostel offering
accommodation

Business/offering
accommodation to
pilgrims

The shell of St.

Symbol of the

Logo of a tourism

Religious organisation /

James pilgrim product building a shared
marketing identity of the
shareholders
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Source: M. Murray, B. Graham, Exploring the dialectics of route-based tourism: the Camino
de Santiago, ‘Tourism Management’, no. 8/1997, p. 521; column 4 of the table prepared by
the author.

The motives for the travel indicated in the table determine the organisations,
institutions, and companies that can address their value proposition to pilgrims. In addition,
this board indicates the range and standard of services that pilgrims need during their
pilgrimage. The services are quite different in the case of pilgrims with religious motives and
those with predominantly tourist and cultural motives. People travelling on the Way of St.
James mainly for cultural reasons expect a wider range of services and a higher level of
quality than a typical pilgrim. The scope of the services that a typical pilgrim expects is stable
over time, not very extensive, and well known. These services are traditional, which makes
them attractive, and the prices of these services are not exorbitant.

The fourth column of the table indicates three groups of entities that articulate their
business objectives towards pilgrims as a target group. In the case of religious organisations,
the business purpose is understood directly as the object (essence) of activity and it is the
building of a religious community through the development of the spirituality of the faithful
and acting for the benefit of this community. In the actions taken, the primary objective is to
provide support to those who need it, even if they are outside the religious community.
Raising funds for the preservation of religious buildings is also an important goal of these
organisations. Another group of entities interested in pilgrimage tourism includes local
authorities, which are interested in local economic development. Although the table includes
only the city of Santiago de Compostela, there are many other places along the Camino de
Santiago that are beneficiaries of pilgrimage tourism. The business sector is only indicated in
two places in the table, although it is probably the biggest beneficiary of pilgrimage tourism
on the Way of St. James. Driven by objectives typical of tourism businesses, this sector
provides the essential services to pilgrims. These issues are discussed in more details later in
the chapter.

10.6. The value proposition for pilgrims on the Way of St. James

Over the centuries, pilgrimages to the tomb of St. James have developed many rules
and customs, which in fact are still valid today. They should be respected as this constitutes
not only a continuation of beautiful traditions, but also makes life easier for oneself and
others. Every pilgrim obeys them:

- in the first stage, not to offend others;

- finally, due to his or her conviction as to the justification for applying these universal and
proven rules during the pilgrimage and in everyday life, no matter which country he or she
comes from.

A common identifying mark of a pilgrim on the Way of St. James is a shell. A shell
is the symbol of the route and the hostel, and pilgrims usually wear shells on their backpacks
or suspended from their necks. Very important is the document confirming the completion of
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the various sections of the route called ‘Credencial del Peregrino’ - a pilgrim’s passport. It
confirms the holder’s status as a pilgrim and entitles him or her to a number of privileges,
while time obliging him or her to observe certain traditional norms of behaviour. The
passport has room for stamps collected during the hike and for writing the dates confirming
completion of various stages of the route. It facilitates access to hostels on the trail, allows its
holder to take advantage of many discounts, and above all, enables collecting stamps from
places along the route, such as hostels, post offices, churches, and local offices. This is
necessary in order to receive the Compostela -confirmation of the pilgrimage to the tomb of
St. James - after completing the minimum section of the Way of St. James and arriving at the
St. James Cathedral. Below is a photograph of the pilgrim’s passport, together with the
confirmations of the stays at the various places along the route.

Photo 1. An example of pages of a pilgrim’s passport with proof of stay

FIRMAS Y SELLOS ( FIRMAS Y SELLOS

FIRMAS Y SELLOS

S

.5 0% # 20 HaYo 2007
Source: https://upload.wikimedia.org/wikipedia/commons/e/e0/Pilgrim_Passport2.jpg;
User:Jane023

In order to receive the compostela, it is necessary to show in the pilgrim’s passport
that one has walked a minimum of 100 km on foot or covered 200 km on a bicycle or
horseback along any part of the national Way of St. James or traditionally along the French
route or any other route in Spain.If a pilgrim walks 100 km along the national sections, he or
she has to come in person to Santiago de Compostela to collect a compostela and it is
customary to walk the last 6 km of the route from Monte de Gozo to Santiago de Compostela.
From Monte de Gozo,it is possible to see the city and the two towers of the St. James
cathedral for the first time. Upon reaching the city, the pilgrims pass through the Puerta del
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Camino, the gate of the historical Compostela, and then follow the signs leading to the Plaza
de la Quintana and to the eastern wall of the cathedral, where the Holy Door is located. They
are open only in the years when St. James’ Day falls on a Sunday. Once inside the Cathedral,
pilgrims touch the Tree of Jesse and embrace the sculpture of St. James which is the
centrepiece of the main altar - as an act of receiving his blessing, and then visit the tomb of
St. James.

Photo 2. An example of a compostela

CAPITULUM hujus Almae Apostolicae et Metropoli
Ecclesiae Compostellanae sigilli Altaris Beati Jacobi Apostoli
custos, ut omnibus Fidelibus et Peregrinis ex toto terrarum
Orbe, devotionis affectu vel voti causa, ad limina Apostoli
Nostri Hispaniarum Patroni ac Tutelaris SANCTI JACOBI §
C ibus, authenticas visitationis litteras expediat, omni-
4] gbuse ingulis pr ] &, notum fac, &
hoc sacratisssmum Templum pietatis causa devote visitasse. B
In quorum fidem praesentes litteras, sigillo ejusdem Sanctae
Ecclesiae munitas, ei confero.

Datum Compostellae die 6 mensis Oc—/!‘.o\o(?s
L0ch

Source: https://commons.wikimedia.org/wiki/File:Compostelacertificate.jpg; User:
Tusbarahindi

The way of obtaining a compostela as an objective of the pilgrimage causes the
potential pilgrim to face a dilemma:
- whether to make the pilgrimage in parts, i.e., to walk a minimum of 100 km of the Way of
St. James along the national route and then go in person to Santiago de Compostela; or
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- decide to make the pilgrimage on the route in Spain, ending it in Santiago de Compostela;
or

- treat the pilgrimage as a fulfilment of his or her own interests, needs, or ambitions, with
little importance given to religious motives; or

- whether to consider Santiago de Compostela as a destination for an interesting tourist trip
organised by a travel agency, usually with a group of 15 to 25 people.

Regardless of how the pilgrim solves these dilemmas, if he or she meets all the
conditions to receive the certificate - he or she will receive it. Both the pilgrim passport and
the certificate are important items for pilgrims, to which they ascribe significant values. First,
both documents are evidence of seclusion and living a modest lifestyle with reduced level of
consumption. At the same time, these documents show that the pilgrim had plenty of time for
his or her own reflection and formation of his or her spiritual culture and religious faith. The
certificate also shows the effectiveness in pursuing the goal and the ability to make sacrifices,
and the stamps in the pilgrim’s passport show the openness of the pilgrim to other people.
Both documents are commemorations of their own spiritual strength and are carefully
preserved by many pilgrims.

The value proposition offered by pilgrimage tourism on the Way of St. James thus
includes spiritual values, experiences resulting from exploring culture, nature, and people, as
well as items that prove the pilgrim’s maturity.

10.7. The business models of companies that offer services to pilgrims

One of the most complete practical descriptions on how to use accommodation on the
Camino de Santiago is provided by Anya and Campbell of the Stingy Nomads
website®. They indicate that there are two types of hostels: public and private. Public hostels
are usually larger than private ones and are less expensive. These are generally run by local
authorities or parishes. The authors write that there is usually no bedding, but most public
hostels sell disposable sheets and pillowcases for 1 euro. The public facilities are very
different, some are new and spacious with good equipment, and some are quite old and very
basic. The authors note that the best public hostels are in Galicia and are run by the
Provincial Government of Galicia. Most of them are new, spacious, with good facilities,
clean, and comfortable. The use of public hostels is quite cheap. The cheapest places in
dormitory rooms cost EUR 5-7 and private rooms cost EUR 15-17. The rules and regulations
for public hostels are very precise and detail what one can and cannot do in a hostel. Private
hostels or other accommaodation facilities (e.g., hotels or motels) provide more flexibility.

The hostels have a fairly strict code of conduct, which means that those who are not
used to sleeping in dormitory room will be subjected to severe rigour. The problem of hostels
and dormitory rooms is the noise, the cohabitants’ different times of getting up and going to
bed, the snoring of some people, and problems with insects: bedbugs, which are no longer a

8 https://stingynomads.com/albergues-camino-de-santiago/ Published: August 24, 2020 By: Author Alya
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problem in Spanish hotels, are quite common. Phone calls are not permitted in the
dormitories. These facilities undoubtedly pose significant challenges for people accustomed
to privacy or the elderly. These problems can be prevented by booking accommodation in
private hostels or small guesthouses, which is a more expensive but more comfortable option.
Prices of private rooms are between EUR 25 and 35 in basic standard; in hotels, they are
much higher.

The rather rigorous operation of public accommodation facilities is resulting in the
development of private sector accommodation offers that provide better conditions and better
recreational opportunities for pilgrims. Therefore, it can be said that the private sector shapes
its offer in opposition to the public sector, which in most cases offers a rather rough standard.

Another fairly serious challenge on the Camino de Santiago is food. The general rule
is that the tourist has to take care of his or her own food to a large extent, because there are
no eating places or restaurants near many of the hostels. Some tourists complained that in
order to eat something warm one had to walk 5 km one way from the hostel. This means that
many tourists eat high-energy dry foods and instant soups. The underdevelopment of catering
facilities is a major challenge for pilgrims on the route, but also presents a major opportunity
for emerging facilities. It seems that the situation is much better in Galicia than in the other
provinces along the Way of St. James. As a rule, meals in smaller or medium-size towns are
not expensive: for about EUR 10-15, one can have a nutritious meal of the day, which is quite
typical throughout Spain.

The problem for the private sector on the route is its seasonal nature: most facilities
are open from Easter to the end of October. The lack of intermediate public hostels at this
time may hinder the use of private facilities. The seasonality of the pilgrimages is a problem
also for catering businesses, which have to look for additional sources of income during the
off-season. However, these problems exist in most European countries in places where
seasonal tourism prevails.

10.8.The prospects for the development of pilgrimage tourism business
models on the Way of St. James

Individual travel on the Way of St. James involves many challenges related to
planning, organisation, unforeseen accidents, and other events. This option should be chosen
by strong people who are extremely experienced in overcoming problems. For this group of
people, concierge services could be extremely helpful if they consisted in planning an
individual route with accommodation and indicating more comfortable places to eat hot
meals. The concierge model has high value from the point of view of middle-income to
upper-income tourists. At a slightly higher, but not necessarily high price, it manages to plan
a logical, attractive route for the individual tourist. This model can be quite inexpensive on a
per person basis for couples. The concierge model is generally based on commissions for
selling services.

From the point of view of the less self-confident foreign tourist, a more comfortable
option is to go on the route with a specialised travel agency in a small group, which slightly
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reduces the level of isolation of the pilgrims, but results in a choice of more comfortable
accommodation, free from insects, and with well-planned meals. This option does not have to
be much more expensive for itineraries of up to 10-14 days but will definitely be more
expensive for a full-month trip. Specialised companies from Poland are able to organise such
a trip for 10 days at a price of up to PLN 4,000 including flights, accommodation, and most
meals. This price may increase by about PLN 1,000 when accommodation is arranged in
cheap guesthouses or basic hotels. This type of service can be offered by travel integrators,
which are companies whose revenues come from margins charged on costs.

It a good idea to encourage experienced pilgrims, who have well explored the route
also by car, motorcycle, or bicycle, to organise such trips. Starting a company that provides
services as a part of the operation of the Way of St. James can provide motivation for self-
education in a variety of areas, such as expanding historical knowledge about the Way and
especially about one’s own region, broadening one’s economic knowledge needed to run a
small business. It also encourages one to learn more about the religious traditions and culture
of one’s own community in order to share this knowledge with the pilgrims. Serving pilgrims
involves making contact with pilgrims and tourists, which teaches tolerance and empathy for
people®. There is no more reliable service in the field of pilgrimage tourism than those
provided by people who have experienced many unnecessary existential hardships and are
now able to offer their experience so that new pilgrims can concentrate on the spiritual sphere
and not on overcoming the mundane problems of everyday life. However, it is worth
emphasising that there are many supporters of a rugged pilgrimage and for them a more
demanding offer can be prepared.
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