
OPTIMISE YOUR 
OPERATION

Considerations for:
• Operations

• Your Team
• Pricing
• Your Customer
• Commercial Innovation
• Managing Costs
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Introduction
The essential ingredients for successfully reopening your tourism business can be
summarised as:

1. An understanding 
of your employees 
and your visitors

2. An ability and a 
willingness to adapt the 
service and experience 
you offer accordingly

3. Helping your 
employees deliver great 
experiences despite the 

challenges

About this document

This document offers suggestions and guidance to navigate the reopening
process and help optimise your operation as you get your business back up and
running. There are seven topics and they should be viewed alongside standard
operating procedures to consider in the Fáilte Ireland Guidelines for Business
Reopening.

1. Operations 2. Your Team 3. Pricing
4. Your 

Customer

5. Commercial 
Innovation

6. Managing 
Costs

7. Ongoing 
Review 

https://covid19.failteireland.ie/business-supports/business-reopening/
https://covid19.failteireland.ie/business-supports/business-reopening/


1. Operations

• Critically review your existing and 
planned services and experience. Hit 
the pause or ‘off’ button where 
necessary. 

• Open the elements of your business 
that you are confident will deliver a 
great visitor experience. Or you could 
consider a phased reopening.

• Review your standard operating 

procedures and consider how the Fáilte 

Ireland Guidelines for Business Reopening. 

can be applied to your business.

• Engage with employees and 
subcontractors for their input and buy-
in. Get customer feedback to guide 
your decisions.

• Consider all visitor touch points from 
pre-arrival through to the onsite 
experience. Think about:

• The advice and messaging on your 
website / social media.

• How well your employees are briefed 
when dealing with customers by 
phone, by email and in person.

• The messaging in your press 
releases and customer ezines.

• Whilst the health and safety of visitors 
will take precedence for the 
foreseeable future this must be 
accompanied (as ever) by the 
warmest welcome. Your employees 
are your single biggest asset, they will 
be key to the effective delivery of your 
operational plans, and through helping 
to flex and adapt your offer to the 
needs of individual visitors. 
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Visitors may be more willing to adapt than usual. 

Guests might have developed a preference for less formal dining.

They may want to spend more time outdoors and engage in 
outdoor activities.

There may be more demand to eat outdoors.

Visitors can be encouraged to book online in advance.

Prioritise simplicity and 
clarity.

You can launch with a reduced 
offer, building your visitor 

experience as you understand 
how visitors behave and respond 

to the measures you have in 
place.

You might consider running a 
soft opening to test your 

procedures with invited guests or 
with restricted numbers. 

https://covid19.failteireland.ie/business-supports/business-reopening/


Utilisation of Space

Physical distancing requirements may mean that space is at a premium. 

When something has always been a certain way it can be hard to imagine it any
other way. Could things be done differently? Try to reimagine your space. Look at
how others in the industry are adapting:

• Hotels are using meeting rooms or function rooms as additional spaces for 
breakfast or dinner service.

• Cafés at visitor attractions plan to offer a picnic services to augment capacity.

• Restaurants, cafés, bars and gastropubs are considering outdoor seating.

• Restaurants will use previously unused indoor spaces to upsell finer dining or 
private dining.

Remember, some of these options will have an additional cost - furniture,
redecoration, employees, picnic packaging/utensils, and so on. Weigh up the costs
versus the potential revenue to help your decision.
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A really warm welcome is essential. 
You will be pleased to see your 

customers back on site and they 
will be pleased to see you.



Your most important asset...

Employees are your greatest asset and your business relies on 
them. 

Employees face anxiety and uncertainty too – be sure to look 
after their wellbeing.

This has been a tough time for everyone. It is important to 
rebuild morale and team spirit. Get your team excited about the 
new opportunities this presents; involve them in decisions, get 
their ideas. 

Think about how skills will be maintained if you have opted for a 
reduced or simplified offering. How will you keep up the 
interest, motivation and learning of your employees? Look at 
ways they can share skills with each other and remember that 
everything new you try is a new learning experience for them. 

Employees will be engaging with visitors who will be dealing 
with their own concerns and anxiety, so good communications 
with employees will help to build trust and identify issues 
quickly.

2. Your Team

Morale

Fully 
briefed

Training

Get their 
input
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Employee Training

• Employees will need to be carefully 
trained on new service protocols, 
workflows and operating procedures in 
order to maintain the health & safety 
of the team and customers, and to 
make service as efficient as possible. 
They need to feel confident and instil 
this confidence in visitors from the first 
day you reopen.

• It is important that employees 
maintain a high level of customer 
service while also clearly 
communicating to customers the 
policies in terms of physical distancing 
and queue management techniques to 
avoid unnecessary delays, late arrivals 
and irritations etc.

• Employees need to be fully briefed on 
your Covid-19 protocols. It is vital that 
they understand the importance of not 
coming to work if they are unwell. 

• Have a clear policy for dealing with 
visitors who do not observe physical 
distancing guidelines. Train your 
employees on how to respond to any 
challenging behaviour that may arise.  

Upselling

• Start the sales process in a 
professional manner at 
enquiry/reservation stage and 
continue that approach throughout 
the customer’s full buying journey. 

• Upsell where possible to maximise 
revenue opportunities. Involve 
employees in devising your upselling 
programme and ensure relevant 
employees have the skills and the 
personality to up sell effectively.

• Employ the dual approach of 
generating opportunities for 
additional revenue whilst also 
managing your costs.  

• Capture customer attention through 
suggestive selling and personal 
recommendations by employees 

• Review retail stock, where relevant, 
and apply promotions to improve 
stock rotation.

• Ensure your offerings are visible and 
in the right place to meet customer 
demand. Promotions need to be 
seen and need to be tempting.
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Delivering great service 
- at every stage in the 

customer journey –
is more important than 

ever. 



3. Pricing
If the last recession taught us anything it is that price drops and deals are difficult 
to recover from. If businesses undercut each other on price and engage in a race to 
the bottom, everyone loses.

• For most people, value for money is more important than price. But there’s also a 
need for affordable price points.

• Avoid generic discounting as it undermines the perception of value. Decreasing 
prices might lead to more sales but less overall revenue; while increasing price 
may increase income but lead to reduced sales and an unwillingness to buy.

• Analyse sales on a daily or weekly basis to see what’s selling and don’t be afraid 
to change what’s not. Use social media to promote your different offerings 
accordingly.

• Easy transactions and value for money drive visitor satisfaction. Visitors don’t like 
hidden costs or unexpected multiple pay points.

• If you do offer a discount (e.g. offering a 10% for online 
sales), don’t forget to factor in the cost of the discount.

• Plan for different scenarios when preparing forecasts. 

• Local and domestic markets will play a bigger role in your visitor mix this year. 
Can you tweak your offering to suit a local/domestic audience? Talk to employees 
and gather customer feedback to help make the right decisions.
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Some new visitor motivations 
may include 

multigenerational families, a 
desire to be outside more 
and rediscovering Ireland. 

Motivations are unique to 
each visitor each time, and 

so is their willingness to pay, 
e.g. may spend more if it’s a 
birthday or special occasion 

than a casual occasion.

Visitors are happy to pay the 
price that matches the value 

they expect in return. 

But remember that value is 
perception based - an 
experience will have 

different value to different 
visitors.

Understanding the 
motivations of your customer 

is crucial.
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Refunds and credit note policies

• People are understandably feeling cautious about their spending right now so
it’s important to give visitors confidence to spend with you. Make your refund
and credit note policy clear and communicate any changes to it as quickly as
possible. Ensure your policy is as generous as possible.

• Have clear FAQs online and simple ways to get in touch for more complex
questions.

Review the different aspects or areas of your business and make 

sure you have a compelling offer in each area.

An attraction may sell admissions, gifts/souvenirs and

food/beverage. While admission tickets are the core offering, 

spend in the shop and the café can become significant income 

streams.

For a small accommodation provider, the core offering might be 

bed and breakfast, but offering additional food offerings such as 

packed lunches, picnics, evening meal, can contribute to overall 

revenue. 

Look at ways to incentivise the purchasing behaviour you want to see.

For accommodation providers this might be multi-night stays; for visitor 
attractions it might be a behind the scenes or private tour (be sure to price 
accordingly); for restaurants it might be upselling to increase average spend; for 
activity providers it might be selling equipment or follow on lessons, and so on.

Identify and focus on services that contribute most to your bottom line.

Visitor like to have a choice (but not a complicated list of options). Keep your 
messaging simple so that visitors know what they get at each price point. Brief 
employees fully so as to avoid confusion at the point of purchase.



• Customer sentiment and demand is likely to continue changing rapidly 
over the coming months; you will need to be agile and adaptable. Make 
sure you have lines of communication open to get customer feedback.

• When you re-open, what will they come back for, what do they expect, 
what might turn them off booking or visiting? 

• It will be important to communicate clearly with customers if your 
offering or business model has changed and to tell them the new ‘rules 
of engagement’. 

• A clear sales and marketing strategy will be important to promote what 
you are doing, rebuild customer confidence and get customers back 
through the door.

• For businesses that have issued vouchers, have you built a customer 
contact list through these sales? Can you communicate your offer to 
them to try and get them in when you re-open and hopefully generate 
some additional spend?
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After your team, your regular customers are your greatest asset.

1. Talk to them. 

2. Get their feedback on your plans and ideas.

3. Tell them that you value their custom and appreciate their support. 

You have missed your loyal customers and they’ve missed you too.

Don’t get involved in promotions that 
are only based on price. If you 

undervalue your offering, you teach 
your customer to also undervalue it.

4. Your Customer
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Communicating with visitors

• Visitors need to be able to TRUST that your environment is safe. They want to 
know what they can expect from you and what’s expected of them. They’ll want 
this reassurance before they arrive and immediately on arrival as part of a warm 
welcome. 

• Prioritise SIMPLICITY AND CLARITY by employing measures that your visitors 
may already be familiar with e.g. floor markings and one way systems like they 
have seen in supermarkets. This will help make your visitor communication more 
effective.

• FOCUS YOUR EFFORTS – whilst some of your communications will be for a 
broad audience, targeted messages to specific audiences will also be needed.

Most businesses will focus on local and domestic markets until international 
markets recover. Tailored communications to local visitors might include 
information on getting to your business on foot or by bike, highlighting aspects 
of your offering that particularly appeal to a domestic audience and so on. 

• BE RESPONSIVE – overall your aim is to respond to both government guidance 
and visitor concerns. Keep up to date with official guidance and talk to your 
visitors prior to re-opening to understand their concerns. 

Trust
Simplicity and 

clarity
Focused effort Responsiveness

Once you open, deliver 
what you have promised, 
capture feedback from 

visitors and employees and 
act on it immediately. 

Timing is key - trust is lost 
far quicker than it is built.
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5. Commercial innovation

Commercial innovation is important at all times 
but particularly so as business seek to recoup lost 
income from the lockdown period and to maximise 
revenue on reopening. Work with your employees 
and key stakeholders to identify innovations across 
the business. The tourism industry is resourceful, 
resilient and innovative, and from crisis we will see 
creative solutions. 

But maybe this is also a time to make your 
business work for you. Do you and your team 
need to work the same hours as before? Do you 
need to do the style of food or service you did 
before? Is this your chance to re-invent your 
business? Things that might have seemed 
impossible or unacceptable before may now be 
appropriate and innovative. 

Whatever route you take, consider what you do 
best, what your customers know you for, and what 
your core values are. Consider what you can offer 
that is unique. Then do something that is true to 
all of that. 

It might be a reduced version, a simplified version, 
but if it is still the core of your identity and ethos 
at its heart, that is what your customers will want.



Coopetition and collaboration are your friends right now

This is true for all tourism businesses. Co-opetition means business 
competitors working together to the mutual benefit of all. It serves us all 
to see a return to a vibrant tourism sector. 

Now is the time to work together. Talk to each other – make sure you are 
not duplicating or under-cutting what your neighbour down the road is 
doing. Can your offerings compliment each other? Can you group with 
others to promote what you are doing locally? 

Share your learnings with other businesses and learn from their 
experiences. There is no point in everyone making the same mistakes.
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Activity providers and tour guides could consider…

• Smaller or one-to-one classes/tours

• Virtual instruction classes/tours

• Birthday party packages for household groups.

• Offer add-ons e.g. combine activity/tour and lunch, food and 

beverage packages for collection on arrival

• Summer camp service for families or small groups of friends?



6. Managing Costs

Managing Suppliers

1. Review all costs and re-negotiate 
prices with suppliers. Talk to them and 
try to find solutions together – while 
cost savings are important, so too are 
good relationships with suppliers. 

2. Review ordering systems and delivery 
systems to minimise the number of 
morning deliveries and to minimise 
the number of employee hours 
involved with goods-in.

3. Order in smaller quantities until 
customer demand becomes clearer 
and business rebuilds. Try to negotiate 
so that both you and your suppliers 
see benefits.

4. Review supplier contracts; there may 
be terms and conditions that you are 
not aware of or would like 
removed/added.

5. Ask suppliers to provide you with a 
copy of their Covid-19 safety 
statement.

6. Buy in season for best price and 
quality. 

7. While you need to keep costs down 
and get the best price, don’t forget 
that working with local suppliers 
feeds into the local economy and 
back in to your customers pocket. 
Avoid knee-jerk reactions to buy 
cheaper produce and sacrifice quality.

Labour Costs

1. Unfortunately labour costs will be a 
huge concern for businesses and 
cuts to employees and hours will be 
a reality for many. 

2. Simplification of menus, new 
service systems, and alternative 
business models may assist in 
delivering your operations with a 
smaller team.

3. Rotas and hours will need to be 
carefully managed and time that 
employees are on site must be used 
as efficiently as possible; can 
downtimes be used to work on 
areas that have potential to bring in 
additional revenue?

4. Talk to your employees about the 
need to trial different operating 
hours and rotas as the business re-
opens. Flexibility may be required in 
the early days so that you can 
respond to changing customer 
trends.

5. Factor in additional cleaning and 
management of Covid-19 protocols 
into your labour costs.

13

Review costs for food, 
consumables, labour and 

utilities
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7. Ongoing review
Many of the current challenges will remain for the rest of 2020 if not beyond.
Therefore, reopening should be seen as a process that has sustainability built
into it.

Ongoing reviews of your revised operation and offer will be key. In the
opening weeks review operations on an hourly, daily and weekly basis as
relevant. This will help you to establish what works and what doesn’t.

• As part of this process, seek regular and timely feedback from visitors and
employees.

• Collaborate and network with other local tourism businesses and share
success and learn from mistakes.

Keep up to date by regularly looking at Fáilte Ireland Covid-19 Support Hub

Ensure the ability to be flexible is built into your planning. 

There could be further changes in virus control restrictions 
and you may need to overhaul your operational plans as 
things evolve over the coming weeks and months. 

Use your networks – see what other businesses are doing 
and learn from others.

If things aren’t working, change them. 

https://covid19.failteireland.ie/business-supports/business-reopening/

