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Executive Summary 
The Bulgarian tourism company aims to capitalize on the growing tourism industry in Bulgaria by offering unique and unforgettable travel experiences. With a focus on catering to both domestic and international tourists, the company plans to develop a wide range of products and services that highlight the cultural, historical, and natural attractions of the country.
The business idea incorporates four key pillars: product development, marketing and promotion, customer experience, and continuous learning and growth. The company will invest in creating tailored travel packages that cater to the diverse needs and preferences of its target market. A comprehensive marketing strategy will be implemented, leveraging digital platforms, partnerships, and targeted campaigns to reach and attract potential customers.
Customer experience will be prioritized, with a strong emphasis on personalized services, attention to detail, and exceeding customer expectations. The company will also implement a balanced scorecard approach to monitor progress and performance, using key performance indicators (KPIs) to measure financial, customer, internal process, and learning and growth metrics.
By executing this business idea, the Bulgarian tourism company aims to establish itself as a leading provider of exceptional travel experiences, driving growth and contributing to the overall development of the tourism industry in Bulgaria.





























Introduction 

The business plan will be for the creation of a Bulgarian tourist company, which aims to introduce the tourist to the culture of the country and its customs and values.
 As an idea, I aim to create a website with different packages that tourists can choose from before their visit to the country. Everything will be planned and provided by the company, for example, the tourist chooses a package to come for 2-3 days in the capital of Bulgaria, and for these 2-3 or more days, he can choose one of the packages presented on the website or make his own specific package, creating his own route from the available options, such as visits to natural attractions, acquaintance with the country's traditional cuisine, etc. All this can be arranged by the company, who can also provide accommodation and transport. Thus, the tourist will not have to think about his shelter or transport and for the price of a given package will have a completely organized experience down to the last detail. This can also be suitable for a group of friendly families, as the housing that will be provided by the company will be 2-3 bedrooms apartment, which is quite enough in volume to accommodate 2-3 families.
 
So, this will be a business that aims to close the cycle of maximum customer satisfaction, and what makes it special is the fact that it will offer tourists a complete package of services.


















Strategic Direction and Goals
Company Vision
    The subject of the company's activity will be tourism and tour operator activity. It will be a travel agency with innovative ideas, dynamic management and a creative team. The main activity will be carried out in Bulgaria, attracting tourists from the country and the whole world. The tourist services that the company will offer are tailored to customer requirements and will be distinguished by a high level of service and correctness. A diverse range of accommodation will be offered in the field of mountain-ski tourism, marine, cultural, extreme, ecotourism, business tourism and, last but not least, spa tourism. As Bulgaria has more than 225 geothermal mineral water deposits with proven healing properties, it is not among the continent's top destinations for spa holidays.
 
Company mission
The main mission of the company will achieve a successful and long-lasting positioning in a dynamic and competitive tourist market at the regional, national and international level.
The organization will strive to satisfy the solvent demand of users of tourist products in national opportunities and to enable the development of sustainable tourism in the country, by using Bulgaria's natural resources and creating attractive tourist products. The company's aspiration will be a service that will offer your customers that is different from the sales that can be found in the market. In this way, the number of candidate tourists is also expected to increase significantly, which means an automatic increase in sales revenue.
Company Objectives
The main goal of the company is, in the short and long term, to win a leading position in the offer of tourist services, as well as to organize the provision of similar services throughout Bulgaria, and subsequently in the country as well.
To build the financial stability of the company within 3-5 years and to cover 8% of the tourist flow in Bulgaria during this period.
   To achieve high standards of service by providing a wide range of services.
To create high professionalism, loyalty, responsibility and activity positioned entirely towards the client.
To build customer image and satisfaction by satisfying their travel needs.
The company will strive to establish itself in the tourism sector, trying to attract all customers who want to increase their quality of life and satisfy their adventurous desires.
Another goal is to establish itself in the market through consistency and quality of services.
To build good contacts with partners, carriers and airlines.
To create good knowledge of its staff, knowledge of laws and regulations when traveling in the country.

Environmental Scan
SWOT Analysis:
- Strengths: Knowledge of Bulgarian customs and culture will give tourists an unforgettable and authentic experience. An opportunity for tourists to customize their own itinerary according to their wishes by customizing the packages from the company's website. Built self-network which has responsibility to close the circle of customer satisfaction by minimizing customer worry on various issues like shelter, transport etc. Possibility of group accommodation and organization of trips in regions of the country in order to see natural sights.
-Weaknesses: Limited scope and lack of recognition of the brand, due to the length of time since its creation. Need to constantly update package options for customers to satisfy their preferences.
-Opportunities: The growing interest of foreigners in the country, because of the authentic tourism and natural attractions. Possibilities to expand the service and packages in other regions of the country. Potential cooperation with other institutions in order to develop the brand.
-Threats: Already existing travel agencies that offer similar services. Economic fluctuations, due to fluctuating prices in the country, be it due to inflation or any other valid reason. Travel costs and travel patterns.
VRIO Analysis:
- Value: The business idea of providing a complete and personalized Bulgarian cultural experience adds value to tourists looking for an authentic journey.
Rarity: The combination of local knowledge, customized packages and group-friendly accommodation gives the company a unique selling point in the market.
[bookmark: _Int_qxorkVAD]Inimitability: Although competitors may replicate the concept, the company's strong network of local accommodation and transportation providers can be a valuable asset that is not easily replicated.
The business idea requires effective organization and coordination of various components such as accommodation, transportation and cultural activities to ensure a smooth and memorable tourist experience.
PESTLE Analysis: 
- Political: Stable political environment in Bulgaria promotes stability for the tourism industry. Government initiatives to promote tourism and preserve cultural heritage. 
-Economic: Fluctuating economic conditions may affect tourist spending and travel choices. Exchange rate fluctuations can impact international tourists' purchasing power. 
-Sociocultural: Growing interest in cultural tourism and authentic experiences. Changing travel preferences towards more meaningful and immersive experiences. Increasing focus on sustainable and responsible tourism practices. 
-Technological: Utilizing technology to promote and book packages through the website. Potential for online reviews and user-generated content to impact on the company's reputation.
- Legal: Compliance with local tourism regulations and licensing requirements. Adherence to consumer protection laws and regulations. 
-Environmental: Natural attractions and environmental conservation are significant factors in attracting tourists. Climate change and environmental degradation may impact the appeal and availability of certain attractions.
Porter’s Five Forces: 
- Threat of new entrants: Ease of entry into the tourism industry may attract new competitors offering similar services, increasing competition for the company.
-Bargaining power of buyers: Tourists have the power to choose from various tourism companies, influencing pricing and service quality.
-Bargaining power of suppliers: The company's reliance on accommodation and transportation providers may limit its bargaining power.
-Threat of substitutes: Other forms of travel experiences, such as mass tourism or independent travel, may act as substitutes for cultural tourism.
-Competitive rivalry: Competitors offering similar cultural tourism experiences can affect the company's market share and pricing strategies.
Overall, the internal analysis suggests the potential for a unique and valuable cultural tourism business in Bulgaria, while the external analysis highlights the opportunities and challenges in the market.















Stakeholder Analysis 
Mendelow’s Matrix
Internal Stakeholders:
-Employees: They play a crucial role in delivering quality services and providing a positive customer experience. As internal stakeholders, their power to influence business decisions may be limited, but their interest in the company's success is high. Ensuring their satisfaction and motivation is vital for the smooth functioning of the business.
-Management/Owners: The management/owners have high power and interest in the business. They have the authority to make crucial decisions that affect the company's strategy, operations, and financial outcomes. It is important to keep them informed and aligned with the company's goals and objectives.
External Stakeholders:
-Tourists: They are the primary customers and the main source of revenue for the company. Tourists hold high power as their decision to choose the company's services directly impacts its success. Their interest is also high as they seek a memorable and authentic Bulgarian cultural experience. Meeting their expectations and providing exceptional service is crucial to maintaining positive reviews and attracting more customers.
-Local Accommodation and Transport Providers: These stakeholders hold moderate power and interest in the success of the company. The company relies on their services to provide accommodation and transportation to tourists. Maintaining good relations with these stakeholders is crucial to ensure the availability of reliable and cost-effective services for the tourists.
-Government and Tourism Authorities: They hold high power and interest in promoting the tourism industry in Bulgaria. Complying with regulations and partnering with government initiatives regarding cultural preservation and sustainable tourism is important for the company. Maintaining a positive relationship with the authorities may result in support, funding opportunities, and favorable regulatory environments.
-Local Communities: The local communities in Bulgaria may have a mixed level of power and interest depending on the location of the tourist activities. Engaging with the local communities in a responsible and respectful manner is essential to minimize any negative impacts of tourism and gain their support for the business.
-Competitors: Competitors have high power and interest, as they directly impact the company's market share and competitiveness. Monitoring and analyzing competitors' strategies and offerings is crucial to differentiate the business and stay ahead in the market.
Stakeholders in the Bulgarian tourist company include employees, management/owners, tourists, local accommodation and transport providers, government and tourism authorities, local communities, and competitors. Understanding their power and interest levels helps prioritize engagement strategies and ensure the company's success in delivering an exceptional cultural tourism experience.

Strategic Growth 
Porter’s Generic Strategies
Applying Porter's generic strategies can help determine the competitive advantage and market positioning of the Bulgarian tourism company. These strategies provide a framework for businesses to understand their approach to gaining a competitive edge.
Cost Leadership Strategy: The cost leadership strategy focuses on offering products or services at a lower cost than competitors, while still maintaining a reasonable level of quality. For the Bulgarian tourism company, implementing a cost leadership strategy could involve negotiating favorable contracts with accommodation and transport providers, sourcing cost-effective tour guides, and optimizing operational efficiency to reduce costs.
To achieve cost leadership, the company can offer affordable package prices to attract price-sensitive tourists and budget-conscious travelers. By being able to provide competitive pricing for the entire travel experience, the company can differentiate itself and capture a larger market share.
Differentiation Strategy: A differentiation strategy focuses on offering unique and superior products or services that stand out from competitors. For the Bulgarian tourism company, the differentiation strategy can be applied by promoting the unique cultural aspects and traditions of Bulgaria.
To differentiate itself, the company can create specialized tour packages that immerse tourists in the local customs, traditions, and cuisine of Bulgaria. This can include arranging visits to historical landmarks, cultural festivals, and authentic Bulgarian restaurants. By offering a distinct and enriching experience, the company can attract tourists seeking a deeper cultural understanding.
Focus Strategy: The focus strategy involves targeting a specific market segment or niche and tailoring products or services to meet their specific needs. The Bulgarian tourism company can apply this strategy by focusing on specific groups of tourists, such as nature enthusiasts, food lovers, or history buffs.
To implement a focus strategy, the company can design customized tour packages that cater to the interests and preferences of these niche markets. For example, it can offer hiking and nature exploration trips for nature enthusiasts, culinary tours for food lovers, and historical site visits for history buffs. This targeted approach can attract tourists looking for a specialized and tailored experience, allowing the company to stand out from competitors.
Combination Strategy: The combination strategy involves selecting elements from both cost leadership and differentiation strategies to provide a unique and cost-effective offering. For the Bulgarian tourism company, this could involve providing both affordable packages and unique cultural experiences.
By offering cost-effective tour packages that include accommodations, transportation, and guided tours, the company can attract cost-conscious tourists. At the same time, it can differentiate by providing personalized experiences that showcase the rich cultural heritage of Bulgaria. This combination approach allows the company to target a wider range of tourists, including those seeking affordability and uniqueness.
Applying Porter's generic strategies to the Bulgarian tourism company, options such as cost leadership, differentiation, focus, and combination can be considered. The company can leverage these strategies to gain a competitive advantage and position itself as a leader in providing culturally immersive and affordable travel experiences in Bulgaria. By carefully selecting the most suitable strategy, the company can attract and retain customers, differentiate itself from competitors, and achieve long-term success in the tourism industry.


























Best Fit Strategy for the Company 
Among Porter's generic strategies, the most suitable one for the Bulgarian tourism company would be the Differentiation Strategy. This strategy aligns well with the unique characteristics and offerings of Bulgaria as a tourist destination. Bulgaria possesses a rich cultural heritage, picturesque landscapes, and diverse recreational opportunities that can distinguish it from other travel destinations. By focusing on differentiation, the Bulgarian tourism company can highlight and capitalize on these unique aspects to attract tourists seeking a distinct and enriching experience.
Why the Differentiation Strategy?:
-Unique Cultural Experience: Bulgaria is known for its unique cultural traditions, historical landmarks, and vibrant festivals. The Bulgarian tourism company can design specialized tour packages that immerse tourists in the local customs, traditions, and cuisine. This can include visits to iconic landmarks such as the ancient city of Plovdiv, the Rila Monastery, or the Thracian tombs. By offering a tailored and authentic cultural experience, the company differentiates itself from competitors that may offer more generic travel experiences.
-Nature and Outdoor Activities: Bulgaria is blessed with beautiful natural landscapes, including majestic mountains, breathtaking coastal areas, and picturesque countryside. The Bulgarian tourism company can create specialized packages for nature enthusiasts, offering activities such as hiking, skiing, or exploring national parks. By showcasing Bulgaria's natural beauty and providing unique outdoor experiences, the company stands out from competitors that do not have access to such diverse and awe-inspiring natural attractions.
-Culinary Delights: Bulgarian cuisine is a blend of flavors from the Balkans, the Mediterranean, and Eastern Europe, offering a unique gastronomic experience for tourists. The Bulgarian tourism company can incorporate visits to local markets, traditional cooking classes, and dining experiences at authentic Bulgarian restaurants. This provides a distinctive culinary experience that sets them apart from competitors that may not have access to the country's specific culinary traditions.
-Revitalizing Rural and Historical Areas: Bulgaria has numerous off-the-beaten-path destinations, including small rural villages with picturesque landscapes and historical sites. The Bulgarian tourism company can develop specialized tours that promote sustainable tourism, focusing on rural tourism and heritage conservation. By offering tourists the opportunity to experience the traditional way of life in rural areas, visit ancient ruins, or explore hidden gems, the company distinguishes itself from competitors that primarily focus on mainstream tourist attractions.
-Niche Market Opportunities: Differentiation allows the Bulgarian tourism company to target niche market segments. It can cater to specific groups such as adventure seekers, food and wine enthusiasts, history buffs, or eco-conscious travelers. By tailoring tour packages to these niche interests, the company can provide unique experiences that meet the specific needs and passions of these travelers, setting itself apart from competitors that take a more one-size-fits-all approach.
The Differentiation Strategy best fits the Bulgarian tourism company due to the unique cultural, natural, and culinary offerings of Bulgaria. By highlighting and capitalizing on these distinctive aspects, the company can attract tourists seeking an authentic and enriching experience. Through specialized tour packages, focusing on niche markets, and offering personalized itineraries, the Bulgarian tourism company stands out from competitors and positions itself as a leader in providing differentiated and memorable travel experiences in Bulgaria.


























Implementation plan and KPIs
Product Development: Enhance and diversify tour packages to highlight Bulgaria's unique offerings.
Identify key cultural, natural, and culinary attractions.
Work with local partners to create specialized experiences.
Develop themed tour packages (e.g., adventure, culinary, history).
Regularly review and update tour offerings based on customer feedback and market trends.
Marketing and Promotion: Increase visibility and reach to target markets.
Develop a comprehensive marketing strategy targeting key segments.
Utilize digital marketing channels, social media, and search engine optimization.
Collaborate with travel agencies and online booking platforms.
Participate in relevant international travel fairs and trade shows.
Monitor competitor activities and adapt marketing efforts accordingly.
Customer Experience: Provide exceptional service and personalized itineraries.
Establish customer service standards and train staff accordingly.
Conduct customer satisfaction surveys to gather feedback.
Incorporate customer preferences into the tour planning process.
Engage with customers through regular communication before, during, and after the trip.
Implement a customer relationship management system to track customer interactions.
Monitoring Techniques and KPIs (Balanced Scorecard):
Financial Perspective:
Revenue and profit growth from tourism activities.
Cost per customer acquisition and conversion rates.
Return on investment (ROI) for marketing campaigns.
Customer Perspective:
Customer satisfaction ratings from post-trip surveys.
Repeat customer rate and customer retention rate.
Net Promoter Score (NPS) for measuring customer advocacy.
Internal Process Perspective:
Time taken to develop and launch new tour packages.
Tour guide performance and feedback from customers.
Efficiency of the booking process and overall trip organization.
Learning and Growth Perspective:
Employee satisfaction and engagement surveys.
Training hours per employee and employee retention rate.
Innovation and development of new tour concepts or partnerships.
These metrics and KPIs serve as a holistic way to evaluate the implementation of the Differentiation Strategy for the Bulgarian tourism company. Regular monitoring and analysis of these measures will enable the company to track its progress, identify areas for improvement, and ensure alignment with strategic objectives. Adjustments can be made based on the results obtained to constantly improve the overall performance and success of the company.























Conclusion 
In conclusion, the implementation plan outlined above provides a clear roadmap for the Bulgarian tourism company to differentiate itself and excel in the competitive tourism industry. By focusing on product development, marketing and promotion, customer experience, and continuous learning and growth, the company can create a unique value proposition and deliver exceptional experiences to its customers.
The monitoring techniques and key performance indicators (KPIs) incorporated in the balanced scorecard approach provide a comprehensive framework for evaluating the company's performance across multiple dimensions. By regularly measuring and analyzing financial, customer, internal process, and learning and growth metrics, the company can gain valuable insights into its strengths, weaknesses, and areas for improvement. This allows for timely adjustments and strategic decision-making to ensure the company stays on track towards achieving its goals.
With a well-defined implementation plan and effective monitoring techniques in place, the Bulgarian tourism company can enhance its reputation, attract more tourists, and build long-term customer loyalty. Continuous evaluation and adaptation will be essential to ensure success and maintain a competitive edge in the dynamic tourism industry.

