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Executive summary
Plantasia Tropical Zoo in Swansea is a pioneering institution dedicated to education, wildlife protection, and innovative visitor experiences.


The zoo actively engages in preventing species extinction by raising funds for threatened species conservation and educating visitors about actionable steps towards conservation. Plantasia remains committed to wildlife protection and rainforest preservation. (Plantasia, 2023). By partnering up with magic memories who are global leaders in experience capture. Plantasia have now invested in brand new technology which can ultimately advance and enhance visitor experiences. This follows on from the extensive refurbishment in 2019 where Swansea Council invested £1.1m. 
Plantasia are also the first UK attraction to offer a new experience. Where self-service contactless kiosks are available where content can be delivered directly to smart phones. As any visitor will receive 6 free photos, this includes multiple different backdrops such as meerkats and pythons etc. 

Promoting core important messages, guests are able to share their interactive photos through social media platforms. As Magic memories have collaborated with over 200 more partnerships such as ZSL, Dublin Zoo, Chester Zoo. As a result, it has increased revenue and enhanced and facilitated the dissemination of crucial conservation messages. 



Methodologies 

Many methods of research will be used. This can be done through  netnography. Netnography introduced by Robert Kozinets, is an online adaption of ethnography. It delves into the study of digital culture and communities, treating them as unique social entities instead of merely analysing individual online content in isolation.  (Kozinets, R. 2019). By looking at what Magic Memories and other partnerships  like different zoos do in terms of success stories and their impact on this strategy. The marketing mix that has 5ps is essential to evaluate what Plantasia has to offer and what is needed for it to become more successful. Other methodologies such as leadership theories such as strategic leadership. 

Main body

Plantasia Tropical Zoo, nestled in the heart of Swansea, boasts an enchanting experience that harmonizes education and entertainment within an indoor rainforest ecosystem. Despite its captivating offerings, the venue has yet to harness the full potential of its online presence and marketing strategies.

At the core of Plantasia's offerings lies an array of experiences designed to captivate visitors. These experiences intertwine education and entertainment, offering a fascinating journey through the intricacies of the rainforest ecosystem. From interactive educational programs to thrilling encounters with wildlife, Plantasia provides an immersive adventure for all.

In terms of pricing, the zoo offers diverse ticket options catering to different visitor profiles. Entry fees range from £8.50 for adults to £6.50 for children and concessions, with special packages like escape room experiences and VIP encounters available for groups or individuals seeking a more tailored visit. Moreover, exclusive experiences like crocodile feeding and zookeeper encounters, priced between £12 and £85, further enrich the visit with unique insights into the animal kingdom.

Plantasia's strategic location in Swansea's bustling city centre contributes significantly to its allure. Its central placement ensures visibility and convenience, drawing both locals and tourists. The close proximity to transportation and parking facilities adds to the ease of accessibility, enhancing the overall visitor experience. Furthermore, this central hub offers a symbiotic relationship with neighbouring businesses, facilitating collaborative promotions that mutually benefit local establishments.

Despite these strengths, Plantasia grapples with underutilized promotional initiatives. The zoo's online marketing presence remains underdeveloped, lacking engaging content to captivate audiences or posters within the city centre to heighten visibility. This gap presents a notable opportunity for the zoo to leverage various online platforms, social media channels, and city-wide advertising to amplify its reach and attract a broader audience.
Porter's Five Forces, as proposed by Michael Porter, plays a pivotal role in delineating the competitive landscape and profitability dynamics in various industries (Porter, 2008). When applied to Plantasia Tropical Zoo, it unveils critical aspects both within and outside the zoo that shape its operational strategies and competitive stance.



Internal Dynamics at Plantasia:
Internal Rivalry: Within the zoo's departments like conservation and visitor experience, a moderate level of internal competition might exist for attention or resources. However, cohesive coordination among these segments fosters synergistic efforts toward the mutual goal of delivering engaging visitor experiences while prioritizing conservation efforts.
Supplier and Buyer Power: Plantasia wields moderate bargaining power with suppliers, influencing the quality and diversity of exhibits through strong relationships and reliable contracts. On the other hand, visitor and donor engagement levels play a crucial role in determining their influence over the zoo's operations, hinging on factors like visitor feedback mechanisms, membership programs, and donation incentives.
Threats and New Entrants: While the zoo faces low internal threats from substitutes and new entrants due to the specialized nature of managing a zoo and the expertise required in conservation, it remains imperative to maintain industry-specific expertise and uniqueness to mitigate potential threats.

External Factors Impacting Plantasia:
Competition and Substitutes: External competition from nearby zoos and wildlife parks, such as the Welsh Mountain Zoo in Colwyn Bay, poses a moderate threat. However, direct substitutes within the immediate vicinity might be limited, fostering a unique standing for Plantasia in its immediate area.
Supplier Influence - Magic Memories: External suppliers like Magic Memories hold significant influence due to the innovative technology introduced with MagicOS™. This cloud-based system enables the delivery of diverse multimedia experiences not only to large-scale attractions but also to any gathering celebrating branded experiences.
Threat of Substitutes and new entrants in the Local Area: Possible threats from emerging initiatives, like the proposed aquarium near the marina in Swansea, might pose substitutes to Plantasia's unique offerings. Vigilance and adaptation to changing local landscape dynamics remain crucial to maintaining competitiveness. In summary, Plantasia Tropical Zoo navigates a balanced competitive landscape both internally and externally, leveraging its strengths in visitor engagement, conservation, and strategic partnerships to sustain its position and uniqueness within the industry.


A swot analysis of this organisation concludes that there ae just as many strengths as there are weaknesses. 


Strengths:
Plantasia boasts a diverse range of strengths. Its full membership in BIAZA signifies a steadfast commitment to upholding the highest standards of animal welfare and care. The collaboration with Rainforest Concern showcases active involvement in global conservation efforts, aligning the zoo's mission with broader conservation goals. The introduction of The Escape Game adds an innovative and immersive dimension to visitor experiences, attracting diverse audiences and enriching the zoo's offerings. Additionally, the zoo's educational focus on biodiversity, habitat preservation, and medicinal potential within rainforests provides visitors with enriching and informative experiences.

Weaknesses:
One of the potential weaknesses lies in the time constraints associated with The Escape Game. While it offers an engaging experience, there might be limitations in thoroughly conveying the depth of the conservation message within the allotted timeframe. This could potentially overshadow the educational aspect, hindering a comprehensive understanding of the conservation goals.

Opportunities:
The affiliation with BIAZA presents opportunities for collaboration with a network of esteemed institutions, allowing for expanded conservation initiatives and environmental education efforts. Enhancing the educational components within The Escape Game could further engage visitors, fostering a deeper understanding and commitment to rainforest preservation. Additionally, leveraging their involvement in the European Endangered Species Programme (EEP) and collaborations with zoological institutions offers opportunities to amplify their conservation impact.

Threats:
There is a potential threat concerning visitor misinterpretation, where the allure of The Escape Game's entertainment might overshadow the educational message, potentially diluting the intended impact of raising awareness about endangered species and rainforest conservation. Without a careful balance between entertainment and education, there's a risk that visitors might overlook the importance of conservation in favour of completing the game.

In summary, Plantasia Tropical Zoo demonstrates a strong commitment to conservation and visitor engagement through its various partnerships, educational initiatives, and immersive experiences. While these initiatives enrich the zoo's offerings and educational focus, there's a need for a delicate balance to ensure that the immersive experiences effectively convey crucial conservation messages without compromising depth or impact.



Conclusion


Leadership within an organisation that’s passion is to effectively support the conservation of wildlife is paramount. A leadership approach that is clearly following and stating long term goals with a more hands on approach when looking into more conservation initiatives. That can be promoted more so online. 

Mintzberg 5p’s of strategy is used to present a multifaceted framework which help create strategies within organisations. This could be used to help develop Plantasia in the future. By planning to expand on the conservation efforts with links further a field with a strategic roadmap to enhance programmes or increase engagement from the community. 

Strategies within marketing could be used to help benefit the local community and those within the organisation through. Strategically placing eye-catching posters, billboards, or digital screens in high-traffic areas within the city centre. These visuals should highlight Plantasia's unique offerings and upcoming events to pique curiosity and encourage visits. implementing time-limited offers for the escape room experience or providing discounts for advanced bookings could serve as effective strategies. These initiatives create a sense of urgency and value for visitors, potentially encouraging them to make repeat visits. By offering limited-time discounts or special rates for reservations made several months in advance, Plantasia can entice visitors to plan ahead and secure their visit, fostering a perception of exclusivity and urgency. This approach not only drives immediate bookings but also cultivates a sense of anticipation and repeated engagement with the zoo's offerings. This strategy is used to help boost short term sales. (Cheng, Yi.2023) . this is so important as their online presence and those within local areas such as valleys, do not hear much of Plantasia and what it has to offer. 


Adjusting the pricing structure might enhance accessibility for visitors, particularly considering the city centre location where an £8.50 entrance fee might seem steep. Lowering the admission fee could potentially attract a wider audience. Supplementing this reduction with a diverse range of items in the gift shop, catering to various price points, could encourage secondary spending. By strategically offering a compelling variety of gifts, and perhaps adjusting prices within the café or shop, Plantasia could capitalise on secondary spend, thereby offsetting any potential loss from reduced admission fees.

Plantasia has a valuable conservation initiative that warrants more extensive promotion and spotlighting across various platforms. Their commitment, as delineated on their website, involves the extensive planting of thousands of seeds across the local area which is a commendable effort aimed at fortifying the habitats crucial for sustaining bees and other essential pollinators within the vicinity. Notably, Plantasia has already taken proactive steps by forging partnerships with local schools, fostering a collaborative environment to instil environmental awareness and conservation values among young minds. However, this aspect could be magnified and amplified in their online presence, leveraging digital platforms and social media channels to showcase the depth and impact of these collaborations. By spotlighting success stories, sharing educational content, and documenting the joint efforts with schools, Plantasia can effectively bolster its online narrative. This approach not only elevates Plantasia’s reputation as a champion of environmental education but also inspires greater community engagement and participation. Moreover, expanding this outreach by involving more community groups or organizations in their online narratives can amplify the resonance and impact of their conservation endeavours, fostering a broader network dedicated to preserving local ecosystems and supporting pollinator health.
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