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Abstract

Introduction. Numerous international and local organisations and agencies have in the past 15 years dealt with various issues
and problems related to tourism in Bosnia and Herzegovina. Often, they have accentuated the large potential for tourism devel-
opment and improvement, particularly when it comes to spa tourism. Although all elements necessary for development (tradi-
tion, accommodation capacities, natural resources, and traffic connections) are present, the “Banja Vrucica” spa is still unable to
respond to modern tourism market demands so that it can contribute to the economic growth and development in the national
and local economies. The successful running of a tourist destination requires the formulation of long-term goals and decisions,
reached through a process of strategic management. The aim of this article is to use strategic analysis as a means of identifying
the possibilities of introducing new sport-recreational offers with a higher quality of service provision aligned with consumer
needs, which would help the Vruc¢ica spa to become more attractive and profitable. Material and methods. After selecting
factors of the internal and external environment which influence sport tourism at the spa, the intensity of the impact of each
factor was determined through the use of SWOT analysis. Then, by multiplying the average impact of strengths, weaknesses,
opportunities, and threats matched in the SWOT Matrix, a polygon SWOT analysis of the strategy was carried out. Conclusion.
Having analysed the “Banja Vruéica” spa’s environment and having quantified the results, we reached the conclusion that the
best solution is to form and implement a WO strategy with regard to sport tourism at the spa, meaning a shift in strategy aimed

at keeping the existing activities and structures and developing new products and a new approach to the market.
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Introduction

Tourism is one of the fastest growing economies in the
world [1], which is undergoing continual expansion and diversi-
fication in spite of temporary periods of crisis [2]. The number
of people travelling abroad for tourism reached 1.135 billion in
2014, making the total revenue in tourism equal to $1.245 bil-
lion [3]. As one of the major economies, tourism employs over
100 million people worldwide [4]; in 2015, it had a direct glo-
bal GDP share of 3% and an indirect global GDP share of 9.8%
[1]. Diversification and innovation in tourism products have led
to the development of selective forms of tourism built around
health, nautics, hunting, fishing, gastronomy, entertainment, or
event planning [2]. Although all the preconditions and a large
potential for the development of tourism exist in Bosnia and
Herzegovina, tourism is still in its early stage of development in
this country [5].

Spa tourism is one of the oldest types of tourism, originat-
ing in antiquity, which has evolved continuously and developed
complex and various forms throughout different historical pe-
riods, under the influence of political and economic systems,

on the one hand, and changes in social options and tourists’ in-
terests regarding this type of tourism, on the other [6]. In 2015,
there were 121,595 spas that made a revenue of $77.6 billion and
employed 2.1 million people [7]. Owing to its natural beauties,
ecological and climatic diversity, and the vicinity of internation-
al markets, the Republic of Srpska in Bosnia and Herzegovina
has significant tourism potential, particularly in the category of
spa tourism development [8], largely due to its numerous ther-
mal and mineral water springs [9]. In terms of the identified
weaknesses of spa tourism in Bosnia and Herzegovina, the main
problem is that most of the spas focus on medical treatment
only, and they are no different from medical facilities and facili-
ties offering recreational tourism [10]. Of the total investment
in spas in the Republic of Srpska, 71.02% is invested into hous-
ing capacities and the hospitality/catering product, 22.86% is
invested into the medical product, and only 6.23% is allocated
to sports and recreation, which is clearly not meeting the de-
mands of the faster development of spa tourism in its sports
and recreation category. This percentage investment needs to
change in favour of increased investment into the medical and
sports and recreation products, as they are the cornerstones of
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the faster development of spa tourism [11]. The “Banja Vrudica’
spa has the biggest tourist capacity in Bosnia and Herzegovina,
with about 1,000 beds in four hotels and mineral water springs
representing the basis of this spa. The healing properties of the
thermo-mineral waters of the Vrudica Spa springs were known
as far back as the Roman times. The first scientific analysis of the
spa waters was carried out at the times of the Austro-Hungarian
Empire, while the first accommodation facilities were built at
the beginning of the 20th century. The healing properties of the
water help in treating cardiovascular, rheumatic, and neurolog-
ic diseases. Apart from health tourism, congress tourism is an
integral part of the additional tourism offer. The clients are also
offered a wide spectrum of sport-recreational activities they can
engage in, such as swimming in outdoor and indoor swimming
pools, ball games, table-tennis, billiards, and gym exercise, the
sport tourism offer being dependent on natural resources. This
offer was not always in line with the requirements of a modern
tourist, making it difficult for the spa to contribute to the eco-
nomic growth and development of the national economy and
the local community economy, since the guests typically stay for
short periods of time. The most important visitors to the spa are
congress tourists who typically stay for two days, while the par-
ticipation of spa tourists is reduced to around 35% of the total
number of visitors who stay significantly longer, unlike congress
and sport-recreational tourists.

Sport tourism can be described as a symbiosis of the world’s
largest social phenomenon and the world’s largest economy [12].
This form of tourism includes all kinds of active and passive par-
ticipation in sport activities which are organised sporadically
or regularly for non-commercial or commercial reasons and
which require leaving the place of residence or work environ-
ment. Even though the origins of sport tourism can be traced
back even to ancient times [13], the first connection between
sports and tourism appeared in mid-19th century England [14].
In recent decades, sports tourism has gained more importance
and has become a topic of interest for researchers [15], but more
research is certainly needed in this field. An analysis of indi-
vidual sectors shows the importance of the increase in sports for
the world economy, and the following three sectors stand out:
sports tourism, fitness and media, and sports education [16].
Data from 2014 show that sports tourism had a 15% share ($180
million) in the entire tourism market, whereas the growth of the
tourism market in terms of the global GDP was 4-5% annually,
with a 15% growth rate of sports tourism [3]. Numerous papers
on sports tourism have been published since the 1990s, and
although, as stated by Ottevanger, these papers were of value
and use [17], most of them lacked an adequate evaluation of the
findings [18], which is still the case today.

Strategic management is a process which involves analys-
ing the current situation, formulating appropriate strategies,
implementing strategies, and providing evaluations, modifica-
tions, and alternatives, depending on the needs [19]. The litera-
ture, varying from author to author, lists different numbers of
basic activities (phases) in the process of strategic management
in sports [20, 21, 22, 23, 24]. Based on an analysis of these meth-
ods, it is safe to say the process of strategic management can
be divided into four basic phases: the analysis of the situation,
the formulation of a strategy, the implementation of a strategy;,
and the evaluation of a strategy. In order to successfully manage
a tourist site, it is necessary to formulate long-term goals and
decisions [25]. Although the literature does offer sports tour-
ism strategies for entire countries, such as the one described in
“Towards a national sports tourism strategy” [26], or for particu-
lar regions, e.g. the strategy presented in “Grande Prairie sport
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tourism strategy” [27], we did not find a single source directly
related to the strategic analysis of sports tourism offered by spas
in the literature.

This study aims to provide a strategic analysis of sports tour-
ism and propose a strategy to be implemented that would help
improve the tourism product offered by the “Banja Vrucica” spa
and make it possible for the spa to significantly contribute to
economic development in the area. The research was conducted
in compliance with ethical standards and the legislation of Bos-
nia and Herzegovina.

Material and methods

The analysis of the external environment (External Factors -
EFAS) is based on a modified PEST analysis [28]. Modifications
were made in the selection of the factors of the global environ-
ment, which were adjusted to the needs of this study. Two proc-
esses — the scanning and monitoring of the environment - were
used to provide accurate data on the sports tourism environ-
ment of the Republic of Srpska [29]. Having selected the ele-
ments of the external environment using the Delphi method,
we established that the aforementioned elements represented
either opportunities or threats for the strategy of the develop-
ment of sports tourism at the “Banja Vrudica” spa. Elements
representing opportunities were marked with a plus (“+”), and
threats were marked with a minus (“~”). The analysis was con-
ducted in four phases. In phase 1 of the analysis, we assessed
the impact of a relevant strategic factor on sports tourism at the
“Banja Vrucica” spa by means of assigning grades O to 5 to fac-
tors marked with a “+”, depending on their impact on the organ-
isation, and grades -5 to O to factors marked with a “-”. The “0”
grade means “no impact”, and grade “5” implies “crucial impact”.
Phase 2 involved calculating the average grade of every selected
level, based on the impact of individual elements of the envi-
ronment. Having evaluated the impact of correlated strategic
factors on sports tourism at the “Banja Vrudica” spa, in phase
3, we assessed the importance value of the factors using a grad-
ing scale of “0” to “10” (with “0” standing for “no importance”
and “10” indicating “crucial importance*). This procedure con-
sisted in evaluating the elements of the environment and then
calculating average values for every selected dimension. Phase
4 involved producing a chart with the results of the scanning
of the environment as well as displaying factor impact, factor
relevance, and the sum of opportunities and threats [30].

In the analysis of the internal environment, we made evalua-
tions with the use of the Internal Factor Evaluation (IFE) Matrix
[31]. This method produced an evaluation of the main strengths
and weaknesses of sports tourism at the “Banja Vrudica” spa and
provided a basis for the evaluation of correlation. The IFE Ma-
trix was created in five phases. In the first phase, key internal
factors were listed, starting with the strengths and followed by
the weaknesses of sports at the Republic of Srpska. The second
phase involved assigning weight to each factor, ranging from
0.0 (irrelevant) to 1.0 (fully relevant). The weight added to a
factor indicates its importance for sports tourism at the “Banja
Vrudica” spa, regardless of whether the particular factor rep-
resents a strength or a weakness. The third phase included as-
signing ratings to each factor, ranging from 1 to 4. The ratings
indicate whether the factor represents a major weakness (grade
1), minor weakness (grade 2), minor strength (grade 3), or major
strength (grade 4). The fourth phase involved multiplying the
weight of each factor by the rating assigned, which produced
the average weight. In the final, fifth phase, the average weight
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values were added up, making it possible to establish an overall
weight result for sports tourism at the “Banja Vruéica” spa.

After determining the intensity of the impact of individual
factors of the external and internal environment and calculating
an average value of the impact intensity of the elements of the
SWOT analysis, a matching of the internal and external envi-
ronment using the TOWS matrix was carried out, and a polygon
SWOT analysis of the strategy was produced.

Results

Table 1 shows the results of the quantitative analysis of the
external environment of the “Banja Vrudica” spa in four key
PEST areas. The second column indicates whether the selected
factor is an opportunity or threat, the third column presents
the influence of each factor, column 4 provides information re-

Table 1. Analysis of the factors of the external environment of sports
tourism at the “Banja Vruéica” spa

Opportunity/ . .
PEST Threat Factor impact | Factor value Weight
P (politics, legislation, government)
EE1 + 4 8 +32
EE2 - 2 5 -10
EE3 - 2 4 -8
EE4 - 2 2 -4
E (economy)
EE5 + 3 5 +15
EE6 + 2 4 +8
EE7 + 2 6 +12
EE8 + 4 8 +32
EE9 - 4 6 -24
EE10 - 4 5 -20
S (society, culture, demographics, environment)
EE1 + 3 4 +12
EE12 + 2 3 +6
EE13 + 2 3 +6
EE14 + 3 6 +18
EE15 + 2 4 +8
EE16 + 2 3 +6
EE17 4 8 -32
T (technology)
EE18 + 4 9 +36
EE19 - 2 3 -6
EE20 - 3 4 -12
EE21 - 2 4 -8
EE22 - 3 5 -15
EE23 - 3 5 -15

Legend: EEI - Law on tourism and strategy of tourism development in the Republic

of Srpska; EE2 - Republic of Srpska as an underdeveloped tourist area; EE3 - Poor
development of tourism in the Republic of Srpska compared to neighbouring countries;
EE4 - Competitiveness of countries in the region; EE5 - Tourism as the third largest
global world industry; EE6 - 5% growth in global revenue from tourism; EE7 - WTO
predictions: estimated growth of 4.1% over a period of 10 years; EE8 - Tourism as an
advantage for corporate business in the Republic of Srpska; EE9 - Very small share of
tourism in GDP of the Republic of Srpska; EE10 - Modest investments in tourism in the
Republic of Srpska; EEIl - Average annual visits; EEI2 - Raising health awareness and
attractiveness of spa centres; EE13 - Need for active participation in local community life
(6E); EEI4 - Sudden expansion of tourism in countries where tourism is underdeveloped;
EEI5 - Pristine environment of the Republic of Srpska; EE16 - Limits of natural resources
in smaller areas; EE17 - Small share of tourism in employment figures in the Republic

of Srpska; EEI8 - Sport activity as an element of modern tourism; EE19 - Domestic
tourists as a basis of tourism in the Republic of Srpska; EE20 - Foreign visitors’ choice of
mountain resorts in the Republic of Srpska; EE21 - Modest tourism development in the
Republic of Srpska; EE22 - Incomplete tourism product of the Republic of Srpska; EE23 -
Mismatch in tourism product of the Republic of Srpska.
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garding the importance of each factor, and column 5 shows the
weight of each factor, which was calculated by multiplying the
results in columns 3 and 4, observing the signs from column 2.
Table 2 shows the average values of the impact and im-
portance of the dimensions of the external environment. The
values were calculated with relation to sports tourism at the
“Banja Vrucdica” spa through the process of adding up the results
from Table 1 in columns 3 and 4 and then dividing them by the
number of factors, observing the signs from column 2. Table 2
shows that the biggest importance with regard to making stra-
tegic decisions for the spa is given to the economic (5.67), po-
litical (4.75), and social (4.43) factors, and the least influence is

Table 2. Average values of the impact and importance of the external
environment factors at the “Banja Vrudica” spa

Dimension | Average value of impact
P (+4-2-2-2)/4 = -0.50

E (+3+2+2+4-4-4)/6 = +0.50

S (+3+2+2+3+2+2-4)/T = +1.43

T (+4-2-3-2-3-3)/6 = -1.50

Average value of importance
(8+5+4+2)/4 = 4.75
(6+4+6+8+6+5)/6 = 5.67
(4+3+3+6+4+3+8)/7 = 4.43
(4+2+3+2+3+3)/6 = 2.83

Table 3. Evaluation matrix of the factors of the internal environment of
sport tourism at the “Banja Vrucica” spa

Internal factors | Value | Grade | Weighted value

S (strengths)
IE1 0.03 3 0.06
IE2 0.06 4 0.24
IE3 0.03 3 0.09
IE4 0.04 3 0.12
IE5 0.04 4 0.16
IE6 0.05 3 0.15
IE7 0.08 3 0.24
IE8 0.07 3 0.21
IE9 0.04 3 0.12
IE10 0.05 4 0.20
IE11 0.02 3 0.06
IE12 0.04 4 0.16

W (weaknesses)

IE13 0.04 2 0.08
IE14 0.10 1 0.10
IE15 0.04 2 0.08
IE16 0.06 2 0.12
[E17 0.03 2 0.06
IE18 0.03 2 0.06
IE19 0.05 2 0.10
IE20 0.03 2 0.06
IE21 0.07 1 0.07

1.00 1.23

Legend: IEI - Good geographical location; IE2 - Amount and structure of tourist traffic
and housing capabilities; IE3 - Potential of natural environment and its attractiveness;
1E4 - Long tradition of spa tourism; IE5 - Competitiveness in pricing; IE6 - Leading
position in spa tourism in the Republic of Srpska and Bosnia and Herzegovina; IE7 -
Experience in the organisation of various events; IE8 - Completed privatisation; IE9

- Renovated and reconstructed housing capacities; IE10 - Various sports programmes
in Tesli¢ and in the spa; IE1l - Quality of medicinal and therapeutic programmes; IE12

- Potential of personnel with tourism-related qualifications; IE13 - Illegal construction
and harm it inflicts on the spa’s specific environment; IE14 - Insufficient investments

in sport tourism; IEI5 - Lack of orientation to foreign markets; IE16 - Tourists staying
below market prices and having low purchasing power; IE17 - Lack of awareness of the
spa as a leader in tourism; IEI8 - Lack of variety in tourism product (spa viewed primarily
as health and medicinal resort); IE19 - Lack of personnel qualified in sport tourism
management; IE20 - Low purchasing power of domestic visitors; IE21 - Lack of product
for professional athletes.



Milinkovi¢ et al.: STRATEGIC ANALYSIS OF ...

Table 4. Intensity of the impact of elements of the SWOT analysis of the “Banja Vruéica” spa
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Elements of SWOT analysis
(Streﬁgths) Impact intensity | W (Weaknesses) | Impact intensity | O (Opportunities) | Impact intensity T (Threats) Impact intensity

IE1 3.00 [E13 4.00 EE1 8.00 EE2 5.00
IE2 6.00 IE14 10.00 EE5 5.00 EE3 4.00
IE3 4.00 IE15 4.00 EE6 4.00 EE4 2.00
IE4 4.00 IE16 6.00 EE7 6.00 EE9 6.00
IE5 4.00 [E17 3.00 EE8 8.00 EE10 5.00
IE6 5.00 IE18 3.00 EEN 4.00 EE17 8.00
IE7 8.00 [E19 5.00 EE12 3.00 EE19 3.00
IE8 7.00 IE20 3.00 EE13 3.00 EE20 4.00
IE9 4.00 IE21 7.00 EE14 6.00 EE21 4.00
IE10 5.00 EE15 4.00 EE22 5.00
IE11 2.00 EE16 3.00 EE23 5.00
IE12 4.00 EE18 9.00

Average impact 4.67 5.00 5.25 4.64

given to the technological factor (2.83). The social and econom-
ic factors represent opportunities from the external environ-
ment, whereas the technological and political factors represent
threats. The economical factor represents a minor opportunity
(+0.50), the political one poses a minor threat (-0.50), the
social one represents a moderate opportunity (+1.43), and the
technological one is a moderate threat (-1.50).

Table 3 represents the evaluation matrix of the factors of
the internal environment of the “Banja Vrucica” spa. Column 2
shows the weight of each factor representing a strength or weak-
ness of the internal environment. At the end of the table, it is
shown that the total sum of all weights is 1.00. Column 3 indi-
cates whether the factor represents a major or minor weakness
and a major or minor strength, whereas column 4 contains the
product of the multiplication of the results shown in columns 2
and 3. The total sum obtained by addition in column 4 is 1.23.
According to David and David [31], the total weighted result can
vary from low (1.0) to high (4.0), with an average value of 2.5.
Total weight values that are far below the average value of 2.5 are
characteristic of an organisation whose internal environment is
weak, and results well above 2.5 indicate a very strong internal
environment. This example shows that the internal environ-
ment of sports tourism at the spa is extremely poor.

Table 4 shows the intensity of the impact of the elements
of the spa’s sports tourism environment. The impact intensity
for opportunities and threats is taken from column 4 in Table 1,
and that for the strengths and weaknesses is taken from column
2 in Table 3, with the number additionally multiplied by 100
in order to obtain a relative value and to make it comparable
to previous data. Average impact is calculated by adding up the
intensity of all the selected elements for each part of the SWOT
analysis, and then dividing the result by its number, thus giv-
ing the average impact for strengths, weaknesses, opportunities,
and threats.

Table 5 shows the score from matching the average inten-
sity of the strengths and weaknesses of the internal environ-
ment with that of the opportunities and threats of the external
environment. Each of the possible pairs of the TOWS matrix is
obtained by multiplying the average values in Table 4.

Figure 1 gives a graphical representation of a polygon SWOT
analysis of the strategy, which represents the results obtained
in Tables 4 and 5. Figure 1 shows that the best results were ob-

Table 5. Matching of the external and internal environment of the
“Banja Vrucica” spa with the SWOT Matrix

SO (maxi-maxi) | ST (maxi-mini) | WO (mini-maxi) | WT (mini-mini)
Strengths x Strengths x Weaknesses x | Weaknesses x
opportunities threats opportunities threats
24.52 21.67 26.25 21.25
Opportunities
SO T WO
L sas o
s | 2625 |
467 | T 500
Strengths ¢————— \‘il —— ——— ; ——+—F+—F+—>Weaknesses
L2167 2125
””””” Tass
ST T WT
Threats

Figure 1. SWOT analysis of the strategy chart

tained in the WO field (26.25), which, according to Koontz and
Weihrich [32], means that the “Banja Vrudica” spa has serious
weaknesses in sports tourism, despite being in an environment
with appropriate opportunities. The strategy needs to be devel-
oped in such a way as to neutralise weaknesses and make bet-
ter use of opportunities. According to the recommendations of
Pearce and Robinson [33], in this case, it is necessary to develop
a shift strategy; the activity and structure of the organisation
should remain the same, but the product and approach to the
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market need to be changed. There is also a possibility to shift
the selection of the strategy toward the left WO field (24.52),
which means that the organisation has major strengths avail-
able, is located in an attractive environment, and needs to de-
velop strengths and exploit the appropriate opportunities of its
environment [32]. This further involves the formulation and im-
plementation of an aggressive growth strategy [33] by making
routine changes (continuity strategies do not seem executable
in this case) through the maintenance of the organisation’s ac-
tivities, structures, and products and changing its approach to
the market.

Discussion

The success of a tourist destination like the “Banja Vrucica”
spa can be primarily evaluated by looking at the number of over-
night stays. Overnight stays show a constant growth in terms of
the number of tourists, but the trend is far below what it should
be on the basis of predictions made prior to the armed conflicts
in Bosnia and Herzegovina during the 1990s. [34]. This is con-
firmed by Crnogorac and Babi¢ [35], who point out that the data
show a short stay on average from 1996 to 2003, which is a con-
sequence of the change of the structure of the market segments
of the spa. The most important visitors to the spa in the afore-
mentioned time frame were seminar/congress tourists who, on
average, spend two days in the spa, whereas the visitors visit-
ing the spa made 35% of the total number of the visitors. These
visitors stayed much longer in comparison to seminar visitors or
sports and recreational visitors.

Gibson identifies numerous problems related to research-
ing sports tourism. He mentions the lack of connection be-
tween policies, research, and education and the need for more
multidisciplinary research, especially research based on existing
knowledge in sports and tourism [18]. He also states in one of his
articles that most research in the field of sports tourism is fo-
cused on the type of behaviour of sports tourists, and not on try-
ing to explore the reason why people engage in sports tourism
[36]. It can be concluded that, overall, there is ample research
covering sports tourism, but particular research documents
need clarification. There are only a few research documents that
try to give an answer to any “why” question. Instead, they typi-
cally only provide general descriptions of sports tourism [17].

When it comes to sports tourism at the “Banja Vrucica” spa,
its official webpage has an entire section regarding this type
of tourism, divided into three categories: sports fields, fitness,
and walking and cycling. However, it is also interesting to ex-
amine the section of the webpage which presents the price list.
Although the spa’s management tried to follow modern trends
in tourism and present sports tourism as part of its product, in
the document listing prices for services, the services listed are
primarily medical and health services. Services related to sports
tourism are only mentioned at the very end of the pricelist and
are specifically defined here as services related to kinesiothera-
Py, probably to make a direct connection to the rest of the price
list of services connected with medicine and health [37]. This
confirms the opinion of Segi¢ [11] that the percentage invest-
ment into particular types of services in spa centres needs to
change in favour of growth of investment into sports and recrea-
tion services as they, aside from medical services, are the bear-
ers of the faster development of spa, medical, and recreational
tourism.

In theory, the biggest contribution of the SWOT and TOWS
analyses to strategic analysis and the decision-making process
is the provision of coherent information on the resources of the
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organisation and the possibilities arising from them, which can
be shown with a matrix and diagram of the strategic position
and evaluation of actions in four fields [38]. The polygon of the
SWOT analysis of the strategy (Fig. 1) indicates that the strategy
which the “Banja Vrucica” spa needs to develop regarding sports
tourism is primarily a shift strategy (WO strategy — 26.25). Since
there are significant external opportunities and internal weak-
nesses, the spa should focus on the removal of the weaknesses
so that the opportunities may be exploited. Depending on the
strategy selected, various types of changes are possible in the or-
ganisation, and in this case, a limited changes scenario is need-
ed, where the existing activities and structure should be main-
tained, and new products (services) along with a new approach
to the market are necessary. In the literature, this is known as
the strategy of intensive growth, and it “is based on current and
potential products (services) and the market of the organisation
and efforts and activities to expand the existing market using its
own strategic capabilities” [38].

Perhaps there is a possibility of shifting the strategy toward
the left, which is the most appropriate situation (SO strategy -
24.52) when an organisation with a major strength is faced with
environmental factors, suggesting strategies oriented towards
growth. This possibility means a continuation of the strategy
with routine changes where the existing activity, structure, and
product (service) is kept, and a new approach to the market
needs to be adopted.

When devising a strategy, it is necessary to take into ac-
count limitations in structural changes; thus, a unit or depart-
ment responsible for sports tourism should be created within
the organisational structure of the “Banja Vrucica” spa. Skori¢
and Bartoluci [39] state that it is very common for hotels to have
their sports units or departments. These departments often act
as independent profitable centres run by sports managers, and
the goals of the departments must be in accordance with the
goals of the organisations they are a part of. There is another
possibility that needs to be considered - a partnership, where
the partners could be numerous sports and sports and recrea-
tional organisations, such as clubs in various sports as well as
sports and recreational centres offering services related to vari-
ous Sports.

Naturally, it is very important to follow the trends of the
very dynamic market of sports recreation when devising a stra-
tegic analysis. Some trends identified in sports and recreational
tourism include the following: the increased development of in-
dividual sports in comparison to team sports, the diversification
of the model of participation in sports (people are willing to try a
wider range of sport activities), the over-segmentation of sports
disciplines, the adaptation of sports activities to the limitations
of urban life, and the development of “adventure” mythology
in the natural environment [40]. The trend of the development
of individual sports is a reflection of social changes in terms of
mentality, consisting in heading towards “neoliberalism” and
personal development. Participants can gravitate toward other
individuals who share their passion for sports, but this is most
likely to happen outside of traditional sports events [39]. Surely,
this need for individualism in sports will be reflected in tourism
activities.

Through his schemes, Rajak [41] tried to present primary
impact factors in the selection of destinations for active sports
travel. One of the four segments in the schemes is the sports
product (service) which creates conditions that are adequate for
physical exercise. Therefore, this strategic analysis accentuated
the analysis of the existing state of sports facilities and equip-



Milinkovi¢ et al.: STRATEGIC ANALYSIS OF ...

ment as well as the procurement of new equipment and new
infrastructure.

The limitations of this study primarily relate to the very
nature of strategic management, which inherently demands
constant evaluation, further requiring continuous monitoring
of trends and target groups in the field of sports recreation and
sports tourism. Without going deeper into the analysis of this
problem, we will point out a new trend in this field: the trend
of escapism, that is a sudden and committed sports activation
of middle-age people. The trend is present, but it is impossible
to tell whether it will be a lasting trend. What is certain is that
the reaction needs to be fast and that adequate products and
services need to be offered to this target group.

Future analyses of sports tourism at the “Banja Vruéica” spa
and the development of strategies need to be concentrated on
the opportunities offered by winter sports such as skiing and fly-
fishing tourism. Crnogorac and Babi¢ [35] pointed out that the
mountain slopes are suitable for the construction of ski tracks,
and the rivers give an opportunity to offer various tourism prod-
ucts, as well as being appropriate for fishing, which could be an
element of the product.

Conclusion

The percentage investment into particular functions of the
“Banja Vrucica” spa needs to change so that investments in med-
ical and sports and recreational products increase, as they are
bearers of the faster development of the spa. This would make it
possible for the spa to increase its competitiveness in a very de-
manding market, attract new visitors, and address target groups
which have a higher purchasing power, thus opening the pos-
sibility of out-of-hotel spending. All of this indicates that sports
tourism can make a significant contribution to overall economic
development, provided the sports tourism product intended for
persons practising recreational and professional sports is prop-
erly positioned with respect to the overall quality of the tourism
product offered by the “Banja Vrudica” spa and is based on a re-
alistic and well-founded strategy of development.

Our research results have shown that the strategy of sports
tourism at the “Banja Vruéica” spa needs to be developed pri-
marily as a shift strategy. Since significant external opportuni-
ties exist alongside internal weaknesses, the spa should focus
on the removal of weaknesses in order to be able to exploit the
opportunities. Thus, limited changes are necessary, meaning
that existing activities and structures should be kept, and a new
product and approach to the market are needed.
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