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Executive summary

GrandAlpes is a company founded by International Lodging Services, who is a tour operator specialised in chalets. GrandAlpes is responsible for the management in several chalets villages in France and Vallandry is their biggest chalet park with 50 chalets and a restaurant. About 500 people can stay in the park and the restaurant has space for 65 guests. This research report is designed to research how the sales of products and services can be increased by making the management of GrandAlpes more efficient. To research this, a market research and satisfaction study has been conducted.

The products that GrandAlpes relies on for profit are: ski passes, ski lessons and ski rental. The sales of ski passes and ski rental have been holding steady for the last 2 years. However, from the questionnaire results we can conclude that there is a possibility to increase the sales. Sales of ski lessons  have experienced a dramatic decline in sales. Therefore, it is important to establish how the sales of ski passes, ski rental and ski lessons can be improved. In order to answer this, a satisfaction study was conducted.

An important asset to the company is ‘le Dahu’, which includes the restaurant and reception of GrandAlpes. Le Dahu used to be a very successful restaurant, but since GrandAlpes took over, the restaurant started failing. Also, the costs for renting ‘le Dahu’ are very high. Therefore it is important to establish how GrandAlpes can attract more guests to the restaurant. In order to do so a satisfaction study was conducted.

The structure of the organisation of GrandAlpes changes every year, due to the fact that ILS hires other employees to manage the park almost every season. As a result there are no clear guidelines and the organisation did not improve their management over the last years. It is important to investigate how the efficiency of the local management can be improved. In order to do so, previous seasons have been compared to each other and a new model for the organisation is proposed.

To increase the satisfaction of the guests it is important for GrandAlpes to change important procedures. For example, one source of irritation for guests is the waiting time before they can check in. A study is conducted to explore how the internal procedures can be improved.
After conducting these researches, it was possible to answer the main research topic, how the sales of products and services can be improved by making the management more efficient. From these researches it was possible to see which procedures or services need to be improved in the future. This study made it possible to recommend how to improve local management in Vallandry. The SWOT-analysis and the marketing mix are important tools which indicate the weaknesses and strengths and to formulate the recommendations.

Finally, several recommendations are made to improve the efficiency of the local management. Firstly, by automating the check-in process and by hiring more staff the sales of ski lessons and passes are expected to increase. Moreover, the final cleaning needs to be obligatory for the guests. Secondly, the restaurant can attract more guests by opening the restaurant and bar on Saturdays and by giving promotional discounts to GrandAlpes guests. Thirdly, it is necessary to strengthen the relationship with the locals by organising events and by hiring local employees.
With the information presented in this research report, GrandAlpes can improve their local management and increase sales. With the following the recommendations the sales of products should improve, the amount of guests in the restaurant are expected increase and by simplifying internal procedures guests and employees will be happier.
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Introduction

GrandAlpes is a company founded by International Lodging Services in 1998 and their main task is  to manage the chalet parks in France. Vallandry is GrandAlpes biggest chalet  park with 50 chalets and a restaurant. About 500 people can stay in the park and the restaurant has space for 65 guests. Even though the chalets are very popular, the chalets are aging and there needs to be more attention for maintenance. 
Three years ago GrandAlpes decided to take over  the restaurant ‘Le Dahu’. Unfortunately, the restaurant is not professionally managed and therefore, the restaurant is failing. GrandAlpes and International Lodging Services are both in a bad financial position, seeing that it is important to concentrate on improving the sales during this research.

The purpose of this research is to establish how the sales of products and services can be increased by making the management of GrandAlpes more efficient.
First of all, it was necessary to make a description of all the companies competing with GrandAlpes and of all the services and products that GrandAlpes offers as you can find in chapter one.
In chapter two an external analysis is conducted, based on the DESTEP method.  Furthermore, research is done on who the strongest competitors of GrandAlpes are.
In order to answer the main research question it was necessary to conduct a questionnaire  among the guests of GrandAlpes. This research gives an explanation of the buying patterns of the guests and shows how the sales of the services and products can be increased. In addition, the questionnaire highlights the guests’ opinion about the restaurant ‘Le Dahu’. The results from the questionnaire show how GrandAlpes can attract more guests to the restaurant.
The satisfaction study illustrated important issues, which guests were not satisfied with. As a result, it was possible to point out which internal procedures can be improved. The results of this study are described in chapter three. 
Chapter four describes GrandAlpes target groups, the positioning strategy and the following P’s: promotion, people, process, physical evidence.

Finally, chapter five will conclude with the recommendations for the sales of products and services, the restaurant and management. Furthermore, in chapter five an answer is given to the central research question, how the sales of products and services can be increased by making the management of GrandAlpes more efficient.
1.0 Description of the company and services
1.1 GrandAlpes
GrandAlpes is a company founded by ILS in charge of the local management in several chalets parks in France: Vallandy, Les Menuires and Mèribel. The park in Vallandry has fifty chalets to take care of and a restaurant. At this moment there are about ten employees working for GrandAlpes in Vallandry. In Les Menuires one person is responsible for eight chalets and in Mèribel also one person is responsible for eight chalets. In Vallandry the staff includes one manager, one assistant manager, one technical manager, one cook and six park employees. The mission statement of GrandAlpes is to provide guests with the best service and a nice chalet to experience a wonderful holiday.
GrandAlpes has a real estate contract with the owners of the chalets, saying that ILS has the right to rent the chalet as much as possible, and will give a part of the profit to the owner. The owner is responsible for the needed maintenance, caused by the aging of the chalet and GrandAlpes is responsible for the damage done by the guests. The contract are usually set for ten years and the conditions can vary between the owners.  Only a few chalets have an allotment contract with GrandAlpes. This means that ILS can only rent the chalet when the owner gives permission and is not responsible for the maintenance of the chalet. ILS receives a commission when they rent the chalet. In Vallandry the staff needs to run a restaurant called `le Dahu`. This restaurant used to be a very successful restaurant with an exquisite menu. Since GrandAlpes took over the restaurant, a new manager was every season and the restaurant has suffered badly. One technical manager has been hired to take care of all the chalets. Since the chalets are about ten years old now, a lot of technical problems have occurred and one technical employee is not enough. Renting the restaurants costs about 80.000 Euros a year and this on top of the labour costs makes GrandAlpes one of the largest costs for ILS. ILS is trying to cut all other costs wherever it is possible. Unfortunately, this influences the company, guests and chalets negative.
1.2 International Lodging Services

International Lodging Services calls itself the specialist in renting out chalets, villas and residence since 1998. The director of the company is Erwin Hoevenaar and within ILS are twenty employees working. The organisation used to be larger, but due to the debts the company is in, they decided to cut down on human resources. Erwin Hoevenaar has to report to the Stockholders about the management and activities. The main activity of ILS is renting out holiday locations in France, Austria, Italy, Spain and in Swiss. They have a wide range of chalets, villa's and residences to offer  (Chalets.nl, 2008, “homepage” page 1).

IlS uses different contracts between the owners of the chalets and organisations. Most of the time the contracts are on basis of allotment, which means that ILS can rent  the chalets for the time the owner says it is available. All costs for maintenance are for the owner and most contracts are for a year or longer. When ILS rents the chalets, they receive 5 to 20% commission on the price of the chalet.

Another kind of contract is the real estate contract with the owners in Vallandry. This means that the owner bought the chalet on condition that he has to rent it out for a minimum period, which is mostly about ten years. The owner cannot freely decide when he wants stay in  the chalet. In many cases, the owner only has the right to stay two weeks during high season in the chalet and this causes a lot of friction between the owners and ILS.

ILS also has contracts with other tour operators. For example all locations in Italy are arranged by another organisation. For every location rented, ILS receives a commission and besides renting out the chalets, they have no obligations.

At this moment, business is going quite well for ILS. Cutting the costs for human resources worked well in saving costs and the company is working on solving their major problems. However, the employees in the office are not very happy with their work and the atmosphere in the office. The organisation went from forty to twenty employees in two years and the tasks remained the same and this is causing a lot of stress in the office.

1.3 Bestuur Bedrijfsvoering Vakantiewoningen
BBV is set up as a French company, because this makes it easier to deal with French law and legal problems. The company has only one employee: Adeline Cochez and she is responsible for the finances in France and legal matters with owners and city councils. She is also responsible for the communication between GrandAlpes and ILS and she is supposed to be the manager of France. However, she is not allowed to make decisions on her own, so she always needs the approval of Erwin Hoevenaar. Since, Adeline Cochez and Erwin Hoevenaar rarely visit the parks on spot, it is difficult for them to see the situation clearly. Therefore, the communication between ILS and GrandAlpes is not well and all parties are frustrated.
1.4 Services and products offered by GrandAlpes
All profit GrandAlpes makes is gained by selling products or services. The sales of products are very important to compensate the high costs of service, staff and the restaurant. Unfortunately, it is very difficult for GrandAlpes to make profit at the end of the year, which is caused by the high costs of maintenance and the high rent of the restaurant ‘le Dahu’.

1.4.1 Ski passes

Guests have the possibility to buy ski passes with their booking or upon arrival. Last season 47% bought their ski passes at the reception in Vallandry. Guests can buy the ski passes  on Saturday and Sunday morning and GrandAlpes offers them  2.5 % discount. If you order the ski passes in advance with ILS the guests also receive 2.5% discount. However, most guests don’t use this offer, because it is never sure if the snow conditions will be good enough.  Therefore, most profit comes from selling these ski passes in Vallandry.

Offering discount on ski passes attracts many guests. GrandAlpes has a contract with the ski pass company in Vallandy. Therefore, they can offer the 2.5% discount. The order for the ski passes needs to be calculated very precisely, because if GrandAlpes orders too many ski passes, only a limited amount of ski passes can be returned. For the other ski passes needs to be paid and that means losing money. Furthermore, the Saturdays and Sundays are often so busy that employees do not have time to sell or promote the ski passes properly.
1.4.2 Ski and snowboard rental

All guests are offered to pre-book ski’s or snowboards at Alpiski. Guests receive 15 % discount if they pre-order the material with ILS. When guests do not choose for this option, they also receive the same opportunity upon arrival. Discount-vouchers are given by GrandAlpes to all guests and almost all guests who do not take their material themselves, use this offer. GrandAlpes receives 15% bonus on the price of the rented material by guests of GrandAlpes.
1.4.3 Sales of ski lessons

Just as with the ski pass company, GrandAlpes has a contract with the ski-school of Vallandry. The profit for GrandAlpes is 10% on the price of every ski lesson sold. Due to the lack of time during check-in it is hardly possible to sell them. So, a lot more profit can be made, by having more employees available on a Saturday to sell ski passes and ski lessons. 
1.4.4 The Restaurant 
The restaurant used to be one of the most successful restaurants in the village. It had a very good reputation and attracted a lot of local customers and tourists. The location is in the middle of the chalet park and when the owners of the restaurant did not want to run it anymore, the former director of ILS figured it would be a good idea to rent the restaurant. The location also has enough space to give housing to employees and it has a small swimming pool which attracts customers in summer. Unfortunately, the previous two years, the restaurant was managed by people who did not have much knowledge about restoration or did not have all the necessary means to manage it.  Therefore, the restaurant received negative feedback and a bad reputation in Vallandry and the only customers who visit the restaurant are unaware tourists. It is a major problem that the locals do not like the restaurant, because they do not recommend it to tourists. 
Last season the management experimented with catering to chalets. This was a success, because a lot of guests ordered local dishes and they gave very positive feedback. It also saves costs, because there are only costs for the food and the cook. 
1.4.5 Remaining products
Other products that GrandAlpes sells or rents are bread service,  wood and fire starters, massages, garages, towels and bed linen and final cleanings for the chalets. Naturally, most products sell well like the bed linen and wood. 

2.0 Analysis of the environment

2.1 Destep analysis

The Destep analysis is an essential tool to analyze the environment of the organization by different key points.  The analysis stresses the weaknesses and strengths of the organization and contributes to the SWOT-analysis (Het Kenniscentrum TNO/EUR,  “DESTEP” para 1).

2.1.1 Demographic and socio cultural aspects

Vallandry is a small skiing station located in les Arcs, a skiing area in the French Alps. An estimated 600 inhabitants live in Vallandry throughout the year. However,  the skiing station is very busy in winter, due to the large amounts of tourists who are attracted to the beautifull slopes. Most of the tourists visiting Vallandry are Dutch, British, Belgian, French and recently the amount of visitors coming from Russia and Eastern Europe  increased. The spoken language is mostly French, but due to the touristic character, most inhabitants speak English. Vallandry is family friendly skiing station (Interhome, 2008,  Resort description Vallandry, para 1).  Most restaurants are French and in the village are only two bars. Many local people work for the french restaurants and companies. However, most employees working for foreign companies, are from England, the Netherlands or Australia. Within the village the social integration between French and foreign inhabitants is very difficult. 
2.1.2 Technological aspects

The skiing area `les Arcs` has a great reputation and very modern ski lifts.  A highlight is the Vanoise express, which is a high-tech aerial cable car, connecting the ‘les Arcs’ and ‘la Plagne’.  So, tourists can profit from two totally different skiing areas. A cable car connecting two different skiing areas on different mountains is unique in the world and can only be found in Peisey-Vallandry and La Plagne. Unfortunately, during the season 2007-2008 the Vanoise express was considered unsafe for the public. Consequently, it did not open all season and it is planned to re-open during the 2008-2009 season (Vanoiseexpress.blogspot, “Vanoise Express cable car scheduled to reopen on  December 20” para 1). Furthermore, all skiing lifts are suitable for skiers and snowboarders. Also tourists with other kinds of sport equipment are allowed on the slopes after negotiation with the staff.

2.1.3 Economic and political aspects

France is largely dependent on tourism and is the third country in the world having the largest income from tourism. About 17% of all tourists who visit France go to the mountains (Key Facts on Tourism, “Domestic tourism destinations in France” page 4). Also 12.2% of all inhabitants in the area les Rhone-Alps work in tourism (Key Facts on Tourism, “Regional tourism employment in France” page 5). Vallandry is a seasonal skiing station and in summer almost all companies, hotels and apartments are closed. If they are open it is mostly for one and a half month. The companies are largely dependent on the winter season and in summer people often have a different job. Vallandry is almost uninhabited in summer.  
2.1.4 Legal aspects

Some legal issues between GrandAlpes, the city government and the owners of the chalets have occurred, concerning the contracts that were signed by the owners during the opening of the park. The different parties have a lot of miscommunications and misunderstandings concerning these contracts. For example, in 2008 an owner of a chalet won a lawsuit against ILS, demanding that ILS should pay their taxes to the city government. ILS had to pay about 100.000 Euros to the city government and they lost the contract with the owner for the chalet. The owner had won the case, because ILS did not pay their rent on time to the owner. Therefore, ILS is in a constant legal battle with the owners and city government about the contracts. Consequently, the relationship between the parties is not well and partly due to this relationship the chalets not well maintained. 


2.2 Competitors analysis 
GrandAlpes Vallandry is a family orientated ski resort concentrating on families and groups of friends who like to have their own chalet during the holiday. They offer simple and luxurious chalets in different pricing categories. Most guests choose Vallandry, because it is a quiet and family friendly skiing station. Most competitors are also located in the same region.
2.2.1 Club Med
Club Med is a world known concept and has many villages all over the world and in the Alps they have many villages as well. The village in Vallandry has 280 rooms in different sizes and pricing categories. Furthermore, the apartments are close to the slopes, Club Med offers ski and snowboard rental, a spa and swimming pool and different activities are being organized for adults and children. Club Med has a different concept than GrandAlpes. In this case, they apply the all-in formula which means that guests can consume unlimited food and drinks in the resort.  Club Med Vallandry is very family orientated by offering child care, children’s activities and offering skiing lessons for children. Club Med Peisey Vallandry is located 1600 m. high and all the apartments are very luxurious (“Club Med”, 2008 “Peisey-Vallandry, “het Clubdorp” para 1).

2.2.2 SkiBeat

SkiBeat is a British company specialized in winter sports and they offer chalets, rooms and apartments at different locations in France.  In Vallandry SkiBeat offers ten chalets differentiating in size and also skiBeat is  targeting families by offering catering, childcare and a crèche. The chalets are nicely located next to the slopes and ski-lifts (SkiBeat. 2008 “Les Arcs Chalets” page 1).

2.2.3 CGH Oree des Cimes

CGH Oree des Cimes was built in 2005 as 5 separate chalets. Within the chalets there are different spacious and luxurious apartments for 2 to 6 people.  In addition, the apartments are located close to the slopes and guests of CGH Oree des Cimes can access the Centre Spa & Beauty centre freely. This centre offers a swimming pool, whirlpool and different saunas. CGH Oree des Cimes also offers a relaxing lounge, kiosk and a breakfast service (Frankrijk.nl, 2008, “CGH Oree des Cimes”  para 1). 

2.2.4 Comparison of competitors

	
	GrandAlpes
	Points
	Club MED
	Points
	SkiBeat
	Points
	CGH Oree des Cimes
	Points

	
	
	
	
	
	
	
	
	

	Number of stars
	*** - *****
	
	
	
	
	
	****
	

	
	
	
	
	
	
	
	
	

	Accommodation
	
	
	
	
	
	
	
	

	Sleeping capacity
	500 P
	
	
	
	111 p
	
	500
	

	Internet
	No
	1
	Yes
	2
	Yes
	2
	Yes
	2

	Safe
	No
	1
	Yes
	2
	No
	1
	No
	1

	Telephone
	No
	1
	Yes
	2
	No
	1
	Yes
	2

	Television
	Yes
	2
	Yes
	2
	Yes
	2
	Yes
	2

	Refrigerator
	Yes
	2
	Yes
	2
	Yes
	2
	Yes
	2

	Kitchen
	Yes
	2
	No
	1
	Yes
	2
	Yes
	2

	Washing machine
	No *3 exceptions
	1
	No
	1
	Yes
	2
	No
	1

	Microwave/oven
	Yes
	2
	No
	1
	Yes
	2
	Yes
	2

	Cleaning included
	No
	1
	No
	1
	Yes
	2
	Yes
	2

	Balcony
	Yes
	2
	Yes
	2
	Yes
	2
	Yes
	2

	Services
	
	
	
	
	
	
	
	

	Parking
	No
	1
	Yes
	2
	Yes
	2
	Yes
	2

	Ski in/out
	Yes * Chalets with exceptions
	2
	Yes
	2
	Yes
	2
	Yes
	2

	Sauna complex
	No
	1
	Yes
	2
	Yes
	2
	Yes
	2

	Swimming pool
	No * only in summer
	1
	Yes
	2
	Yes
	2
	Yes
	2

	Fitness
	No
	1
	Yes
	2
	No
	1
	Yes
	2

	Entertainment activities
	No
	1
	Yes
	2
	No
	1
	No
	1

	Beauty saloon
	No
	1
	Yes
	2
	No
	1
	Yes
	2

	Food and Beverages
	
	
	
	
	
	
	
	

	Restaurant
	Yes
	2
	Yes
	2
	No
	1
	No
	1

	Catering
	Yes
	2
	No
	1
	Yes
	2
	Yes
	2

	Bar
	Yes
	2
	Yes
	2
	No
	1
	No
	1

	Breakfast service
	Yes
	2
	Yes
	2
	Yes
	2
	Yes
	2

	Website
	
	
	
	
	
	
	
	

	Clear
	Yes
	2
	Yes
	2
	Yes
	2
	NO
	1

	Pricing
	
	
	
	
	
	
	
	

	High season
	+/- 600 p.p
	2
	+/- 1600 (full pension)
	1
	+/- 850 p.p
	1
	+/- 615 p.p
	2

	
	
	
	
	
	
	
	
	

	Total amount of points
	
	35
	
	40
	
	38
	
	40


2.2.5 Conclusion

GrandAlpes is the weakest company among the different competitors and CGH Oree des Cimes is GrandAlpes strongest competitor. Both organizations offer chalets and apartments in the same pricing category. It goes without saying, that the main difference is the lack of services that GrandAlpes offers. For example, CGH Oree des Cimes offers internet, telephone and has a sauna complex and a swimming pool. However, GrandAlpes does have a restaurant and can use this asset as an advantage.
GrandAlpes does not only differ from CGH Oree des Cimes, but also compared to the other competitors.

SkiBeat is also a very strong competitor. The tour operator receives less points due the fact of not offering a swimming pool, beauty salon and fitness and the price is also higher than the price of GrandAlpes. Therefore, GrandAlpes can compete by strengthening the products and services and by increasing the customer satisfaction. If, GrandAlpes fails giving guests’ proper service, it is possible that the guests are willing to pay more for the next skiing holiday and will choose for an organization like SkiBeat. 
Club Med is also a really strong competitor, but the prices are much higher than the other competitors. In contrast to the competitors, Club Med offers a holiday on basis of full pension. Therefore, the price difference is smaller than it looks. Moreover, a significant difference is that Club Med offers apartments and GrandAlpes offers independent chalets. Therefore, the target groups of both competitors are different and GrandAlpes has competitive benefit by offering cheaper independent chalets. 
2.3 SWOT analysis
The SWOT analysis is divided into an internal analysis, external analysis and a confrontation matrix. Basically it sums up the organization’s strengths, weaknesses, opportunities and treats and by combining these it is possible to set out a future strategy.
2.3.1 Internal analysis

	Strengths                                                                         Weaknesses

	S1
S2
S3
S4

S5

S6

S7

S8

S9

S10

S11

S12
	Motivated young management
Friendly and hardworking staff
Staff paid on basis of commission
Great revenue from sales of ski passes
Clients have a positive image about ILS
ILS offers a very competitive price
Good relationship between GrandAlpes and BBV

ILS is looking for innovation in Vallandry to improve clients happiness.
Motivated interns

Fast response to clients
Strict control on cashbooks
ILS has a buy contract with most of the chalet owners in Vallandry

	W1
W2
W3
W4
W5
W6
W7

W8

W9

W10

W11

W12

W13

W14

W15

W16

W17

W18

W19

W20
	ILS changes the local management and staff every season
Weak support from ILS
Lack of experience management GrandAlpes
ILS changes the local management in Vallandry every season

Lack of communication between different companies (ILS, BBV, GrandAlpes)

Difficult to find a new motivated staff during the season
Unmotivated technical manager
Lack of team spirit
Staff is weak in efficiency and do not inform the guests sufficiently

There are not enough employees to meet the expectations of ILS and guests
No safe place for storing the cash money

The restaurant ‘le Dahu’ costs GrandAlpes 80.000 Euros per year. Therefore it is difficult to make profit.

ILS is already in debt for many years and therefore is trying to save money on as much as possible.
It is difficult to fire employees

Most contracts will finish in 2009

Most owners want buy out from the contract because they don’t like the cooperation with ILS
Employees, locals and owners of chalets have a bad image of GrandAlpes, ILS and BBV.
Bad maintenance of the chalets caused by an unmotivated technical manager and bad communication between ILS and the owners.
Lots of complaints from owners and clients regarding the technical state of the chalets.
In ten years most chalets are not renovated due to financial disagreements between the owners and ILS




2.3.2 External analysis
	Opportunities
                                                              Threats

	O1
O2
O3
O4
O5
O6

O7

O8

O9
	Customers have a very good image of ILS and GrandAlpes upon arrival.
Vallandry is an evolving ski -station on a great location. It is possible to invest in new chalets and apartments.
Les Arcs has a long skiing season and great possibilities for skiing and snowboarding
The building that GrandAlpes is renting for the reception has a nice restaurant with great potential
Almost no customers buy their ski lessons at the reception. If more time is taken during the check in it is possible to increase this amount radically.
ILS offers a very competitive price 

France is very popular for skiing holiday and therefore the market is quite stabile
It is possible to propose the owners new contracts with which both parties will be satisfied. 

The Vanoise express is a high-tech aerial cable car, connecting the ‘les Arcs’ and ‘la Plagne’ and is unique in the world.
	T1
T2
T3
T4
T5
T6

T7
T8

T9
	Most competitors offer  more services than GrandAlpes (see competitors analysis)
Due to the lack of budget and maintenance the GrandAlpes doesn’t fulfil the client’s expectations.
Due to the economic crisis it is likely that the sales will decrease 
One owner has won a lawsuit against ILS regarding taxes that needed to be paid to the city hall. If all owners will file this lawsuit ILS will go bankrupt
Unfortunately the Vanoise Express was closed for the season 2007-2008. Due to safety reasons the cable company was not allowed to open the Vanoise Express.
Most of the contracts with owners in Vallandry will end in 2009

Owners are fighting with ILS over their contracts. Mostly the owners win, which means that ILS loses the contract with the owner. 

Environment activists are against building more ski lifts and resorts
Other resorts and apartment complexes are being build in the village


	
	
	
	


2.3.3 Confrontation Matrix
	
	External

	
	Opportunities
	Threats

	
	O1 Customers have a very good image of ILS and GrandAlpes upon arrival.
O2 Vallandry is an evolving ski -station on a great location. It is possible to invest in new chalets and apartments.
O3 Les Arcs has a long skiing season and great possibilities for skiing and snowboarding
O4 The building that GrandAlpes is renting for the reception has a nice restaurant with great potential
O5 Almost no customers buy their ski lessons at the reception. If more time is taken during the check in it is possible to increase this amount radically.
	T1 Most competitors offer  more services than GrandAlpes 
T2 Due to the lack of budget and maintenance the GrandAlpes doesn’t fulfil the client’s expectations.
T3 Due to the economic crisis it is likely that the sales will decrease 
T4 One owner has won a lawsuit of ILS regarding taxes that need to paid to the city. If all owners will file this lawsuit ILS will go bankrupt
T5 Unfortunately the Vanoise Express was closed for the season 2007-2008. Due to safety reasons the cable company was not allowed to open the Vanoise Express.


	I

n

t

e

r

n

a

l


	Strengths
	S/O Matches
	S/T Matches

	
	S1 Motivated young management
S2 Friendly and hardworking staff
S3 Staff paid on basis of commission
S4 Great revenue from sales of ski passes
S5 Clients have a positive image about ILS
S6 ILS offers a very competitive price
	It is possible to sell more ski lessons by motivating and informing the staff better about the products and commission and by creating more time (O5, S2, S3)
The restaurant has great potential and with a motivated and experienced management it is possible to make it profitable (S1, O4)
With giving the right service to guests it is possible to increase the amount of loyal guests (O1, S5)
	Most competitors offer more services than GrandAlpes. However, GrandAlpes offers a very competitive price compared to most competitors (T1, S6)
Because of the economic crisis, guests would rather choose for GrandAlpes due to the competitive price for the chalets (T3, S6)
GrandAlpes often does not offer the guests the quality they expect. With a friendly and hardworking staff it is still possible to make guests more satisfied (S2, T2)
Due to the closure of the Vanoise Express the amount of profit made on ski-passes was less than usual.  (T5+S4)
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	Weaknesses
	W/O Matches
	W/T Matches

	
	W1 ILS changes the local management and staff every season
W17 Employees, locals and chalet-owners have a bad image about GrandAlpes
W13 ILS is already in debt for years and therefore is trying to safe as money as possible
W9 Staff is weak in efficiency and do not inform guests sufficiently
W12 The restaurant ‘le Dahu’ costs GrandAlpes about 80.000 Euros rent a year.
W6 There are not enough employees to meet the expectations of ILS and guests

	Hiring a management for a longer period than one season will build a better relationship with the owners of chalets and locals. It will also strengthen the image of GrandAlpes (O1, W1, W17)
By hiring an management experienced in restoration it is possible to make the restaurant profitable (W1, O4)
By hiring more employees, more possibilities for selling services and products rise. Due to time-pressure or no experience opportunities are missed (O4,O5,W6)
Due to the debts it is not possible for GrandAlpes/ILS to invest in new chalets. However, by increasing sales it might be possible in the future (O2, O5. W13)

	Even with a small budget it is possible to be creative with all available means to satisfy guests. However, a experienced management is necessary (T2, W1)
If GrandAlpes has a bad image among owners, locals and employees. It is important to strengthen the relationship, for example to avoid lawsuits from chalet-owners (W17k, T4)
GrandAlpes needs to concentrate on making more sales to survive the economic crisis, the rent, debts, technical problems and legal fights (W12, W13, T4, T5)


2.3.4 Advised strategy

With GrandAlpes and International Lodging Services being in a weak financial position, it is important to concentrate on the financial opportunities. The sales on products can increase and the restaurant is not used to its full potential. GrandAlpes is a weak organisation, because the management is changed too often and therefore there is no innovation or structure. Therefore it is import to:

· Increase sales

· Invest in the restaurant.

· Invest in a stable management/organization
· Invest in a better relationship with the owners and community

· Invest in a better relationship between ILS and GrandAlpes

This will result in a more stable organization and a better working environment for employees. When  the sales will increase, there will be more budget to invest in chalets. Consequently, the owners of the chalets and guests will be more satisfied. This will create the opportunity to restore the cooperation with the owners. Both parties need each other, so it must be possible to strengthen this relationship. Creating a stable organization will also strengthen the relationship between ILS and GrandAlpes. Investing in restaurant and making it profitable can make up for the high rent that the building has. When the profit increases it will be possible to invest in more service to compete with other companies in Vallandry. Furthermore, it is important to invest in the relationship with the community, because they create a large part of the image of GrandAlpes. 
3.0 Market research

3.1 How to increase the sales of the services and products?

This chapter illustrates the conducted market research on how to increase the sales of the services and products. The products that GrandAlpes sells are ski passes, ski rental, ski lessons, massages and many more products. These products are responsible for the biggest income of GrandAlpes. Therefore, it is important to concentrate on the sales as much as possible. In my research I have concentrated on the sales of ski passes, ski rental, ski lessons and the restaurant, because these products and services can generate the largest amounts of profit. Also, the other products like bed linen, towels and wood naturally sell well. Most parts of the market research is based on the conducted questionnaire among 116 guests.
3.1.1 Ski passes
The sales of ski passes is responsible for the most part of the profit that GrandAlpes generates. On every sold ski pass, GrandAlpes receives a 10% bonus and the guests receive 2, 5% discount on the ski passes. Mostly, guests buy ski passes for six days which costs 198 Euros and they are sold during the transfer day. For GrandAlpes transfer day is every Saturday; the day that guests leave and new guests arrive. Usually, the ski-passes are sold during the check-in. So, when the guests come to fill in administrative papers for the chalet, pick up the key’s and pay the tourist taxes. Most guests arrive at the same time and consequently, it is very busy. Moreover, guests often become impatient  to get into their chalet after a long trip. Due to this time pressure,  it is not always possible to sell the ski passes to the guests.  In that case we advise them to come back after the rush hour, but not all guests take up on this offer.

Based on the questionnaire 39% of the guests bought their ski passes at the reception. This is a good result for GrandAlpes, because guests also have the possibility to buy their ski passes in advance and at the official ski pass company in Vallandry. However, the discount is only offered when the ski passes are bought with GrandAlpes, because the ski pass-company does not offer discount to guests.

Table 1 Revenue during previous seasons

	season
	Sales ski passes

	2005-2006
	41.109

	2006-2007
	38.500

	2007-2008
	34.904



Table 1 shows the income from selling ski passes during the previous 3 seasons. During the season 2007-2008 the income decreased ue to fact the Vanoice Express had to close and the ski passes were less expensive. Moreover, the previous seasons there were also more employees, who had more time to sell the ski passes to guests.

This graph gives more information on why 61% of the guests did not buy their ski passes at the reception:
[image: image2.png]60
50
40
30
20
10

If not, why didn’t you buy your ski
passes at the reception?

I had to wait too Not enough Staff was not Bought them
long discount helpful before





A major problem during transferday is the busy reception with guests, who have to wait a long time before they can check in and enter their chalet. Therefore, 25% of the guests did not want to spend more time at the reception to book their ski passes. At the start of the season the ski passes did not sell well, because the guests did not think it was worth waiting for ski passes without a discount. Therefore, GrandAlpes decided to give guests 2.5% discount on the sales of ski passes.We can see in the graph that 15% did not think 2.5% discount on ski passes was enough. Futhermore, customerservice is also very important during the sales process and 12 % did not think that the staff was helpful. Therefore, they did not want to buy the ski passes at GrandAlpes. Another option for guests is to buy their ski passes in advance during the booking with ILS or with the ski passcompany.  A discount of 2.5% is offered and 48% of the guests profited from this offer.
3.1.2 Ski or snowboard-Rental

GrandAlpes has an agreement with Alpiski about ski and snowboard rental. Guests can choose to     pre-book material or to rent it on spot. Either way, guests receive 15% discount on the rental of material. During the check-in guest receive a discount voucher and they can hand this in at Alpiski. Alpiski registers all the guests from GrandAlpes who rent their material in the shop and at the end of the season GrandAlpes receives 15% commission on the total amount of rented material by guests from GrandAlpes. This amount has increased the last years due to better promotion, as shown in table two. Previously, no vouchers were given and most guests went to other shops or Alpiski was not aware which guests were from GrandAlpes. 

Table 2 this table shows the revenue from ski rental during previous seasons
	Season
	Ski rental

	2005-2006
	28.548

	2006-2007
	31.254

	2007-2008
	46.769


This graph gives more information on rentals at Alpiski.
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Forty-six percent of all guests took the voucher and went to Alpiski to rent their material and twenty-seven percent of the guests brought their own material. Les Arcs is a skiing area which is suitable for all levels of skiing and snowboarding and experienced guests often bring their own material. Fifteen percent of the guests pre-booked their material during the booking. And for 4% no suitable ski’s or snowboards were available. During high season it is possible that no suitable material is available for the guests due to the large demand for ski or snowboard rental. For the most part, this problem only occurs with snowboard rental in high season. 
3.1.3 Ski lessons
GrandAlpes sells the ski lessons for the same price as the ski school. Nevertheless, guests can benefit from the fact that they won’t have to go to the ski school to arrange their own booking. It costs quite a lot of time to sell the ski lessons, due to the explanation of different schedules and levels. As a result of the time pressure during the check-in, it is often not possible to sell ski lessons to the guests and only 2% of the guests made use of the offer to book their ski lessons at the reception of GrandAlpes. Obviously, it is possible to increase the sales of ski lessons with a large number. 
The following graph gives more information on why the guests did not book their ski lessons at the reception of GrandAlpes.
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This graph stresses on the main problem with the sales of the ski lessons. Forty-four percent of all guests were not offered to book the ski lessons and were not aware of this possibility. The reasons that guests were not aware of this option is caused by the time pressure on Saturdays. It takes too much time to sell the ski lessons. Another related reason is that 12% of the guests did not feel like there was enough time to book ski lessons during the check-in. Most guests had to wait a long time before they could check in and did not want to wait more so, 5% of the guests decided not to book their ski lessons at GrandAlpes. Like the ski passes, guests have the possibility to book ski lessons upfront. Although no discount is involved, 20%  booked their ski lessons upfront.  Finally, 19% of the guests did not have a group member who needed ski lessons.
3.1.4 How can the sales of ski passes, ski lessons and ski rental be increased?

Most of the reasons which caused guests not to buy ski passes of ski lessons at GrandAlpes can be solved. Due to time pressure or unhelpful staff 52% of the guests did not buy their ski passes at the reception Especially, for the sales of ski lessons it is important to stress on creating time to  inform guests about this option.

The sales of ski passes and ski lessons can be increased by two different actions:

Speeding up the check-in process

The check-in process can speed up by letting guests fill in the check-in papers, before their departure, on the internet. The filled in forms are sent to GrandAlpes and only need to be printed on Saturday mornings.

The check-in papers should have the following options:

· A calculation of the tourist taxes

· The possibility to fill in how many ski passes are needed

· The possibility to fill in if ski lessons are needed and on which level and for how many days

· An explanation about how to book ski passes and ski lessons at GrandAlpes

· The possibility to order any of the other products
As a result, GrandAlpes only needs to check the information with the guests, because sometimes guests change their mind about the amount of ski passes or lessons. However, with all the basic information already filled in and the calculated tourist taxes, there is more time to pay attention to selling ski-lessons and passes. 
In addition guests can also order other products like bed linen, towels or wood. This is very useful information, because it is possible for employees to put these products in the chalet before the arrival of guests. Consequently, this will save the employees time and  it is necessary to relieve the employees workload. As a result, more time will be available to answer questions, to give information and to explain the products during the check in.

Possibilities to decrease the workload of employees are:

· Hire more employees
· To hire on-call employees
· The automation of the check-in process

· Make the final cleaning obligatory
After hiring more employees it is possible to help guests quicker during the check-in. Therefore, guests will be less impatient and  more time will be available to spend on informing guests and explaining and selling the products to guests. 
Another option is to hire on-call employee, which means they will be requested to work on busy days like Saturdays and Sundays and when one of the other employees is sick. The on-call employees can help with deliveries and the check-in process. This is a cost-effective method, which allows GrandAlpes to save money on human resources and still be able to increase the sales and services. Another option for employees is to pass by the chalets in the evening to check with the guests if they need anything. This can be another opportunity to sell products, but this is only possible with more employees. 
Surely, automating the check-in process will save the employees time. The check-in papers only need a quick check with the guests and then the employee can give more information about the ski lessons and ski passes. 
The previous seasons guests had the possibility to clean the chalets themselves. Unfortunately, this caused a lot of problems and park employees were mainly busy with cleaning chalets instead of helping guests and preparing the welcoming. This was an experiment initiated by ILS to decrease the prices of chalets. However, it caused a lot of problems and complaints from guests about unclean chalets. 

Ski and snowboard rental
The used system during the season 2007-2008 is working well. All guests were given discount vouchers which they could hand in at Alpiski. In return, guests received 15% percent discount on the rental of skis and snowboards. The employees also put some extra vouchers in the welcoming package in the chalet. Therefore, all guests received the offer and a lot of guests benefited from it.

3.2 The restaurant Le Dahu
The restaurant Le Dahu was a very successful restaurant before GrandAlpes rented it. The restaurant specialized in regional dishes and was managed by a local couple and when they decided to rent out the building, the former director of ILS decided to rent it and to use it as a restaurant and a reception. Initially, the restaurant started well, because the manager was experienced in restoration and there was a separate staff for the chalets and for the restaurant.  Nevertheless, the manager was fired halfway the season and a new inexperienced manager was hired. 
The next season GrandAlpes had less employees and none of the employees had experience in restoration. They managed to keep the restaurant open with a French cook and working in shifts for the service. 
The last season the restaurant was very unsuccessful. Although, the manager had experience in restoration there was not enough staff to take care of the park and the restaurant. After two months the cook quit his job and the manager started cooking, because he couldn’t find another chef. In total the restaurant was open for about three and a half months. The achieved revenue was: 6,068 Euros as shown in table 3.
These previous seasons damaged the reputation of the restaurant badly. The concentration on mainstream dishes, rather than French dishes, let the local customers down and they did not come back. Moreover,  tourists were not attracted anymore to the restaurant, since the competition is more professional and offered nicer menu’s and atmosphere.

Table 3 shows the revenue made during the previous seasons in the restaurant

	season
	Revenue restaurant

	2005-2006
	12.756

	2006-2007
	8.534

	2007-2009
	6.068



3.2.1 Results questionnaire
Only 7% of all guests visited the restaurant. This is a very low turnout, because this would mean that within one week the restaurant would only have about 3 bookings in high season per week. Luckily, also guests from other hotels and appartements have visited the restaurant. However, the amount of bookings would not be more than 10 per week. 



The following graph explains why only 7 percent of the guests visited the restaurant and how they experienced it.
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Several reasons are shown explaining why guests did not visit the restaurant. Ofcourse guests have a kitchen in the chalet and from the graphic we can state that 11% did not intend to visit a restaurant and 18% did not have an opinion about this matter. Of all guests 15% believed that the restaurant has a bad reputation. Another reality is that 19% of the guests did not realize that the restaurant was open. Followed by the most important reason; 28% thought other restaurants in the area were more attractive.
The following graph explains how guests would rate the restaurant:
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Most guests who visited the restaurant rated the restaurant positive. Guests especially felt that the prices were very friendly. During the last season the prices on the menu were very competitive with other restaurants in Vallandry. Most guests also tend to rate the plates positively. However, 23% did not rate the plates positive. Most guests did think the service was good and most guests think the menu is quite average. Also,  most guests rated the welcoming average or nice.

3.2.2 How to increase the amount of guests in the restaurant during dinner time? 

Opening the bar and restaurant on Saturdays. Saturday is the only day that the restaurant is always full with guests waiting to check in. It would be very profitable to open the bar and the restaurant for lunch and dinner. Most guests come between 2 pm and 6 m to check in and after a long trip most guests want to relax, have a drink and something to eat. This is also a great occasion to promote the restaurant. If the bar and restaurant would be open, guests can see the menu, the service and plates being served to the guests. It can also create a more relaxing atmosphere, so guests will become less impatient and unsatisfied. 
Giving promotional discount to guests. GrandAlpes especially needs to profit from the tourism in the village. Most tourists are not aware of  the bad reputation of restaurant le Dahu and they will be easier to attract. For example,  by handing out promotional flyers throughout the week and to put flyers on parked cars in the village. In addition, it is possible to attract guests by offering a free drink at arrival.

Organizing events and lunches for the locals. Organizing an event for the locals is a great way to get in touch and to strengthen the relationship. Due to the bad reputation that GrandAlpes has, it will be difficult to attract locals to come for dinner. Therefore, a party will be easier to attract locals, because it is more accessible with a less formal atmosphere. 
Another option is to organize a daily lunch for the local employees, because most employees often eat in restaurants for lunch. Some restaurants offer simple three-course lunches for a friendly price. This is a great way to build up a good relationship with other local employees. 

Strengthening the relationship with the locals is very important to restore the image of GrandAlpes and le Dahu. In order to attract more guests it is important that the locals will recommend the restaurant to guests. 

3.3 The local management of GrandAlpes in Vallandry

3.3.1 Structure team GrandAlpes season 2007-2008
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Almost every season, for the previous three years, a different  manager was hired for GrandAlpes. In most cases it was the initiative of ILS to quit the working relationship. Most managers from the previous seasons wanted to settle and work in Vallandry. 
The current technical manager is working at GrandAlpes for more than 4 years now. He is not really happy with his work for several reasons. For instance, he does not like the fact that managers come and go, not having a budget to spend on maintenance and not having the possibility to hire somebody to help him with the job. His dissatisfaction causes him to not listen well to the managers, often not  to show up and not doing his job properly. Therefore, it is questionable if he is still suitable for the job, but it is difficult to find a new technical  manager. 
The chef who worked during the season 2007-2008 was a Dutch chef of 24 years old. He was not very experienced, but very motivated. However, the lack of experience resulted in discouragement, because the restaurant did not attract many customers. Instead of being creative and trying to improve the restaurant he decided to quit. The manager took over his job for about a month, but decided the workload was too much and closed the restaurant. 
Before the start of the season ILS hired the employees for GrandAlpes. Basically, ILS hired all employees who applied, because they did not promote the vacancy. Therefore, there was no selection and most employees were just not suitable for the job. During the season 2007-2008 six park employees have been hired. One of them was an intern and was functioning very well. Of the other employees there was one other girl who was functioning well and with the other employees there were a lot of problems like not showing up for work, being late, stealing and lying. During the season three park employees have been fired and one new employee has been hired halfway the season. 

3.3.2 Changes made by ILS during previous seasons

Three years ago GrandAlpes started working with a team of fourteen employees. There was an experienced manager, a technical manager and a local chef. Furthermore, two employees were hired to work in the restaurant and nine employees were hired to help with managing the chalets. All bookings of guests were included the final cleaning and therefore, employees had a lot more time for the service and selling products. 
The season after the team included one manager, one technical manager, one local chef and six park/restaurant employees. During the season one employee quit and one employee was fired. So, in the end the team existed from seven employees.
The most important changes during the previous seasons affecting the workload of employees were: giving the guests the possibility to clean the chalet after the holiday, instead of having the compulsory final cleaning that guests had to pay for. As a result, most park employees ended up cleaning the chalets after the departure of guests, while they should have been busy with preparing chalets and helping with the check-in. 
Another important change was not to hire employees specifically for the service in the restaurants. This meant that employees had to work a lot of different shifts in the week and some employees were not suitable for working in a restaurant. After all, working as a park employee is really different than working as a waiter or waitress. 
Furthermore, GrandAlpes used to hire a local chef for the restaurant. This was good for attracting local customers and a French chef often has different priorities than a foreign chef. However, ILS decided to hire only Dutch people and no French people anymore. The problem is that most people initially come for skiing or snowboarding and working well is not their priority. 
Finally, the decrease in the amount of employees is very large, since the tasks only increased. The workload became too much for employees and often there was not enough time to try to innovate and deliver better service. Also the living arrangements for the employees are not well. This in combination with a heavy workload is not a very healthy environment.

3.3.3 How to improve the local management of GrandAlpes in Vallandry?

To relieve the workload of employees and to improve the service to guests a few changes need to be made:

To make the final cleaning compulsory for every guest and to include this in the price of the chalet. This will avoid having to clean chalets and complaints from guests about unclean chalets.
To hire more employees for the restaurant and chalets. By having a team for the restaurant and a team for the chalets there is more clarity and it is easier for people to concentrate on their job.  Moreover, the restaurant will work better with professional service and there will be more time to improve the service and sales to the guests of the chalets. 
To hire a French local chef.  Having a local chef will attract more visitors and it is easier for a French chef to serve a local dishes. In addition, it is less likely for a local chef to leave halfway the season. 
New proposed structure
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French manager: hiring a French manager  for the long term will create a more stable basis for GrandAlpes and ILS. The manager will have a home and a social life outside of GrandAlpes and therefore, it will be easier for him or her to manage a team. He or she will not have to live at work and this will change the relationship with the employees. Besides, a French manager can easier strengthen the relationship with the locals. Above all, the locals dislike GrandAlpes, because only Dutch people work there.

Technical manager: the technical manager should get a trial period plus part-time help.  The current technical manager should have a trial period of three months to see if he can change his attitude to work. This means; being on time, responding to emergencies and fixing the technical problems. Naturally, he should receive help in the high season months: December and February on Saturdays, Sundays and Mondays.

Chef:  the chef should be French and if would be perfect if GrandAlpes could find a local French chef. He will have more responsibility towards the work and it will be more important for him to make the restaurant successful.
Restaurant employees: two employees should be hired to serve in the restaurant. They will work together on busy evenings and on other evenings they can work alone. Furthermore, this creates the opportunity for the restaurant to open for lunch. Probably, it is not very interesting for weekdays, because of the location, but on Saturdays it could be very profitable.

Park employees: having 6 park employees is enough, if the final cleaning is compulsory and if they do not have to work in the restaurant. As a result there will be time to prepare the chalets properly and to fasten up the check-in procedures. It will also be possible for the employees to go past the chalets to sell ski passes, lessons and other products during the evening. It is possible to hire interns, to save on costs. However, if the costs are still too high, it is possible to hire on call employees, who will only work in high season and during the busy days. 
4.0 Marketing Plan

4.1 Segmentation

ILS is primarily targeting guests from Europe and most guests are Dutch, English, French or Belgian. The last years there is an increase in guests from Russia and Eastern Europe. The segments that ILS is targets are:

Families who enjoy skiing in the winter and preferable go to a child friendly village like Vallandry. Usually the families book bigger chalets with a lot of family members like the parents, grandparents and children. Usually the parents are between 35 and 45 and have a successful professional career. Especially families with children prefer to come in high season due to the holidays. Often families with professionally successful parents.

Groups of friends who are not looking for a partying ski station, but come primarily for skiing and spending time with each other. These groups are usually between 25 and 35. Most groups come in low season because of the lower price and it is less busy on the slopes. These groups like to be independent by having their own chalet.

4.2 Positioning strategy
GrandAlpes offers friendly prices and very nicely located chalets for families and groups. GrandAlpes is competitive due to the prices and the location.
The following figure illustrates the situation of the GrandAlpes compared to the competitors.

4.3 Marketing mix

4.3.1 Promotion

Website GrandAlpes A nice option for GrandAlpes is to set up their own website. This website can give information about the chalets and organization. There should be an explanation about the different services and products offered in the different villages. What is more, guests should have the possibility to contact GrandAlpes by email. Furthermore, guests should have the possibility to fill in the check-in papers online. On the website should also be promotion for le Dahu and a link to the website. 
Website ‘Le Dahu’: The website has to stress mainly on promoting the restaurant. Pictures of the restaurant can be showed and people have to be able to view the menu online. Furthermore, there has be the possibility to ask questions and to contact the restaurant. Also, promotional offers will be showed on the website.

Folders GrandAlpes and restaurant ‘le Dahu’: It is possible to make folders for GrandAlpes and the restaurant. The folder for GrandAlpes should show the different chalets parks, information about products and services and contact information. The folder about the restaurant should promote the restaurant with nice pictures, examples from the menu and contact information. The folders can be given to stores, the tourist information office and to accommodations without a restaurant. 
Direction signs: No clear direction signs are shown along the road and this makes it difficult for guests to find the reception. At the city hall there is the possibility to get a place on directions signs and maps in the village. Unfortunately,  it is not allowed to make your own direction signs. Additionally, the neon light on the restaurant should be fixed to show guests the way and to attract guests for the restaurant.
Advertisements: GrandAlpes is advertising in the local newspaper which is distributed to tourists. However, the information in the advertisement is not up to date. This information can be adjusted to the new situation in the tourist information office.

Promotional discount: It is possible to offer promotional discount in the restaurant to attract customers. For example, by offering a free drink and it is also possible to invite the locals and guests of GrandAlpes to the restaurant and to offer them a discount of 10%.

4.3.2 People

In order to improve the hospitality, recruiting suitable staff  is very important. The staff gives the first impression to the guests and therefore, they need to be service minded and right for the job. The staff also needs to be multilingual, because the guests come from all over Europe. They need to be able to speak English, Dutch and French and/or German would be an advantage.
All employees receive a 2.5% commission on all the sold products and services. This system is also founded to motivate employees sell more products and services.  
4.3.3 Process
It is possible to automate the check-in procedure that guests have to follow. At this moment the  check-in papers are filled in upon arrival by the guests. This can last from five minutes up to more than fifteen minutes. It all depends on if the customer wants to buy ski passes and/or other products. Another problem is that there is only one machine to make electronic payments. Consequently, this delays the process, because often guests and employees have to wait before being able to make the payment. 
A solution can be to give the guests the opportunity to fill in the check-in papers before departure and this way the papers can be printed on Saturday morning. The only thing the employee needs to do is check the papers quickly with the guests and then to do the payment. So, it will cost less time, because all the calculations are already done and nothing needs to be written by hand.
Another process that will speed up the process to enter the chalet is to make the final cleaning compulsory for every client. This means that the cleaning company will clean every chalet and the employees only need to check if the chalet was properly cleaned and prepare the chalet for the next guests.
4.3.4 Psychical evidence

All employees receive a promotional clothing from Peak Performance. The logos of GrandAlpes are printed on the clothing so that, the employees are recognizable for the guests.

The route description for guests describes that the reception of GrandAlpes is in the building le Dahu. This building lies next to the road, but is not clearly visible. Especially in the evening, because the neon lights are not working. This should be fixed to make it easier for the guests to find ‘le Dahu’.

Furthermore, in the reception is one clear logo of GrandAlpes and also on most chalets is a logo of GrandAlpes. However, in the reception are not any folders about GrandAlpes and what they offer. It would be a good idea to make folders about GrandAlpes, so guests can take this information to the chalet.

The restaurant should be decorated  to create a nicer atmosphere. It should be clean, decorated and the tables should be dressed up. Also the menus should lie on the tables, so guests can look in the menu. 
5.0 Conclusions and recommendations
5.1 Conclusions

The opening of the GrandAlpes park in Vallandry is a very smart investment by International Lodging Services. Especially, the chalets are beautiful and are located in a very popular skiing area. Unfortunately, GrandAlpes has been coping with financial problems and therefore, the chalets have been suffering from the lack of budget for maintenance and innovation. Therefore, it is crucial for GrandAlpes to start concentrating on increasing the sales and strengthening the local management. 

At this moment most of GrandAlpes revenue is generated by the sales of ski passes and ski rental. However, the satisfaction study showed that there are opportunities for GrandAlpes to increase the revenue by a large amount. Many guests did not buy ski lessons or ski passes due to long waiting lines, time pressure or they were simply not informed. It is possible to avoid these problems by automating the check-in process and by hiring more employees. Consequently, there will be more time to spend on selling products to guests.

GrandAlpes has taken over the restaurant ‘ Le Dahu’ three years ago. The rent of the building is 80.000 Euros per year. During the last years the profit has decreased dramatically, due to the unprofessional way the restaurant was managed. Now, GrandAlpes is not using the restaurant to its full potential. By hiring professional employees to work in the restaurant, it is possible to start making profit. Important is to hire an experienced manager, who will work for GrandAlpes for a longer period than a year and to hire a French chef. Furthermore, it is crucial to make a lot of promotion for the restaurant to attract customers. In order to restore the image on the restaurant and GrandAlpes it is necessary to strengthen the relationship with the locals. 
The structure of the management and employees has changed a lot during the previous years. The most noticeable changes are the change in management every season, the decrease in employees and the increase in tasks. Internal Lodging Services should start thinking about the future and therefore find a manager who is willing to stay for a long term in Vallandry. As a result, it will be possible to follow a strategy and to innovate the park and organization. Furthermore, it will be possible to strengthen the relationship with the owners of chalets, the community and ILS. Without a strong  and stable management, this is not possible. 

When the sales will increase and the relationship between the owners and GrandAlpes will strengthen, it is possible to invest more in the maintenance of the chalets. This will increase the customer satisfaction and it will strengthen their position against the competition. 

In conclusion, GrandAlpes is a company which has to cope with a lot of problems and changes. However, the chalet park offers so many possibilities and with the right management it is possible to turn GrandAlpes into a profitable organization. Provided that International Lodging Services is willing to invest in the company. 

5.2 Recommendations
5.2.1 Recommendations to increase the sales of ski passes and ski lessons:

Automating the check-in procedure

The check-in procedure can pass quicker by letting guests fill in the check-in papers online before their departure. It will save time, since the guests already fill in their basic information, calculate the tourist taxes and give their orders for products that interest them. As a result, there will be more time during the check-in to explain the products and services to guests and to concentrate on sales.
To hire more staff

Hiring more staff will relieve the workload that employees have. Consequently, employees will also have more time to sell the ski passes and ski lessons during the check –in or later during the day. Moreover, there will be more time to spend on customer service. It will be possible to hire fulltime employees specifically for the restaurant or the park. However, another option is to hire on-call employees for the high season and when an employee is sick. This is a cost-effective method and can be very useful in high season.

Making the final cleaning obligatory for guests

Decreasing the prices, by giving guests the possibility to clean their chalets themselves, did not have the desired effect. Firstly, there were a lot of complaints from guests that the chalets were unclean and poorly maintained.

Secondly, the workload of employees has increased dramatically, because they spent hours per day trying to clean the chalets after the departure of guests. Therefore, there was little time for the employees to invest in providing good service to the guests. So, it is important to make the final cleaning obligatory again,  since the strategy is doing more harm than good. 

5.2.2 How to increase the profit from the ski rental?

The profit from the ski rental has been increasing the previous seasons, by promoting the ski rental as much as possible. Therefore, GrandAlpes should continue with promoting, because it is their easiest way to gain revenue.

5.2.3 How to increase the amount of guests in the restaurant during dinner time? 

Opening the bar and restaurant on Saturdays. Saturday is the only day that the restaurant is always full with guests waiting to check in. It would be very profitable to open the bar and the restaurant for lunch and dinner. Most guests come between 2 pm and 6 m to check in and after a long trip most guests want to relax, have a drink and something to eat. If the bar and restaurant would be open, guests can see the menu, the service and plates. So, this is a great occasion to promote the restaurant. 

Giving promotional discount to guests. GrandAlpes especially needs to profit from the tourism in the village. Most tourists are not aware of  the bad reputation of restaurant le Dahu and they will be easier to attract. For example,  by handing out promotional flyers throughout the week and to put flyers on parked cars in the village. In addition, it is possible to attract guests by offering a free drink at arrival.

Organizing events and lunches for the locals. Organizing an event for the locals is a great way to get in touch and to strengthen the relationship. Due to the bad reputation that GrandAlpes has, it will be difficult to attract locals to come for dinner. Therefore, a party will be easier to attract locals, because it is more accessible with a less formal atmosphere. Strengthening the relationship with the locals is very important to restore the image of GrandAlpes and le Dahu. In order to attract more guests it is important that the locals will recommend the restaurant to guests. 

Another option is to organize a daily lunch for the local employees, because most employees often eat in restaurants for lunch. Some restaurants offer simple three-course lunches for a friendly price. This is a great way to build up a good relationship with other local employees.

Hiring a French chef. It is important to hire a French chef, because most tourists prefer it and it will be easier to serve local dishes. By hiring a local chef, the restaurant will have  more chance to succeed, because the chef will likely be more responsible and can strengthen the relationship with the community.
 5.2.4 How to improve the local management of GrandAlpes in Vallandry?

To improve the local management it is neccesary to create a stable basis for the organisaton. This is possible by hiring a French manager for a long term basis. Concequently, it is possible for the manager to form a strong team and to carry out strategies and plans for the future. Also, it is wise to let the technical manager work on trial basis. During the season 2007-2008 the technical manager was often not available and had very negative attitute towards his work and GrandAlpes. As a result, many technical problems were not fixed and as a result, there were a lot of complaints. Therfore, it is important to see if the situation improves. However, it is difficult take care of 50 chalet alone and therefore it is advisable to hire a parttime technical employee to help him during the high season. To relieve the workload of the employees it is possible to hire  more staffmembers. As a result, the costs for human results will increase, but the the sales will also increase. 
Furthermore, it is important for GrandAlpes to strenghten the relationship with International Lodging Services. This is possible with more involvement and support from Inernational Lodging Services in GrandAlpes. Both organisations need each other and can help each other. Therefore, they should work closer to meet their common goal which is to make profit and give good service to guests. 
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