Case Study Review on Strategy at Folly Farm
This case study review will be focused upon Folly Farm Adventure Park and Zoo. It will comprehensively evaluate the effectiveness of the company’s existing strategies and put forward strategic recommendations for the future. 
The focus areas for this review will include the COVID-19 pandemic, sustainability, investment, technology, the local tourism industry, the cost of living crisis, conservation and diversification.  The methodologies used for analysis within this report will include Porters five forces, SWOT analysis, Ansoff matrix and the diffusion of innovation theory.
Folly Farm started out life as a family dairy farm in Begelly, Pembrokeshire. In 1988 they opened up to the public as a visitor attraction. Over the years they have continued to grow and as well as a farm become a zoo, adventure park and fairground all in one. (Folly Farm, 2023c) Folly Farm continues to expand and are extremely popular attracting hundreds of thousands of visitors each year.  In the latest Visit Wales tourist attraction statistics published in 2022, Folly Farm was reported as being the second most visited paid attraction in Wales with 348,689 visits in 2021. 
Throughout this report a SWOT analysis will be utilised, this is to externally and internally identify and analyse factors that can either be a strength, weakness, opportunity, or threat to the business. According to Visit Pembrokeshire’s (2021) report on the economic impact of tourism, in 2021 tourism was valued as being worth £420,612,000 this was down from £589,945,000 in 2019. However, this was caused by the global COVID-19 pandemic. Tourism also accounted for 17% of total jobs in Pembrokeshire. This demonstrates that tourism is an extremely important sector for the county and therefore provides an excellent opportunity for Folly Farm to target and cater for this particular market. 
A huge challenge that is being faced by businesses up and down the country is the current cost of living crisis in the UK since 2021 (Crisis, 2022). With the cost of living rising 8.2% in September 2023 (Cuffe, 2023) and prices going up in all areas of life everyday people are struggling to pay their bills and this could potentially mean that people will have less money to spend on unnecessary things such as days out to attractions. People could be turned away if prices are raised but encouraged to visit if they felt they were saving money or getting a good deal, so this challenge can be a threat but also can be an opportunity if utilised correctly. Folly Farm (2023d) have announced that they will bringing back for 2024 a 5% discount if you book your tickets online, this demonstrates an awareness of the cost of living crisis and is an opportunity that has been taken to give something back to the buyer.
Another challenge that is being faced, particularly in the tourism industry is recovering visitor numbers to their pre-COVID levels. With people still dying from COVID and contracting long COVID in 2023 (Cox, 2023), people are still likely to be wary about visiting attractions due to health concerns and worries they may catch illnesses such as COVID-19. This is a threat to the business, however, there is an opportunity to allay those fears by ensuring that proper hygiene precautions are in place and cleanliness levels are up to standard. Linked to this is also the opportunity to introduce technology such as contactless payments and facial recognition to avoid unnecessary contact and thus improving guest safety and efficiency. (Tourism Northern Ireland, no date c).
Tourism Northern Ireland (no date a) have noted the increased demand for technological developments at visitor attractions. These include augmented and virtual realities, robot technologies, artificial intelligence, and interactive experiences. There is an opportunity for Folly Farm to establish this technology to attract guests and provide them with a unique and personal experience that will keep them coming back for more.
One strategic framework that can be utilised by businesses is Porters five forces. Porter (2008, pg.3) states that the five forces that impact and influence businesses particularly in terms of profitability and competitiveness include “threat of new entrants, power of suppliers, power of buyers, threat of substitute products or services and rivalry amongst existing competitors”. These forces should be used as a starting position to develop strategies.
Another strategic framework that can be utilised by businesses is the Ansoff Matrix. Ansoff (1958) in his strategies for diversification talks about diversification and how this strategy is high risk because of potential unfamiliarity with the new market being branched into. Despite this, diversification if utilised correctly can lead to high rewards. The staycation industry in the UK post Covid, has rapidly grown – this has been sparked by the inability to travel during the pandemic. There have since been big opportunities for the development of caravan and camping facilities throughout the United Kingdom. (Tourism Northern Ireland, no date b) (Webster, 2022).
Folly Farm have taken hold of this opportunity and used the strategy of diversification. In 2017 they were given the go ahead to build a £10m holiday and caravan park. (BBC, 2017). The director of Folly Farm in 2016 indicated their strategy when he stated, "By bringing another dimension to our offer, we aim to extend our trading seasons beyond the traditional May to September window." (BBC, 2016). Since then, they have achieved great success including winning the 2023 best small lodge escape at the Hoseasons awards (Hotchins, 2023) alongside various other Visit Wales and Croeso awards. (Folly Farm, 2023e) This demonstrates that despite them facing an abundance of competitors already established in the accommodation sector in Pembrokeshire - Visit Pembrokeshire (2023) shows several hundred businesses on their camping and caravans in Pembrokeshire page. The strategy that Folly Farm have implemented in diversifying into this sector, expanding their offering, attracting more guests, and increasing revenue streams has been very effective and successful and is now a huge strength for the business after taking advantage of the opportunity. In terms of Porters five forces this strategy would be applicable to the rivalry amongst existing competitors.
ABTA (2023) have identified some key action areas for sustainability in the tourism industry’s future post pandemic. These include looking after the environment e.g., through recycling and reducing emissions, community impacts, human rights issues, and animal welfare. These are key contemporary issues that Folly Farm has the opportunity to factor into their strategy going forward. Folly Farm have already done extensive work in the area of sustainability, they have implemented the strategy of incorporating sustainability into their everyday working practices. Folly Farms conservation officer has spoken about their various initiatives, these include investing £250,000 into a solar panel system, a £600k biomass boiler and replacing petrol go-karts for electric alongside many other smaller sustainable changes. This strategy has been successful as they have been green key accredited for several years which means they have achieved the standard of excellence for sustainability in the tourism sector. (Business News Wales, 2022). This strategy can be considered under the diffusion of innovation theory (Rogers, 2003). Diffusion of innovation theory explains that how over a period of time a certain product or idea can gain traction and then spread throughout society being adopted by people as a new innovation. This can be applied to sustainability, particularly recent developments and how sustainability is becoming more valued by the public who are increasingly favouring companies who adopt sustainable practices (Deloitte, 2023). Under this theory Folly Farm could be considered an early adopter or early majority in this field as many attractions and businesses generally are yet to fully commit to comprehensive sustainable changes to their businesses for various reasons. (Talman, 2023)
A strategy that is very important at Folly Farm and is a huge strength of their business as part of their Zoo is that of conservation. They are part of many breeding programmes including for the black rhino. They also raise money for and help with other conservation projects. Most recently in the news was the story of Glyn the endangered Eastern black rhino who will be transferred to another zoo as part of the European endangered species breeding programme. This conservation strategy has been very successful not only in terms of helping endangered animals but has also received lots of press and public attention over the years. (Folly Farm, 2023) (Birt, 2023) This strategy fits into Porters force of the ‘power of buyers’ as the guest will likely prefer to visit an attraction that is taking care of the animals and supporting a good cause.
Another important strategy and one that is a big strength for Folly Farm is continued investment in their attraction. This strategy is also connected to Porters ‘power of buyers’ as guests will not support an attraction that they feel is not being taken care of and that is unattractive to visit. In 2016 Folly Farm announced a £1m investment in a new gift shop and entrance after a 30% increase in visitor numbers over the prior three years. (Barry, 2016). Following on from this as previously mentioned they invested £10m in a holiday park and over a million in sustainability initiatives. In 2018 they opened the new ‘paratrooper’ ride and in 2023 put in electric vehicle charging and opened the new ‘tractor country’ ride’. (Folly Farm, 2018; 2023a; 2023b). This strategy demonstrates that despite seeing great success over the years Folly Farm has not rested on their laurels and continue to invest money and expand their offering for guests which has been very successful as they continue to be very popular boasting huge visitor numbers. This is unlike competitors such as the nearby Oakwood theme park who have made limited investments into their park and have suffered a dramatic drop in visitor numbers since 2006 going from 400,000 to 110,000 in 2018. (Barry, 2006) (Visit Wales, 2020).

Conclusions and recommendations 
The strategy of diversification into the accommodation sector has been extremely successful. This should continue to be pursued and expanded upon. Research should be undertaken to identify future opportunities for diversification and if there are suitable prospects then these should be pursued. Alongside this, local competitors in the industry should be monitored and any successes that they have can be analysed, learned from, and potentially incorporated into the business if appropriate to do so.
The local demographics as well as the demographics of tourists visiting the area should be regularly under review in order to ensure that the marketing at Folly Farm is appropriate and correct to attract new visitors.
Folly Farms sustainability projects have been very successful, and these should continue to be built upon and any new technologies developed in the field utilised going forward.
The important conservation work done at Folly Farm is a huge strength to the attraction and should continue to play a big role at Folly Farm and every opportunity to participate in it should be taken in full.
Folly Farms investments into the attraction has been very successful in continuing to attract visitors, in future this should be undertaken with guest feedback in mind to provide them with what they would like to see. Folly Farm should also utilise the latest technology to provide guests with unique interactive experiences.
Measures should be undertaken to ensure that the post Covid, hygiene and cleanliness levels are being suitably maintained to encourage guests that have health anxieties that it is safe to come to Folly Farm. Any technology that can be utilised to help with this should be pursued.
Prices In all areas at Folly Farm should be reviewed to ensure that they are appropriate with the cost of living crisis in mind as many people could be turned off should prices be too high. The 5% reduction of ticket prices if bought online should be maintained as an incentive for guests to visit.
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