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[bookmark: _GoBack]Problem Statement
Coral Divers Resort has failed to develop a competitive advantage, unable to distinguish itself from the competition.
Competitive Advantage
Coral Divers Resort (CDR) has been having difficulties distinguishing itself from other resorts in New Providence, Bahamas. As a result they have been experiencing a decline in revenues for the past two years. CDR needs to focus on a target segment in the diving industry that would result in more profitability.  To do so, it needs to distinguish its business to gain competitive advantage.
While other resorts are specialized in certain segments and offer various accommodations from ship wreck diving to educational family experiences, CDR must expand to a unique niche segment to attract new and returning customers. Families have become a rapidly growing segment of the vacation travel industry, as well as the prospects of adventure diving. 
Industry Analysis 
Porter’s 5 forces:
Threat of new entrants – Medium
We know the demand of Scuba diving is increasing and there are many new types of diving which are attractive. For the investors, they can see the opportunity of the market and see the potential growth of it. This is why there will be some new entrants. However, the cost of establishing such a resort is very expensive, creating an entry barrier for these potential investors.
Competitive rivalry – High
There are many official diving resort operators and live-aboard dive boat programs. Some resorts are well known because they provide high quality services, thus have already built a strong brand loyalty and brand awareness among tourists.
The bargaining power of buyer – High
Customer service and amenities are becoming an important factor for tourists. Most of the consumers trend to look at the price first than the perceived quality.
The bargaining power of supplier – Low
Dive resorts are a service based industry, each needing diving instructors. Those instructors are not sparse in the area. Therefore, the bargaining power of supplier is low for this industry.
The treat of substitutes – High
Diving is not the only recreational option for vacationers. There are many different interesting activities they can choose, such as parasailing, windsurfing, and much more of the like. 
Based on the above information, we can say that the resort exists in a very competitive market. The diving market is growing, especially for families, which could lead a less rivalry in the future. Coral Divers’ is struggling to gain a competitive advantage due their lack of differentiation and their cost strategy. To be more successful, Coral Divers’ needs to develop a new strategy, and stop using their current business model which is simply cost reduction.
Macro-Environment 
PESTEL Analysis:
Business and operational activities are driven by both economic conditions and market demand. The current social demand for diving shows that the market is growing, and the economic conditions vary year by year. Legally, divers are required to be trained and certified from diving organizations to participate (e.g. PADI and NAIU). Finally, the technology surrounding diving is constantly advancing (shark diving etc.), which provides room for new markets to develop. Based on the above analysis, it is apparent that there is potential for strong future growth within this industry.     
SWOT Analysis:
Strengths:
The resort is located in an excellent tourist location and has the potential to offer many different scuba diving adventures for all tourists. Also, the resort has a strong brand and reputation for being a safe, high quality and peaceful location for vacationers. Furthermore, part of the resort was recently renovated, which can be marketed to retain loyalty customers.
Weaknesses:
The resort is located in a competitive environment, and due to their lack of differentiation, the resort has not been producing profits or full bookings during high season. 
Opportunities:
Based on the current market conditions and trends, Greywell has the following opportunities:  targeting family vacationers (growing market segment), increasing more adventure diving services (targeting at high returns), and finding a new location (less competition).  
Threats
All opportunities are accompanied by associated risks. There is high competition from other specialized resorts with strong reputations, which makes it difficult to increase market shares. In addition to that, the diving industry is very sensitive to current economic conditions. 
Perceived Effectiveness of Possible Strategies
*Please refer to Appendix A for strategy and criteria analysis.
Lots of resorts have honed in on the need to provide value packages to their guests, meaning more than a cost strategy is needed to entice new and returning clientele. Coral Divers needs to develop a unique strategy or set of activities that differentiates them from regular competition, and cannot easily be imitated. Since relocating to a new, less crowded location would not provide Coral Divers’ with any important distinguishable competencies, there is no guarantee that Greywell would be able to recover his assets, and no certainty that he would attain more clientele in a different location, it is unlikely that the company’s current conditions would change. Also, the resort is already located on part of the island with only three competitors, where his small, less-crowded Resort is an asset, not a barrier. As for improving his current operations by way of cost cutting and better efficiencies, it is likely that the only effect would be to slightly decrease his already rising expenses. However, the revenue provided from their diving and lodging packages, day diving tours, and certifications would continue to follow the trend from the past two years and decrease. 
Since the diving and lodging packages are their biggest revenue, Coral Divers Resort should focus on increasing value in these areas. Families are a rapidly growing segment of the vacation travel industry. Since only 3 other resorts on the island do business with Rascals in Paradise, and none in the Divers Resort area, it is a market segment that would be beneficial to consider. Greywell’s goal is to see an increase in annual bookings, and Rascals’ average annual bookings with their partnered listings are 90% year round. This strategy would align with the company’s direction and give them access to a market segment they are currently not attracting sufficiently. Since most of the infrastructure required by Rascals is already in place or is a strong possibility at Coral Resort, it would be easy to add their resort to Rascals’ listings. This could easily cut down on their marketing costs, and since they require activity packages to be paid in advance, it would mean more upfront revenue. Also, renovations are already due with most of Greywell’s infrastructures; it would be wise and easy to accomplish them with family orientation in mind. 
Despite the dangers of adventure diving, especially in terms of shark diving, these types of diving expeditions are on the rise. Coral Divers’ is strategically placed near popular film wreck sites, shark feeding areas, and wall dives. However, this strategy might not be viable for Greywell, since a large upfront investment for equipment and new personnel would be required. Also, he would have to charge a premium on diving packages, potentially attracting less of his returning clientele. Though this strategy does allow for the possibilities of attracting a new market segment and creating competitive advantage, it does not seem to be as big of a market share opportunity as family related resorts. Also, Coral Divers Resort’s area of expertise is not adventure diving, however Greywell has a family and knows the lifestyle, giving him a bigger insight in this specific market. 
Recommendations
Emphasizing family diving vacations would be a viable and profitable business strategy for Coral Divers Resort. Since the percentage of divers who prefer to travel with their families is increasing, resorts should be increasingly concerned about safety issues, especially relating to children. Therefore, as a dive resort that has a good reputation and is well-regarded, Coral Divers will be fairly easy to gain the trust from these family vacationers with the help of Rascals in Paradise’s listings. The new target marketing of Coral Divers will be focus on families with children below 10 years old, providing them with diving alternatives. In order to encourage the whole family’s participation in diving activities, Divers’ could provide low risk diving classes, taken care by qualified diving instructors in a swimming pool and shallower water. 
Following the first year of implementing family related infrastructures and partnering with Rascals in Paradise, Coral Divers’ should take a look at how family vacation packages have impacted their revenue. Based on the outcomes, the company can then decide whether or not the implementation of adventure diving would be viable add-on, especially concerning the expensive equipment and specialized instructor requirements.
Appendix A
Strategy vs. Criteria Analysis Table


	Strategies
	Creates Competitive Advantage (Core Competencies)
	Increases Annual Bookings (End Goal)
	Cost Efficient
	Appeals to New Market Segment (Focus)
	Does Not Require Large Scale Changes 
	Contributes to Brand Recognition

	Become Family-Focused (Rascals)
	
	
	X
	
	X
	

	Focus on Adventure Diving 
	
	
	X
	
	X
	

	Improve Current Operations
	X
	X
	
	X
	
	X

	Relocate to 
Less Crowded Location
	X
	X
	X
	X
	X
	X



image1.emf

