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PREFACE 

 

During the MBA modules of our E&I program of the Executive Academy and the Technical 

University, I got in touch with Alpgarant, the company described in the following Business Plan.  

Their innovative and brave idea of introducing an “event-based” insurance service in the alpine 

regions of Austria and other international countries in a further step motivated me to contribute 

with my newly acquired knowledge of the MBA-modules. Unfortunately I found out that against all 

“business rules” explained by Prof. Robert D. Hisrich in his module for Entrepreneurial Leadership, 

the management of the respective company was rather behaving like a big corporation in terms of 

spending money for marketing activities than concentrating on becoming a small, but cost-

effective and profitable start-up. 

Even with the proven fact that Excel as such by inputting fantastic figures can lead a manager 

astray, the forecasts and the business case showed unbelievable positive results, which never 

came true.  

When I raised the question for a business plan and the reply was there is none, I offered them to 

discuss issues with them, analyze the market and prepare a business plan for Alpgarant.  

A lot of things have been changing dramatically during my engagement for Alpgarant, hence, the 

business plan was adjusted several times. It has been - and still is - a dynamic economic 

rollercoaster, if you wish or not, exposing you to uncertainty, frustration, desperation, confidence, 

happiness and faith in us in a frequency and bandwidth one can only understand, if he or she 

once tried to run an own venture.  

I learned most, when I experienced myself, what our professors were trying to teach us. The result 

can be found in the following business plan “Alpgarant – Reloaded” – a well analyzed opportunity 

to save the company and to continue the going concern principle. 

 

Through all the hard times of deprivations my girlfriend Karin, her brother Matthias and my whole 

family were supporting me and believing in me in an incomparable positive way. Thank you for 

everything! 

 

 



 

   

   

 

 

ABSTRACT 

 

The bold approach of the two founders of Alpgarant to introduce an “event-based” insurance 

service for alpine regions in Austria was new, innovative and uncertain. For me immediately 

several questions popped up. Why didn’t they succeed after nearly three years on the market? 

What was the reason for this insurmountable resistance of their business-to-business customers? 

Is there a real need for the service and if yes for whom? Who would be the stakeholders to 

consider? In which way do the different stakeholders need to be involved? What would be an 

adequate strategy to enter the market? 

The hypothesis was that big amounts of money were spent for activities which did bring no 

customer response or even awareness, the focus of market research was only on irrelevant 

private customers and the wrong business-to business customers were approached in a much 

uncoordinated way.  

Not only by cutting costs, but by industry and market analysis, by analysis of the legal conditions, 

by a categorization of customer segments according to adequate parameters for Alpgarant’s 

purposes, by establishing a marketing strategy based on the experience of the last two years, by 

evaluating a sales model and by focusing on the most promising opportunities as discussed with 

Prof. Hisrich, the business plan was prepared. Some models and methods were used, which 

seemed most adequate to get sufficient results for the raised questions before. The statistical 

information showed the distribution of alpine sportsmen across Austria, the model of Porter’s Five 

Forces revealed the influence of the involved and/or affected stakeholders, the VRIO-model 

(value, rarity, imitability, and organization) indicated the competitive advantage of Alpgarant and 

the elaborated key success factors clearly displayed competitive advantages or insufficiencies.  

The result was that with the new approach according to the outcomes of the planning new 

opportunities were discovered, for example only by changing the key aspects regarding regional 

efforts. The time needed to start serious negotiations, the financial resources and a professional 

sales approach to finally enter the market are and were the most critical issues in this venture. 

The market entry seems close and a first success is tangible…  
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1. Executive Summary 

 

Alpgarant Safety Zone & Services with Günter Unger, owner and director and Helmut Stagl, 

authorized officer, is active in innovative protection concepts. The company was founded in 

January 2008 by Günter Unger and Alexander Bauer, who managed to raise equity capital in the 

amount of € 1,100.000 over the last three years. 

The product idea for an alpine protection concept was realized with the product SAFE-R which 

originated from a close cooperation with the partner Allianz AG as its exclusive partner in the 

insurance industry. During the year 2010 another insurance partner, Donau Versicherung, was 

attracted to reduce the risk of appropriate backup by an insurance company, which is a legally 

mandatory requirement to offer such a service product. 

European alpine winter sports have a quantity of 200-220 million skier days (i.e. skier day or first 

entry, is a ski industry term used to denote one visit by a guest; the term is a convoluted way to 

state attendance figures over the course of a ski season and used as a billing entity for 

Alpgarant’s SAFE-R service) in total. 

Austria accounts for around 25% (which equals 53.5 million) of the skier days per winter season. 

Product development was aligned to the increasing trend of exercising alpine sports with all its 

risks. Thus for three stakeholder groups (owners of cable cars and Tourism Associations/Federal 

States, emergency services, skiers and alpine sportsmen) the product represents an added value 

and creates a clear differentiation in the market with a big potential for social benefits and 

sustainability.  

Under the motto "FEEL THE SAFETY" the product SAFE-R meets the following requirements of 

their mission statement: 

 

 Provides a solution for all customer complaints and public discussions for touristic 

institutions regarding reimbursement after rescue activities in alpine regions (in case a 

helicopter or other rescue service is needed) 

 Provides a solution for the reimbursement of costs and the entire administrative handling 

process for customers 

 Provides a solution for handling administrative procedures with emergency institutions 

and minimizes the risk of financial losses for their operations 

 Creates a clear Unique Selling Proposition in the alpine insurance industry and the 

alpine leisure industry which enables effective marketing and public relation campaigns 
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Günter Unger, with a background in financial advisory, is mainly responsible for Finance and 

Controlling tasks. Helmut Stagl, who started at Alpgarant in November 2010, has eleven years of 

experience in the telecommunication business and takes care of Marketing and Service 

Operations. Both managers are deeply involved in investor relations and strategy issues as well 

as daily operations. DI Martin Sellner, who joined Alpgarant in June 2011, working only on a 

commission basis will be responsible for sales. With his own media agency DI Sellner has an 

excellent network across Austrian companies and the Austrian Folk Party in the political area. 

The developed business model – in contrast to traditional insurance policies – offers an "event-

based" insurance with fair service fees, no long term commitment for customers of alpine leisure 

industry and a clear differentiation for alpine ski regions. 

Exclusive contracts are offered to alpine ski resorts via direct sales (B2B), where the security 

package SAFE-R is already included in the lift ticket and thus provides maximum convenience for 

customers and ski lift operators concerning administration. 

The indirect sales (B2C) will be established later as a complementary online channel with affiliate 

partners. The clear purpose of this channel is to create awareness among people, especially 

among international alpine recreational athletes and guests and providing an online solution 

where purchasing such an “event based insurance” is possible. The Internet solution serves to 

explore future potentials and to enable the expansion abroad. 

From experience of the last 6 months, a change in strategy was implemented with the clear 

objective to accelerate the rollout of direct sales (B2B) in the East of Austria and in parallel to 

create online campaigns to raise awareness of consumers with respect to emerging rescue costs. 

The shift to the East and the complementary online strategy show a much higher potential for 

success through greater differentiation needs of the Eastern alpine regions and much lower 

pressure with respect to price transmission to end users. The target areas with top priority for 

2011/2012 are therefore Lower Austria, Styria and parts of Carinthia as they have additionally 

higher proportions of summer visitors. To achieve maximum volume even those contacts in the 

West (particularly in Tyrol and Salzburg) are reactivated, which had a positive attitude regarding 

the SAFE-R solution.  

In addition there will be an aggressive promotional line in direct sales in 2011, the so-called 

"winter offer". The price will be adjusted to the lower risk in the Eastern ski regions commensurate 

with customer needs in order to finally make a market entry possible. The basic price of € 0.75 

accounts for the SAFE-R package per day per customer. The summer price is stable at € 0.65. 
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The mentioned SAFE-R prices for summer or winter season represent a flat price model, i.e. the 

free rides for children, free tickets, etc. offered by the lift operator have the SAFE-R package 

included.  

The price for online insurance will be generally higher, at € 1.5 per day per customer, as 

spreading of risk at lower order quantities is missing and coverage for commissions is needed of 

online payment providers, affiliate partners and higher administration costs. 

The market and financial analysis are based on the forecasts from the sales plan for the next 

three years due to the strategy change from January 2011. The figures do not take into account 

past calculations or estimations. 

Selling 1,000.000 SAFE-R services will generate revenues of € 700,000 in the 2011/2012 season. 

Due to the now lower variable costs of € 0.35 insurance fee per ticket (an agreement was 

concluded for areas with lower accident rates) although aggressive pricing the operating result of 

€ 155,860.40 is already positive. The following season 2012/2013 will continue positively with an 

operating result of € 640,785.86, resulting from forecasted sales of 2,500.000 SAFE-R services.  

The aggressive market entry strategy will enable Alpgarant to reach the break-even point by 

selling 338,386 SAFE-R tickets. According to the forecast figures the Alpgarant will break even 

already in January 2012. The break-even regarding market share is happily at 0.64%, i.e. only 

338,386 tickets of potential 50 million tickets are to be sold to reach break-even. 

 For the fiscal year 2011/2012 an equity financing of additionally € 80,000-100,000 is needed to 

guarantee liquidity and enable market entry. This amount should be funded by the associate 

Andreas Grabner after the first contract has been signed. In case the associate cannot or does not 

want to bring in the respective amount needed, other potential investors will be given the chance 

to submit a quote. At the moment Alpgarant is in contact with three potential investors.   

The financial results, i.e. profits, in the following two seasons will give the company the possibility 

to cover costs and investments out of its own generated cash flows. 

The ROI (i.e. profits divided by total equity of € 1,100.000) over the next three fiscal periods 

amounts to:  14.17%, 58.25% and 166.58%.  

The net profit margin (i.e. net income divided by revenues) accounts for 22.6% in the first year, 

37.7% in the second year and 46.1% in year three. 

This makes SAFE-R from Alpgarant Safety Zone & Services a timely, innovative and successful 

product and Alpgarant itself an attractive investment opportunity. 
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2. Strategic Evaluation 

 

Since Alpgarant failed totally with its efforts in the Western Austrian provinces with total 

investments and costs of about € 1,100,000, the company with its new strategic orientation 

appears more to be a start-up – and from now on a successful one. 

 
 

2.1. Strategic Management 

2.1.1. Industry Attractiveness 

 

Alpgarant has started its venture 2008 in the field of „leisure and entertainment insurance and 

services“ as a service provider with the aim to reduce financial risk for sportsmen in alpine regions 

independent of summer or winter season. In Austria, official statistics show an upward trend for 

this market, i.e. alpine sports, as far as international visitors are concerned as well as accident 

rates. 

 

2.1.1.1. Primary Strategy 

Alpgarant offers its customers – B2B - a simple and innovative service product! Owners of cable 

cars can increase the added value of their tickets easily with the new event-based insurance 

product. 

By signing a contract with Alpgarant the SAFE-R TICKET is included in the lift-ticket – a ski lift or 

cable car operator has already insured all his skiers or sportsmen as long as their lift ticket is valid. 

Alpgarant covers the costs for all rescue services, land-based or by helicopter. Additionally, a 

professional local guest service hotline will be provided in the most common languages. 

 

The offer therefore is targeted primarily at owners of cable cars and any other touristic 

organizations (e.g. Tourism Association of a Federal State) to create a clear differentiator offering 

the ADDED VALUE of the service product SAFE-R. 

SAFE-R stands for more financial security, more customer service and more freedom. 
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All stakeholders involved, i.e. owners of cable cars, the hotel sector, Tourism Associations, the 

Federal States themselves and mainly the emergency rescue services and the injured person 

benefit from a fast and uncomplicated settlement of any intervention. 

 

The awareness of needing casualty insurance for leisure time activities in alpine regions is very 

low with sportsmen. The real need becomes obvious when financial claims from rescue services 

arise. Hence SAFE-R provides a solution with maximum convenience for a minimum price per day 

to be financially safe. 

 

2.1.1.2. Complementary Strategy 

Alpgarant has set its goals high to introduce such a service concept for end users (i.e. individual 

persons). 

Even if no B2B contract can be signed, the SAFE-R TICKET can be offered online – either on an 

own platform or a combined solution using affiliate partners’ sites to make it available to end 

customers. 

By registering and purchasing the SAFE-R TICKET (e.g. via PayPal or credit card) for a selected 

ski region, end users can easily obtain financial covering. 

An adequate online campaign via several selected social media channels, official magazine 

reports from victims supported by rescue services and key users (e.g. known snowboarders with a 

big internet community) will support and complement the online business.  

 

2.2. Competitive Advantage/Competitive Strategy 

 

Compared with Alpgarant, the traditional insurance companies have a high fixed cost structure, 

especially regarding staff and systems, and provide complex and highly diversified products. 

Hence this form of "event-based insurance“ and post rescue care is a lucrative niche for 

Alpgarant. Additionally insurance companies are not unhappy, if they can share costs for a claim 

with another insurer, such as Alpgarant.  

Together with its strategic partner, Donau Versicherung, which provides the exclusive insurance 

products, insurance pricing and financial coverage, a national going live of operation is possible. 

A flat organizational structure allows the main processes to be handled on a high level of 

automation, regardless of exclusive contracts or online business. 
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Because of the strategic partnership with Donau Versicherung and very low handling costs, 

Alpgarant can offer customer-friendly and affordable pricing models. Moreover, this focused 

service solution constitutes an innovative product regarding customer orientation and risk 

coverage, thus highlighting its pioneering role in Austria. 

The well-established handling of the ticket purchase (including SAFE-R-protection) from a lift 

operator or the simple registration and purchase process of the SAFE-R TICKET online relieves 

end consumers from unpleasant hurdles of obtaining insurance policies and creates confidence in 

the financial safety. 

This competitive strategy with the strategic partner and the gradual approach to exclusive resorts 

with revenue supported by the complementary strategy of online sales makes this business 

unique, attractive and above all competitive. 

 

2.3. Industry Analysis 

 

The competition among traditional insurance companies is massive, but above all increases in 

accident business premium has bogged down and is very rigid. 

Moreover, many (recreational) customers are not willing to sign contracts with fixed premium 

charges for this type of protection for a longer retention period. The need usually occurs for a 

limited period of time, usually shortly before the holiday or when the recreational phase already 

has begun. 

 

The cost structure and diversity of products in the traditional insurance industry hence does not 

attract such a concept within their industry. 

 

The rescue services are – after the injured customers – the most affected interest group, as their 

bad debt ratio constantly increases, caused by not insured international visitors. In addition, 

emergency services do not offer extra care services for injured customers, as Alpgarant would do 

so in the regions with exclusive contracts. 
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Porter’s Five Forces  

 
Figure 1: Porter's Five Forces 

 
(Source: Michael Porter, Competitive Strategy 1980) 

Looking at the industry as a whole in terms of Porter's model (source: Michael Porter, Competitive 

Strategy 1980, see figure 1), one can clearly deduce that with a strong product partner such as 

Donau Versicherung (with 5-year exclusive right to the product use) in this business of "event-

based insurance" no direct competition among competitors or potential competitors exists (low risk 

for rivalry). Most products in the field of casualty insurance are embedded in club offers (e.g. 

ÖAMTC – Automobile Club, Alpine Club, Vienna Friends of Nature) at additional cost of accident 

insurance and contract obligations. Therefore the threat of new entrants for now is moderate.  

Substitute products for such an event-related emergency protection are not available on the 

market yet, hence a threat from substitutes can be excluded for a period of a year or two. The risk 

of substitutes is for now moderate. 
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This period is a good base for further product and contract design, definition of the settlement 

model and development of an appropriately comprehensive flat organization to enhance 

expansion. Donau Versicherung, which serves as a supplier (taking over coverage of emergency 

services) – as well as other insurance companies like Allianz AG, who was the previous supplier - 

is not interested in the operational administration and procedures, but certainly wants to reap the 

rewards of service in the very rigid scope of casualty insurances. The bargaining power of 

suppliers at the moment is big as no operational contract was signed between a ski resort and 

Alpgarant. This situation will change drastically, when the first operational income can be 

demonstrated. 

The biggest bargaining power lies with the customers in the B2B model at the ski resorts, Tourism 

Associations and Federal States, hence, this identifies the highest risk. In the B2C model, creating 

awareness will be the challenge using multimedia channels and affiliate programs. 

The ski resorts, Tourism Associations and Federal State Political Parties are structured very 

hierarchically and usually do not respond to standard market drivers.  

Every year, investments are made in innovative new services, safety and convenience for their 

guests and therefore their decision making processes about longer-term contracts are very 

conservative, cautious and defensive. 

Alpgarant is seen as a possible market monopolist, which the owners of ski resorts fear in terms of 

pricing, contract obligations and dependence on service. Therefore especially in bigger ski resorts 

(i.e. more than 1 million skier days per season) the sales approaches of Alpgarant totally failed. 

Additionally there is no obligation by law for ski resorts or any other Tourism Association to 

financially support the infrastructure of emergency services. This gives the biggest and strongest 

bargaining power to the ski resorts and not to Alpgarant or any other insurance company. 

In the B2C model customers choose to purchase the product on the Internet. This purchase 

decision depends primarily on a high profile of the company and its partners offering such a 

service. Secondly the awareness of the arising cost for any rescue operation which has to be paid 

by skiers themselves, the price of the service, the reliability and reputation of Alpgarant as a 

service provider is important for a purchase. Finally the usability and ease of use of the application 

is an important purchase criterion.   

Negotiations with insurance providers are more critical as the diversification of risk, if only a few 

tickets are purchased online, is not given and the business case may turn negative. This risk to 

constantly attract customers over a period of three to four seasons has deterred insurance 

companies so far. This is the reason why it is only a possible complementary strategy. 
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2.3.1. VRIO – Evaluation (internal view) 

Looking at Alpgarant’s internal resources, capabilities, competencies, strengths and weaknesses 

it is necessary to evaluate the company’s competitive potential by using the VRIO assessment 

method. 

 

Value:  Do the resources enable Alpgarant to add value for customers by leveraging their 

competitive advantage?  

The outstanding product covers a lot of issues for all stakeholders involved. Sportsmen having an 

emergency will not have to pay for the rescue service, while the emergency service will be paid by 

Alpgarant. The ski resort and the Tourism Associations have one more asset to offer to their 

customers and prove their superior customer orientation. The added value for ski resorts or any 

other touristic establishments is the service that differentiates those companies who care for their 

customers at a reasonable price from those who don’t. 

Besides financial safety, all stakeholders – ski resorts, Tourism Associations or Federal States 

and rescue service operations – benefit from the convenience of the product and processes as the 

whole administration, data clearing and financial transactions are handled by Alpgarant. 

Alpgarant uses its experience and skills to exploit the economic opportunities for stepping into the 

service industry combining insurance services, data management, ski and alpine ticket selling and 

rescue services. Hence a new value chain is created. By offering a unique service with high 

quality in after-sales administration a new product for security and safety is designed with the 

attributes of high customer convenience and simplicity. 

 

Rarity:  Do competing firms already possess particular valuable resources and capabilities?   

Generally speaking especially insurance companies, but also companies like ski resorts would 

possess nearly all necessary resources, but are limited either by size or their core business itself 

with tailored processes that makes it harder or even unattractive for them to enter this market.  

Additionally, Alpgarant has exclusive rights regarding their product and software. They also have 

an integrated reporting system, which is an essential part of the supplied services from Skidata, to 

easily monitor deviations in the key figures, i.e. skier days, accidents per day/per week/etc. per 

location/per region/etc. These resources are definitely rare as Alpgarant holds exclusive contracts, 

preventing other companies from using such a product over the next five years. The designed 

processes and procedures are internal assets, but could be copied with appropriate preparation 

time. 
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Imitability:  Do other companies without the resources or capabilities face any disadvantage in 

obtaining or developing Alpgarant’s network and resources?  

Generally the product and service is imitable, if a competitor has a similar network and a good 

relationship with an international insurance company, the accurate estimation of the market 

situation and a similar variable price based on flat and automated processes.  

It is the product and service combined with the network and partnership with Donau Versicherung 

and the automatic data delivery of SKIDATA that makes Alpgarant’s service hard to imitate. The 

creation of an insurance product which exclusively can be used by a service provider like 

Alpgarant takes quite some time and will probably be more expensive, except an insurance 

company does it  on its own. On top of that, most insurance companies do not invest any 

resources in something new as the experience showed during negotiations with them.  

Nevertheless, after expiration of the exclusive contract with Donau Versicherung an imitation on 

product level is possible. 

 

Organization:  Is Alpgarant organized enough to leverage the full competitive potential of its 

resources and capabilities?   

By a change in strategy and personnel – Alexander Bauer as CEO responsible for Sales left end 

of May 2011 - Alpgarant is well organized in order to exploit the competitive advantage with given 

resources and skills.  

The current long-term perspective provides a "sales approach" from East to West, which 

additionally gives the opportunity to accompany the primary model by an affiliate program on the 

internet (affiliate network) as a complementary strategy. The organization of Alpgarant can 

therefore continue to be kept lean until a critical mass of about 3 million skier days is reached. 

From this point on more personal customer care will be sought regionally to step up the level of 

differentiation to conventional insurance significantly (i.e. no contractual obligations, but event-

based insurance, local support and no paper fiasco after the accident). 

From a technological point of view all tests with all involved parties and systems have been 

successfully completed. A further increase in efficiency and process automation is planned by 

integrating administration from emergency services via the website.   
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Assessment of Alpgarant’s Internal Capabilities 

Table 1: Assessment of Internal Capabilities 

Are the Resources or Capabilities:  

Valuable? Rare? Hard to 
Imitate? 

Exploited by 
Organization? 

Competitive 
Advantages 

Yes Yes No Yes Sustainable 

 

In summary, the analysis of Alpgarant’s internal capabilities shows that it is valuable, rare and 

organized to leverage its opportunities (see table 1). As long as Alpgarant can ultimately enter the 

market and introduce further new innovative services beyond the alpine skiing industry, it will be 

sustainable. Although it is not hard to imitate it would take competitors some time and some 

investment to catch up. The general key success factors are summarized in table 2. 

 

2.3.2. Key Success Factors (KSF) 

Table 2: Key Success Factors 

What do customers want? How do companies survive competition? 
Key Success Factors 

(Demand Analysis) (Competitive Analysis) 

Safety –  
“a good feeling” 

1) Understand the position of customers, 
analyze it carefully and turn it into a win-
win business model (i.e. revenue 
sharing, donations, etc.)  

2) Excellent Service – fair pricing model  
3) Start market penetration with „smaller 

ski resorts“ (less effort and better 
chances) 

4) Stable and big start on internet as 
complementary sales strategy by 
leveraging social media channels (low 
efforts in operation, automated 
processes)  

5) Cost Efficiency in operations 
(standardized and automated robust 
processes) 

6) Partnering Strategies (sport industry, 
emergency services, etc.) – sponsoring 

7) Continuously building a brand and a 
brand image  

8) Sound time and cost 
estimation/planning to access this highly 
fragmented market (small customer 
base, i.e. ski resorts, high competitive, 
price sensitive, fragmented ownership 
structure) 

Operational efficiency by 
high standardization and 
automation  

Convenience  

Establish a stable 
relationship with 
partners, suppliers and 
customers  

Simplicity  
Differentiation by 
product, price, service 
and complementary 
online strategy  

 
Reliability  
 

Further development of 
the product/service 

Affordable Price 
 

Partnering strategy, 
networking, revenue 

share model  
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3. Description of the Venture  

 

 

 

3.1. About Alpgarant 

 

Rescue operations after accidents or in emergency situations in the mountains result in 

“mountains of costs” and problems for all those involved. Until now, people rescued from 

mountains or ski slopes faced the consequences on their own, because settling the costs usually 

didn’t go off as smoothly as the rescue operation itself. 

 

In too many cases those rescued were not only left with the memory of a ruined holiday, but also 

with “a mountain of costs” brought about by the rescuers' service fees. Often private accident 

insurance companies and other insurers would cover only part of the costs, if at all. Rescued 

persons often needed to clear many hurdles before being reimbursed. 

 

Not so with SAFE-R: once they have been rescued after an accident, visitors are no longer 

presented with the rescuers' invoices – that’s where Alpgarant comes in to cover the costs.  

 

A poll conducted by Fessel GfK Institute showed that 9 out of 10 winter sports aficionados are in 

favor of introducing SAFE-R (see figure 2).  

 

 

 



Business Plan    

 

   

   
Helmut Stagl             23 

3.1.1. Poll results 

Figure 2: Poll Results 2008 

 

 

The opinion poll carried out on behalf of Alpgarant by the renowned Fessel GfK Institute showed 

that there is strong public interest in SAFE-R. 

 

Overall result 

88% of all respondents who go Alpine skiing say YES to SAFE-R! 

The detailed results were: 

88% of those who go Alpine skiing more than once every year said YES to SAFE-R! 

91% of those who go Alpine skiing once every 1 to 5 years said YES to SAFE-R! 

87% of those who are already covered by private insurance said YES to SAFE-R! 

94% of those who are not covered by private insurance said YES to SAFE-R! 

Further details can be found in the appendix, figure 16. 

 

3.2. Vision 

 

To make Alpgarant the leading service company in Alpine rescue cost processing and post-rescue 

care for regional visitors. 

3.2.1. Alpgarant’s objective 

Guests using the facilities of a cable car company cooperating with Alpgarant are safe – and will 

return gladly for their next holiday. 
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1. All-round rescue cost coverage for every visitor in the case of accidents or emergencies – 

automatically included in the ski lift pass. 

2. Guests can focus on enjoying their sport, safe in the knowledge that Alpgarant will ensure 

payment of any rescue costs incurred in the mountains in the event of an accident or 

emergency. 

3. All cases are processed quickly and efficiently by the Alpgarant claims managers – this 

saves money and effort, and relieves the burden on the accident victim. 

4. After an accident, every guest receives our high-quality assistance and is given all the 

information and assistance he or she requires. 

 

Alpgarant’s motto is: "For a carefree holiday in the mountains, without worries and unexpected 

costs afterwards." 

Alpgarant manages communication with guests to the region, thereby creating a positive, 

emotional bond with the holiday location. 

 

3.2.2. Top Goals 2011 - 2014 

- Market entry 2011 with aggressive promotional offers  

- Growth of 100% per season in Austria till 2014  

- Operate at minimum fixed costs 

- Direct Sales rollout starting from the East of Austria  

- Indirect Sales (complementary strategy):  

Creating awareness and starting communication via Web 2.0 media channels together with 

affiliate partners 

- Constantly evaluate and check international growth options such as South Tyrol (Italy) 
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3.3. Overview of the services and communication channels  

Figure 3 gives an overview of the range of services included in the SAFE-R service.  

Figure 3: Service Overview Alpgarant 

 

 

3.3.1. Administration 

3.3.1.1. Data entry/capture, settlement and reporting 

 

Capture of the beneficiary’s data 

The beneficiary’s data is captured either using a software application or by way of an automated 

query at the access control system (data center or local server). Data transfer is done every day 
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after closing time of the facilities (taking into account facilities that are operated during the night, 

such as floodlight-lit ski slopes). 

The software used and the query procedure are provided by the manufacturer of a ski resort’s 

access control system. This gives our customers (operators of cable cars and lifts) a maximum of 

security. The costs for programming and installation are borne by Alpgarant. 

The query takes into account a cable car operator’s individual card types. The main reason for this 

is, for example, to prevent the system from charging for first entries of people who are authorized 

to the free use of your facilities. 

The pricing structure is taken into account in all notifications and settlements 

If children can use the facilities free of charge according to cable car operators’ pricing structure, 

they are also covered free of charge by SAFE-R! 

In addition, Alpgarant has a special rate structure in place for persons with (personal) season 

passes. In such cases, settlement is completed with the 12th first entry with the relevant season 

pass, while the SAFE-R cover remains in force for the pass number in question, irrespective of the 

number of subsequent first entries with this season pass. 

Alpgarant will be happy to discuss further special arrangements to suit a cable car operator’s 

pricing structure in person. 

Settlement of first entries 

First entries are billed on the basis of first entry of transmitted card numbers by way of electronic 

invoice (PDF with electronic signature) one day after the daily data transmission. Daily data 

transmission and settlement ensure that there are no gaps in the coverage. The “preliminary” 

cover for a ski lift pass number, which starts with the first entry, expires upon completion of the 

relevant settlement procedure, at which time the provision of services is guaranteed. 

Reporting & statistics 

In order to help Alpgarant’s customers check that the figures are correct and to verify the 

correctness of the daily notifications, Alpgarant will send a report of the figures notified to them in 

regular intervals set by their customers. These reports can be sent to an e-mail address specified 

by the customers or at a later stage they can view daily, weekly and monthly overviews in 

Alpgarant’s online system (that part of the system is password-protected so that only registered 

customers have access to it). 

In addition, Alpgarant will provide its customers with service statistics in the password-protected 

area of the online system, giving them a chance to see which services were provided to their 
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guests. The views available to the customers range from a general overview right down to 

individual guests. 

 

3.3.2. Cost coverage 

3.3.2.1. Notifications, claims assessment and invoice settlement 

 

Notification of rescue operations carried out 

In order to assist the rescue effort – which may be carried out by a ski patrol, the mountain rescue 

service or the helicopter rescue service – in the best possible way, Alpgarant keeps all its 

communication channels open at all times. Notifications can therefore be made by logging into the 

user area of their website, or by e-mail, fax or even by regular mail. It is important to provide the 

minimum required information about the incident and the rescued person. 

In simple terms, this means indicating who was rescued where, when, why and by whom, as well 

as the ski lift pass number of the rescued person. 

Alpgarant will provide the relevant documents and process forms already used by the various 

rescue organizations. 

Automatic, electronic synchronization of data is also possible. 

Once the notification arrives, it is assigned to an Alpgarant administration employee. Which 

administration employee the case is assigned to depends on two factors: the nationality of the 

injured person – to ensure that the administration employee and the guest speak the same 

language – and the location in which the incident took place. The administration employee will 

process the case from beginning to end and will continue to be at the guest's disposal afterwards 

for various assistance services. 

Claims assessment 

In this step Alpgarant first verifies whether the rescued person is in possession of a valid and 

registered pass number on the day of the incident. If further clarification is required, Alpgarant’s 

employees will contact the rescue organization or the rescued person and complement the 

documents. Once all the required coverage and settlement information has been received and 

verified, Alpgarant will make payment to the relevant rescue organization(s). 

Invoice settlement 

Alpgarant makes payment directly to the rescue organizations that carried out the rescue. All 

received invoices for operations/services which have been given cost clearance are settled on two 

payout dates every month. As stipulated in the contract, Alpgarant bears the rescue costs of up to 
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a limit of € 4,500 per person. Alpgarant does not incur waiting times for any bureaucratic coverage 

assessments with possible other insurance providers. This means, in the best-case scenario, the 

remittance order can be made within one day of the rescue.  

 

3.3.3. Assistance 

3.3.3.1. Communication, SAFE-R web platform 

 

Communication 

Alpgarant’s administration employees are at the accident victims’ disposal for any information and 

questions pertaining to the accident. 

Alpgarant will procure the relevant documents (medical reports, records for third-party negligence 

claims, etc.) and make them available if necessary. 

Alpgarant will collect documents required by the guest for claims under other private accident, 

health or travel insurance policies (incapacity benefit claims, reimbursement of treatment costs, 

etc.) free of charge. As a professional processor of claims Alpgarant is usually in the position to 

notify these claims to private and public insurers in Austria and abroad on behalf of the guest, if so 

requested, which serves to considerably relieve the burden on the guest of such processes 

usually characterized by a high degree of bureaucracy. 

Moreover Alpgarant is invariably a reliable contact partner for the guest, irrespective of whether he 

or she is still at the holiday location or has already returned to his or her home address. Our 

adage for outside communication is that Alpgarant puts the guest at the center of their efforts 

through competence and the shortest possible turnover times.  

 

3.3.3.2. Co-operation 

 

Chain of rescue 

Alpgarant places great importance on a good co-operation with the chain of rescue. Rescue 

organizations, be they ski patrols/ski-slope rescue teams, the mountain rescue service or 

helicopter rescue services, all constitute an integral component of the high sense of safety shared 

by domestic and international visitors to the mountain regions. 

Alpgarant’s high esteem of the rescuers is reflected in our optimized communication channels and 

swift invoice settlement procedures. 
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Insurers 

A certain proportion of visitors are covered by private insurance policies or memberships, which 

offer various contractual services in the event of an accident or emergency while in the mountains. 

Such policies may cover anything from payment of costs brought about by cutting short one’s 

holiday, medical treatment, and even incapacity benefits. 

Alpgarant interacts with these domestic and international insurers, and provides the necessary 

documents in pre-qualified form. This allows these insurers to process cases rapidly and in a way 

that is convenient for the guest. 

The same applies to public insurance (National Insurance). Here too, Alpgarant makes available 

information and documents in order to vastly relieve the burden on the guest.  

Figure 17 showing co-operations and responsibilities can be found in the appendix.  

 

 

3.4. Accident Figures 

 

 

 
 

Figure 4: Average Accidents per Day 
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 Up to 550 accidents happen daily only in the Austrian mountains (winter season) 

 Up to 65,000 treatments and stays in hospitals are caused per season only by winter 

sports activities 

 7,500 helicopter rescue activities are initiated – as much as land based rescue services 

 Between € 2,000 and € 4,000 are charged for a helicopter rescue service 

 Only 27% of Austrians have a private accident insurance, by taking into account 

memberships e.g. Austrian Alps Association, credit card insurance packages, etc. the 

quota increases up to 50%  

 The percentage of foreigners with a private accident insurance is even lower than 27% 

 Private insurance companies bare, if at all, only the reimbursement costs – the 

administrational procedure  

 and bureaucratic hurdles the injured customers must overcome on their own  

 

Source: www.alpgarant.com 

 

4. Organizational Plan 

4.1. Form of Organization 

 

Alpgarant Holding GmbH and Alpgarant Safety Zone & Services GmbH were founded in 2008 in 

Pottenstein. The form of a limited company was chosen in order to keep the opportunity to gain 

additional equity capital. Both companies have a face value of € 35,000 each. Günter Unger and 

Alexander Bauer hold each 50% of equity of the holding and 35% each of the operational 

company Alpgarant Safety Zone and Services GmbH. A silent partner, Mr. Andreas Grabner, 

holds 30% of the Alpgarant Safety Zone & Services GmbH, as he contributed equity capital of € 

600,000. Another silent partner, a kind of venture capitalist called the Kapitalbeteiligungs AG 

(KABAG, www.kabag.at), without any equity share added capital at the amount of € 200,000. This 

silent partner agreed to release the equity capital under the terms that Alpgarant liquidates this 

long term debt by a yearly debt retirement plus 20% interest rate of the total amount per year over 

a period of five years. 

Pottenstein as location will be cancelled as the costs for this office and the distance to Vienna are 

both too big. The new office is located in Vienna, in the 19th district. 

http://www.alpgarant.com/
http://www.kabag.at/
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4.1.1. Organizational Chart and Responsibilities 

 

 

 

 

 

 

 

 
 

 

 

 

 

 
 

 

 

 

 

 

 
 

 

 

Günter Unger, the new CEO of Alpgarant, is supported by Helmut Stagl and DI Martin Sellner. 

Günter Unger covers the fields of Accounting, Finance & Controlling and Legal issues. 

DI Martin Sellner is now responsible for the B2B sales activities after the retirement of Alexander 

Bauer. He has very good contacts to a political party, the ÖVP (Austrian People’s Party), 

especially in Lower Austria and Upper Austria. The Federal State of Lower Austria has plans to 

develop and expand the cable car business on its territory and has already bought 4 cable car 

operators.  

Helmut Stagl is responsible for Marketing, After-Sales, Service and Operations as well as for 

Business Planning and Business Development.  

Günter Unger now holds 50% of Alpgarant Holding Ltd. Alexander Bauer, who still holds the other 

50% stepped down from the CEO position – he has private and health issues to solve. To get 

back the full rights over the equity of Alexander Bauer, Alpgarant’s lawyer sent an offer to 

Alexander Bauer, which states that because of no income and no operational business the 

impounded equity has a maximum worth of € 10,000. This issue is to be solved in order to offer 

equity share to new investors different from Andreas Grabner, if necessary. 

Alpgarant  
 

Holding Ltd. 

General Manager 
Günter Unger 

 

Accounting, Finance & Controlling, 
Legal Issues 

SALES 

 
DI Martin Sellner 

Authorized Officer  
Helmut Stagl 

Marketing, After-Sales, Service 
 & Operations 

Alpgarant  
 

Safety Zone & Services Ltd. 

Figure 5: Organizational Chart Alpgarant, July 2011 
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Alpgarant currently being in a difficult financial situation offered Helmut Stagl an equity share of 

4% per year over a period of the next 5 years as compensation. This will total 20% of equity share 

and furthermore Helmut Stagl will start receiving a salary, when operating revenues are 

generated. When the business turns positive and profit is shared, Helmut Stagl will receive a 

bonus opportunity of 20% immediately. In case new equity capital is needed, Helmut is offered to 

purchase additional “shares”, but if Helmut Stagl rejects, only 50% of his equity may be offered to 

new investors (anti-dilution clause). 

DI Martin Sellner finished the Montanuniversitaet Leoben in Styria 

(www.unileoben.ac.at/component/option,com_frontpage/Itemid,245/lang,en/) for petroleum 

engineering. DI Martin Sellner founded his own company, Mediasell, in 1992. Besides being a 

publisher’s agent for several media organizations across several countries in Europe, DI Martin 

Sellner started professional B2B sales activities for Lenzing AG (www.lenzing.com) in 2010 

(fireproof materials).   

DI Martin Sellner himself is an excellent networker and agreed to get a sales commission of 3% of 

total revenues resulting from the sales of SAFE-R insurance per ski region in the first year and 2% 

in the following year. The commission will be paid to him after the season has ceased and the 

total revenues, i.e. skier days multiplied by the price of the SAFE-R insurance ticket less free rides 

for e.g. children younger than six years, can finally be calculated.  

 

The profiles of Günter Unger, Helmut Stagl and DI Martin Sellner can be found in the appendix 

from figure 18 – figure 20.  

http://www.unileoben.ac.at/component/option,com_frontpage/Itemid,245/lang,en/
http://www.lenzing.com/
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5. Marketing Plan 

5.1. The service of Alpgarant 

 

 Provides a solution for all customer complaints and public discussions for touristic 

institutions regarding reimbursement after rescue activities in alpine regions (in case a 

helicopter or other rescue service is needed) 

 Provides a solution for the reimbursement of costs and the entire administrative handling 

process for customers 

 Provides a solution for handling administrative procedures with emergency institutions 

and minimizes the risk of financial losses for their operations 

 Creates a clear Unique Selling Proposition in the alpine insurance industry and the 

alpine leisure industry which enables effective marketing and public relation campaigns 

 

FEELING SECURE - 

 

 

 

5.2. Situation analysis 

 

Due to a continuous upward trend in the number of people participating in alpine sports in all 

seasons there is also an upward trend in the number of accidents. However, for responsible 

operators of cable cars, hotels and other leisure facilities, just as for the alpine guests themselves, 

insurance cover for guests is mostly irrelevant - until an accident happens. Currently no-one is 

legally obliged to take out a corresponding cover arrangement in the form of “event-based cover” 

or traditional insurance with alpine rescue or recovery costs reimbursement for rescue costs 

incurred. 

That means that after deduction of a social security reimbursement (if justified), the alpine guest 

must himself pay for any rescue operation. Today there are already many possibilities for the “end 

customer” himself to arrange his own cover, which in Austria can be done through various 

organizations (Austrian Alpine Association, Friends of Nature, Mountain Rescue Service, Austrian 

Automobile, Motorcycle and Touring Club accident and breakdown cover, personal accident 
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insurance with alpine package) and are used by about 50% of Austrians. In total only 29% of 

Austrians have a full coverage of costs that may occur after a helicopter rescue activity. 

Nevertheless an increasingly large proportion of foreign visitors (more than 50% in total) mostly 

have no cover of this type and are themselves faced with the costs. Furthermore, from the rescue 

services there are reports of an increase in expenditure for collection of the amounts owed, which 

is not part of their core business. 

Through various budget cutbacks for contingent liabilities that the federal states have in part 

assumed, there arises, for customers and rescue services in the first instance and for the tourism 

and leisure economy in the second instance, an urgent need for action to close these gaps in 

cover. 

Various initiatives and publicly broadcast discussions on this subject (e.g. on the ORF television 

show “Volksanwalt”) prove the necessity for a solution. 

 

Details can be found on youtube.com under the following links: 

www.youtube.com/saferalps#p/u/5/OburSd2zoKg  

www.youtube.com/saferalps#p/u/4/zcQhOk7lUio  

www.youtube.com/saferalps#p/u/3/dD7gFoBbIRI 

 

 

A customer survey carried out by the Fessel Institute in 2008 proves the acceptance of such a 

service regarding disposition to buy as well as pricing (€ 0.95).  

88% of all respondents who go Alpine skiing say YES to SAFE-R! 

 

The detailed results are: 

 

88% of those who go Alpine skiing more than once every year said YES to SAFE-R! 

91% of those who go Alpine skiing once every 1 to 5 years said YES to SAFE-R! 

87% of those who are already covered by private insurance said YES to SAFE-R! 

94% of those who are not covered by private insurance said YES to SAFE-R! 

 

http://www.youtube.com/saferalps#p/u/5/OburSd2zoKg
http://www.youtube.com/saferalps#p/u/4/zcQhOk7lUio
http://www.youtube.com/saferalps#p/u/3/dD7gFoBbIRI
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Recovery from accidents in the mountains brings “mountains of costs” and problems for all 

involved, because after the rescue operation has been safely carried out the guests are left to face 

the financial consequences on their own. 

Based on the above mentioned results Alpgarant started its venture in 2008 and tried to approach 

the bigger ski resorts in Western Austria. Due to the perspective of the managers of ski resorts 

mostly in Tyrol, which was negative towards the insurance product SAFE-R, the operation failed. 

No customers (i.e. ski resorts) could be acquired, but the fixed costs and the costs for the test 

region in Styria (Riesneralm, Donnersbachwald) remained, which resulted in a dire financial 

situation for Alpgarant.  

After the change of strategy due to some market research, Alpgarant focused on smaller ski 

resorts in Eastern Austria with a solid image, a sufficient number of skier days, a clear company 

structure (enabling faster decision processes) and low risk regarding accidents or so-called rescue 

interventions.  

Meanwhile the experience showed that once the market entry has been achieved, a lot of ski 

resorts will join due to a competitive disadvantage they would have, if they rejected the product 

introduction.  

A further customer survey carried out by Günter Unger and Helmut Stagl with the accident victims 

of the test resort, Riesneralm, in Styria, in May 2011, which were rescued by helicopter, 

underlines the need for a service like SAFE-R for private customers (detailed results in German 

can be found in the appendix, table 24). 

The most important results are (school grades where 1 = excellent and 5 = insufficient):  

- Satisfaction with the service SAFE-R: 1.05  

- Satisfaction with the customer treatment: 1  

- Mark-up for lift ticket acceptable: 100% acceptance 

- Importance of SAFE-R service in summer season: 90%  

- Price recommendation for SAFE-R from private customers winter season: € 1.3 per (skier) day 

- Price recommendation for SAFE-R from private customers summer season: € 1 per (summer)   

day 

- SAFE-R integrated in lift ticket: 100% acceptance/recommendation 

- Expectation that SAFE-R is integrated by ski resort/ski region: 95% 

The results represent average values of 20 polled persons.  
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5.3. General market situation (industry/competition) 

 In an average winter season 50.5 million skier days (i.e. a skier day or first entry is a ski 

industry term used to denote one visit by a guest, be they a skier, snowboarder, telemark 

skier, ski-biker, or ski boarder, to a ski and/or snowboard resort; the term is a convoluted 

way to state attendance figures over the course of a ski and snowboard season; source: 

http://snowboarding.about.com/od/snowboardingterms/g/skier_day.htm) are registered. 

Throughout Europe around 200 million skier days are recorded. 

 In an average summer season 9.4 million mountain ascents (first entries) are registered. 

Throughout Europe there are 35 million first entries. 

 On average, over the last few years throughout Austria alone this has resulted in around 

6,000 air search and rescue operations to rescue winter sports enthusiasts and around 

550 operations to rescue summer guests from alpine terrain (see chapter 3.4). 

 A helicopter deployment costs between € 2,000 and € 4,000 (see chapter 3.4). Only about 

half of recreational sports enthusiasts have supplementary insurance or membership that 

would cover these costs. 

 A land-based rescue in winter (rescue sledge, snowmobile...) costs on average € 90, in 

summer on average € 200. 

 Only 18% of the search and rescue flights deployed in Austria received a (small) 

reimbursement from the medical insurance providers. The only flights paid for are for 

comparable severity of injury, which would still be entitled to be flown in places accessible 

by rescue vehicles. 

 

“Rescue costs are not paid in principle,” says Alfred Wurzer, director of the Carinthian local health 

insurance (GKK) in a personal interview with Alpgarant: “In principle we do not pay rescue costs, 

unless they involve injuries that are similar to those in all other accidents.” 

 The particular transport situation from skiing and hiking areas and thus impassable terrain 

is not taken into account in this. 

 Every air rescue operation must be given cost approval by a medical director after the 

event otherwise no costs will be assumed. 

 The contribution of the health insurance fund towards the rescue flights, if qualified, is 

limited nevertheless to a maximum of € 894.93 per rescue operation. 

 For guests from abroad even this settlement is mostly not possible. 

http://snowboarding.about.com/od/snowboardingterms/g/skier_day.htm
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 Those tourists who might be able to pass on these costs to their own insurance coverage 

have to overcome high administrative hurdles and protracted bureaucracy. That not only 

causes post-incident stress but also rebounds on the holiday region through negative 

press. 

 

5.3.1. Insurance Business 

 

In general, the insurance landscape in Austria is shaped by large companies, i.e.  Allianz AG, 

Erste Allgemeine - Generali, Uniqua, Wiener Städtische (Vienna Insurance Group), Donau 

Versicherung, Bank Austria Versicherung, Grazer Wechselseitige, Merkur Versicherung, 

Niederösterreichische Versicherung, Österreichische Beamtenversicherung, Oberösterreichische 

Versicherung, Zürich Versicherung Österreich, Tiroler Versicherung, Wüstenrot-Gruppe, 

Raiffeisen Versicherung). 

In Austria there is no competition of any sort in the “event-based” sector. A rescue insurance is 

offered online at much higher prices solely in Switzerland - for details see www.snowcare.ch 

Particularly in the accident insurance sector there is very little dynamic movement, as the market 

shares are tied by the so-called “total customer packages” that are cheaper for the end consumer. 

End customers are most at risk particularly in leisure activities (see accident statistics below, 

source: Austrian Road Safety Board (www.kfv.at), figures from year 2009), but hardly ever insure 

themselves against “event-based” activities, because these do not regularly occur. Accordingly 

there is very little awareness, about taking out cover for certain activities. 

The red markings represent the winter accidents (resulting from alpine skiing, snowboarding, 

cross-country skiing, coasting and bob sleighing) and the green markings represent the summer 

accidents (resulting from hiking, mountain climbing and mountain biking) in the alpine area (see 

figure 6, next page). 

This clearly shows that in relation to the total number of sports accidents over all age-ranges, the 

alpine winter accidents make up 32% of all accidents and alpine summer accidents account for 

7%. All-season alpine accidents are 39% of all sports accidents. 

 

 

 

 

 

 

http://www.snowcare.ch/
http://www.kfv.at/
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The partner of Alpgarant, Donau Versicherung, maintained a market share of 6.58% in the 

accident sector and is thus placed number six in Austria. Donau Versicherung as part of the 

Vienna Insurance Group focuses on innovative developments, such as for example an information 

desk or accident claims procedure via its internet portal and is therefore anxious to increase 

premium sales via Alpgarant in a new field of business - that of event-based alpine rescue 

insurance. Donau Versicherung is increasing its activity in Italy and Alpgarant is in negotiation with 

the Federal Government of South Tyrol to introduce a product for this region – a general liability 

insurance package, which will be mandatory by law.  

 

Figure 6: Sports Accidents in Austria 
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5.4. The market 

5.4.1. Market potential and volumes – focus on Austria 

 

The market potential of an event-based insurance product is enormous – based on the need as 

elaborated above and because of the unwillingness of the end consumers to enter into long-term 

insurance. Due to the rising tendency in accident figures in the alpine area and the high costs for a 

rescue operation, awareness-raising parallel to the market launch must be communicated in an 

adequate, clear and on-going manner. 

In total Austria has 339 skiing areas in 7 federal states of different sizes, with different equipment 

(graph of the skier days shown below only refers to cable cars) and different target groups. 

The market potential however does not just include skiing areas, cable car or ski lift operators, but 

goes on to leisure businesses (hotels, spa facilities), tourism institutions and respective regional 

politics. Across the federal states the complementary strategy “Affiliate Online Platform” can 

support awareness-raising and thus also present attractive and cheap coverage for foreign 

guests. 

Sports equipment distributors such as e.g. Intersport, Hervis, Sport 2000, and ticket platforms 

such as Ö-Ticket (www.oeticket.com), currently represent the most attractive partners for an 

affiliate network. 

Through their market presence itself, their brands and above all their distribution channels (online 

and POS) both channels display important complementary values that can also internationally 

enable a faster market penetration and - above all - represent an important awareness-raising 

component. 

 

5.4.1.1. Facts and Figures 2009/2010 

 

European alpine winter sports have a quantity of 200-220 million skier days in total. 

(Sources: http://corporate.skistar.com/templates/NormalPage.aspx?id=179; www.seilbahnen.at )  

Detailed information on European market distribution is presented in figure 7. 

http://www.oeticket.com/
http://corporate.skistar.com/templates/NormalPage.aspx?id=179
http://www.seilbahnen.at/
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Austria accounts for around 25% (which equals 53.5 million) of the skier days per winter season, 

France for 28%, Italy for 18% and Switzerland for 13%. The skiing areas outside Europe, in 

particular Asia and overseas, represent a further 120 million skier days.  

The number of skier days in the USA increased by 5% to 60 million (57).  Despite the unstable 

financial situation which has beset the USA, almost the same figures as the record season 

2007/08 (60.5%) were reached. Guests show a great interest in skiing in USA, even if overall 

snowfall decreased by 14%.    

In Canada, the total number of skier days decreased slightly from 18.7 million to 18.3 million. 

Therefore the current world market potential is a little over 340 million skier days.  

With regard to the large investment volumes, above all in the markets in the East pushing to catch 

up, for example Russia (Sotschi / Olympia 2014), Bukovel/Ukraine and China, clear increases in 

skier days are expected. 

 

5.4.1.2. Austria as springboard into international markets 

Due to the pioneering role of Austria in all matters regarding mountain and winter sports it is to be 

assumed that innovations in the area of safety can also be transferred to other skiing nations, at 

least to those where the situation is similar, i.e. definitely Italy and France. The existing intensive 

competitiveness of the tourism regions contributes to additional impetus to the distribution of 

SAFE-R. 

Figure 7: Distribution Skier Days in Europe 



Business Plan    

 

   

   
Helmut Stagl             41 

Through this situation the markets in the neighboring alpine countries, as well as the new areas in 

the markets of the East, have also been analyzed in parallel with the market surveys in Austria. 

Our insurance industry partner or at least its mother organization (VIG) is also prepared to put 

itself at Alpgarant’s disposal as product partner in international business. 

 

5.4.1.3. Market trends Austria 

In principle all large insurance companies are anxious to gain customers or transform customers 

into full-service customers (insurance in all sectors) through the conservative distribution channel 

(representatives). Moreover, effort is put into preparing the way via internet, but not as a large-

scale effort. Various other institutions (ÖAMTC, Friends of Nature, Mountain Rescue) can only 

offer various alpine insurance services through membership and associated contributions or 

donations, but their market appearance is usually focused elsewhere. 

Large insurance providers do not see new media and “event-based” insurance packages as their 

core area, whereby market tendencies in this direction are scarcely perceptible. 

Market tendencies with respect to skier days in alpine regions without reference to a particular 

season are however increasing. That is shown definitively by the figures of the WKO for the winter 

seasons of the last few years (slight decrease because of the global economic crisis in the 

2009/2010 season). 

 

 2006/2007: 48.2 million skier days  

 2007/2008: 56.8 million skier days 

 2008/2009: 56.9 million skier days  

 2009/2010: 53.5 million skier days 

(Source: WKO, www.wko.at) 

 

5.4.2. Market/customer segments and market positioning 

 

In the B2B sector, the market segments represent the countries, tourism institutions and skiing 

areas whereas in the B2C sector, the segmentation is based on need states and demographics of 

private customers (see chapters 5.4.3.4, 5.4.4, and 5.4.4.1). 

The new positioning of SAFE-R is to be carried out from East to West as the competitive 

pressure among the skiing areas in the East - with respect to the pricing of the ski tickets, 

http://www.wko.at/


Business Plan    

 

   

   
Helmut Stagl             42 

promotion and extra services – is somewhat lower. In addition, the Eastern skiing areas represent 

those destinations that are between 25% and 50% used by guests from the East or from the 

federal capital Vienna. For exclusive contracts as well as for the complementary sales strategy via 

the internet the accompanying communication in the East can be prepared target-group specific 

and regionally. 

In comparison the Western regions have higher volumes, but from political point of view it is 

impossible to enter the market there for now.  

The advantage of the Eastern regions is that volumes in terms of skier days are increasing, while 

so-called rescue interventions are relatively low (0.03% to 0.06%) compared to the Austrian 

average of rescue interventions (0.08%). The image of some regions is quite good as a lot of 

sportsmen coming from Vienna, Graz, Wiener Neustadt or Eisenstadt prefer a ski resort nearby 

their home. Although the ownership structure is fragmented, the federal state of Lower Austria as 

one of Alpgarant’s potential customers represents a solid decision structure. Lower Austria 

founded an own ski resort holding and bought 4 cable car operators to develop these regions and 

see safety as one of the most important issues for their guests. Another advantage is that contract 

obligations with the ticket networks - although existing in the Eastern ski regions of Austria - are 

not as strict as in the Western ski resorts (e.g. Ski Amadé).  

 

Product positioning is the term for the position that a product occupies in the perception of the 

consumer, or the process of identification and communication of decisive product properties, to 

achieve a desired position. 

 

In addition, the Austrian mountain rescue services are in a partnership with the large insurance 

provider Generali, specifically as users in terms of quick handling. Through sponsorship funding 

and Generali’s internet presence on their website, they are in a conflict of interest with respect to 

SAFE-R. 

 

5.4.2.1. Positioning of SAFE-R as stakeholder perspective  

(See Perceptual Map graph, figure 8), source: Helmut Stagl, Günter Unger as results of 

negotiations with listed stakeholders). 
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Perceptual Map – detailed explanation as of now, arrows show desired perception of certain 

stakeholders 

In skiing areas (B2B sector) the quality of the product is perceived in principle as very high 

whereas the price (especially in the Western areas) is regarded as basically not worthy of 

discussion. This fact results from the investments made that have to be amortized by high ski 

ticket prices and the competitive pressure with respect to the pricing of the ski tickets themselves. 

This means that the risk for mark-up on the customer price according to the operators of skiing 

areas in the B2B area is enormous whereas the payment of the insurance product from “their own 

pockets” slows down the amortization of the investments. It follows from this that without 

compulsory nationwide coverage the West (Vorarlberg, Tyrol and part of Salzburg) represents the 

most challenging part of the market entry. 

In the East this competition is not experienced so extremely and this is clearly reflected in the 

visitor numbers and day ticket prices. Here SAFE-R is considered as qualitatively good and fair in 

price, i.e. even passing on the insurance price to the customer does not seem to represent a great 

barrier. The conclusion of the current situation is that ski resorts especially in the West of Austria 

Price 

Quality 

High 

Low 

Low 

High 

West Austria:  
Operators, 
Tourism 

Associations 

Customers 

East Austria: 
Operators, Tourism 

Associations 

Ombudsman 
Board 

Federal States, 
municipalities 

Rescue 
Services 

Red – very doubtful, negative, no added 
value derivable, non-profitable 
Orange – neutral, inert, positive 
prevailing mood 
Blue – absolute value added, restricted 
to promote SAFE-R by sponsoring 
partners 
Green – positive, recommended 

 

Stake-holder assessment 

Figure 8: Perceptual Map SAFE-R 
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do not want to introduce SAFE-R due to loss of revenues in their opinion. The big players have 

never been offered any incentives and therefore permanently prevented the introduction of  

SAFE-R abusing also the power of the Fachverband der Seilbahnen (i.e. National Association of 

Cable Cars), where they have the majority of members. Some managers even influenced their 

colleagues in the respective regions not to dare to introduce Alpgarant’s product. Nevertheless the 

awareness among them presently is that once a renowned ski resort introduced SAFE-R, the 

others will have to do it, too, in order not to face competitive disadvantages and lose the image of 

being a customer oriented ski resort. Hence, although different roles of people in a B2B-model 

were analyzed and campaigns were tried out, Alpgarant came to the conclusion that a sales 

manager with a high quality network of people is needed, who will be able to “pervade” at least the 

market in the East of Austria.  

 

5.4.3. Customer analysis/segments 

 

5.4.3.1. B2B 

7 federal states, 339 skiing areas (source: www.bergfex.at)  

In chronological order, and also order of priority, Lower Austria, Styria, Carinthia and Salzburg 

represent the sales activities (in total 187 skiing areas, which correspond to 55% of all skiing 

areas).  

 

Figure 9: Ski Resorts Lower Austria and Styria 

  

 

Lower Austria, 28 ski resorts Styria, 82ski resorts 

http://www.bergfex.at/
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Figure 10: Ski Resorts Carinthia and Salzburg 

  

 

Upper Austria with 19 ski resorts was excluded for any activities as nearly all of the resorts are 

managed by one organization, which is highly influenced by politics and signaled no high interest 

for Alpgarant’s service. The intensified market entry strategy in the East, i.e. Lower Austria and 

north eastern part of Styria, concerns rather smaller tourism regions that also record large visitor 

numbers in summer. For this reason SAFE-R is offered as a year-round product to establish 

regional full coverage. 

In order to intensify Alpgarant’s summer business, which up to now has been built on the use of 

cable cars, the tourism associations are now being included in the sales activities, parallel to the 

above-mentioned efforts with respect to the cable cars. The tourism associations as possible 

contracting partners of Alpgarant have the advantage that the sales focus is being changed from 

the winter product to a whole-year product and the charging basis, based on overnight stays, as 

seen over the year is increasing enormously. For the consideration of the total market (100%) as a 

charging basis for Alpgarant, skier days based on cable-car operators (approx. 50,000,000) must 

be seen in conjunction with additional approx. 10,000,000 skier days from ski-lift facilities and 

approx. 110,000,000 overnight stays in tourism regions. First contacts with the tourism 

associations of Bad Kleinkirchheim and Mostviertel with overnight stay capacities of 800,000 and 

1,400,000, respectively, have already taken place and are being intensively pursued. 

The target businesses in the East are operationally mostly represented by managers who must 

agree to an official order of our product with the owner(s). In order to guard against the filter effect 

through so-called “gatekeepers” in the B2B segment, Alpgarant’s sales manager intensifies its 

efforts at the latest on the second appointment to gain direct contact with the so-called “decision-

makers”. 

Carinthia, 28 ski resorts Salzburg, 49 ski resorts 
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A general description of owner structures is not useful in the context of this analysis, as the 

regions display very heterogeneous owner structures. 

 

5.4.3.2. Categorization of the skiing areas  

Criteria 

 

 Federal state/region 

 Size (in skier days) 

o mini = less than 30,000  

o small = equal to/more than 30,000 and less than/equal to 250,000  

o medium = more than 250,000 and less than/equal to 500,000 

o big = more than 500,000 

 Accident risk/guest mix 

 Summer and/or winter business 

 Owner structure (ticket network, regional network, tourism association, municipal 

participation, etc.)  

 Price structure in the relevant area 

 Differentiation of the ticket offer (season, day, half-day, hourly and unit cards, 

complimentary tickets) 

 Image of the skiing area, skiing region 

 

The above-mentioned criteria are also decisive for the pricing, irrespective of the promotional offer 

for a successful and representative market entry. 

 

5.4.3.3. Segmentation criteria B2B  

 
• Volumes per season  

The higher the volumes per season the easier it is to get a positive decision and a better price for 

the policy of the insurance partner. The risk spreading is simply higher and hence, the contribution 

margin more stable. 
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• Interventions per season 

All the ski resorts or at least the rescue services have reports about rescue activities (so-called 

interventions) for land-based and helicopter rescues. Based on these figures not only the pricing 

but also the attractiveness to acquire such a customer is influenced.  

• Region/image 

The better known a ski resort is the better are the chances to start public relation activities and 

campaigns.  

• Ownership 

The more fragmented the ownership is (e.g. a part is owned by a private person, a part is owned 

by the municipality, a part is owned by a company, etc.) the more difficult it is to cover all goals of 

the single stakeholders.  If member of the Österreichischer Fachverband der Seilbahnen (i.e. 

National Association of Cable Cars) or politicians are involved, it is even harder to come to 

decisions, as Alpgarant has experienced in the past.  

• Ticket Network 

Whenever ski resorts and/or cable car operators have concluded an agreement for a ticket 

network, e.g. customers can use one ticket for more slopes nearby for a special price, it is difficult 

to get a contract with only one of the respective ski resorts. In most cases all involved ski resorts 

have to approve such a new product like SAFE-R. As the price for one ski resort would slightly 

increase because of the Alpgarant’s insurance product, the other resorts would still have the 

cheaper price.  

 

5.4.3.4. Segmentation criteria B2C 

 

Description of target groups - safety need and overall understanding:  

Demographic: 

Men and women: 25-45 years old, married, domestic partnership, shared household, school-age 

children, children at university, from average income group (€1,300-€1,700), internet user, EU 

standard (country ranking for price perception) 

Men and/or women: 46-65+ years old married or single, from average income group/pension, 

internet user, EU standard 

Geographic: 

Metropolitan areas in Austria, Germany, Netherlands, Hungary, UK, Czech Republic/Slovakia, 

Poland, Italy, Belgium 
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Psychological: 

Moderate to high safety need, financial safety on holiday, traditional values and lifestyle, risk-

averse, comfortable 

These criteria have been evaluated for campaigns to raise awareness and for future online 

business in order to sell the SAFE-R service online. 

5.4.4. Customer added value vs. customer costs  

 

Customers (skiing areas, end users) have costs and values that they experience intuitively or 

even consciously when buying a product (see model in figure 11). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

(Source: Kotler, 2000, Marketing Management: Millennium Edition, 10th ed.) 

 

The value association for Alpgarant’s stakeholders means that through SAFE-R, an image value 

arises - above all for skiing areas as a competitive differentiator. The value creation or the added 

Figure 11: Customer Delivered Value (Kotler) 
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value arises for both stakeholder groups through the benefit of convenience, through the 

perception of security in financial matters for end consumers, or else as added value service of 

the operators towards their customers. The service value results from local contracts through 

personal on-site customer care and through smooth service provision (invoice settlement for 

rescue services as quick as possible, autonomous handling of damages claims). The product 

value is attractive to customers because of a fair price/performance ratio in the cover package for 

an “event-based” occurrence. 

Seen alongside is the perceived cost that in principle - whether for bulk commodities or for special 

products - starts with psychological costs. That means that products are first of all analyzed and 

compared according to various criteria, assumptions, price list comparisons etc. - for Alpgarant’s 

stakeholders this translates to the analysis and comparison of insurance cover products. The 

energy costs for customers results from local comparisons of products in shops, from telephone 

calls in product and service comparisons, or from internet searches whereby at the same time the 

costs in time on the customer’s side can naturally be included in the evaluation. Monetary costs 

are also incurred in the choice of product, and the customers include this in their purchase 

decision. 

Both process strings symbolize the “customer added value” which in the case of Alpgarant means 

that through local contracts with skiing areas, the costs in all matters turn out clearly lower in 

comparison with traditional insurance products and in addition the end consumer is included in the 

consideration. In the case of the online business, awareness-raising is above all in the foreground 

and a purchasing process with usability as simple as possible on corresponding subject-related 

platforms. To be seen alongside the lower image value through the difficult market entry situation 

given is a greater added value for operators as also for end consumers - fixed cover at a fair price 

including with total processing of the insured event including claims for damages.  

 

5.4.4.1. Emotional value (Need for safety) 

The need for safety as represented in figure 21 in the appendix is a “deficiency need” that in 

today’s consumer society is scarcely perceived in “event-based” activities. This form of emotional 

value will be represented accordingly in any kind of communication and awareness-raising 

activity. For many people, physical safety is not high on the agenda for an event that is enjoyed 

and filled with positive experiences, such as alpine summer and winter sports. “Event-based” 

cover in leisure time is therefore precisely planned with appropriate and targeted communication 

via blanket covering media for Alpgarant’s target groups. 
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For the concrete messages to our customers and stakeholders, the emotional value (experiences, 

expectations, hopes and anxieties), the rational value (problem solutions, assistance services, 

saving money, convenience), the traditional value (trust, warmth) and moreover demographic 

values (age, sex, lifestyle, etc.) are drawn on to achieve optimum response rates and conversion 

rates (overview of values, excl. demographic values, see figure 22 in the appendix; source: 

http://www.qlient.com/en/pages/Ansatz_2.html). 

B2C 

The skier days in Austria and the potential additional skier days in Europe can be seen from the 

Austrian Chamber of Commerce, figure 12 and figure 23 in the appendix.  

Source: www.seilbahnen.at; 

http://portal.wko.at/wk/format_detail.wk?angid=1&stid=621545&dstid=329&opennavid=52579 

 

Together with the regional distribution described above, Alpgarant has additionally decided on a 

complementary distribution channel. This is to be set up as online product sales, in the sense of 

an affiliate network, involving partners such as Intersport, a big sports retailer. This marketing and 

distribution channel will be accompanied by a Web 2.0 awareness-raising campaign. This 

Figure 12: Revenues, Carrying, Skier Days, Operation Period 

Revenues mill. € 
 
Carrying mill. € 
 

 
Skier Days in mill. 
 
Operation Period 
(days; thousands) 

http://www.qlient.com/en/pages/Ansatz_2.html
http://www.seilbahnen.at/
http://portal.wko.at/wk/format_detail.wk?angid=1&stid=621545&dstid=329&opennavid=52579
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distribution channel has the effect that in one of the next winter seasons the revenue situation may 

still be improved, and also the advantage that awareness among winter sports enthusiasts for the 

financial risk of alpine recreational accidents is increasing and thus the market pressure on the 

holiday regions in the West of Austria is increasing.  

Accordingly, the awareness-raising campaigns in the Web 2.0 media are being placed in those 

countries with large numbers of holidays in Austria, i.e. Germany, Poland and certain areas in the 

Russian Federation. 

The frequency and adapted iterations of these campaigns are used as required, however with a 

maximum number of repeats and corresponding media dissemination. The customers are 

addressed according to their regional or international location via the appropriate Web 2.0 

platforms. For the priority 1 target destinations in the East of Austria, Lower Austria (LA) and 

Styria, the following breakdowns apply for the summer and winter business (overnight stay 

numbers) for addressing national and international target groups (see appendix figure 23, source: 

www.seilbahnen.at). 

In figure 23 the results of a survey authorized by the Austrian Chamber of Commerce shows three 

categories of interested customers to go skiing in Austria (green: occasional skiers; purple: skiers, 

who at least ski for one day per year; blue: prospective skiers). Considering only the numbers of 

skiers from the purple colored category, the potential is huge with 31.7 million additional skier 

days that could be generated partially in Austria. 

 

 

http://www.seilbahnen.at/
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5.4.4.2. Target destination priority 1- Lower Austria, Styria 

Table 3: Overnight Stays 2009/10, Lower Austria, Styria 

Countries of origin overnight stays  winter 2009/2010 overnight stays summer 2010

Lower AT Styria total Lower AT% Styria% Lower AT Styria total

Total 
( summer & 

wint er)

Total 2.455.253 4.999.539 7.454.792 33% 67% 4.000.061 5.817.375 9.817.436 17.272.228

Austria 1.837.075 2.963.119 4.800.194 38% 62% 2.681.671 3.933.740 6.615.411 11.415.605

Burgenland 64.452 127.345 191.797 88.923 136.016 224.939 416.736

Carinthia 70.025 163.800 233.825 115.833 175.504 291.337 525.162

Lower Austria (LA) 622.872 660.952 1.283.824 49% 51% 833.397 758.321 1.591.718 2.875.542

Upper Austria 195.907 325.768 521.675 38% 62% 312.460 468.442 780.902 1.302.577

Salzburg 66.395 114.315 180.710 113.278 183.721 296.999 477.709

Styria 159.328 750.076 909.404 18% 82% 224.389 970.004 1.194.393 2.103.797

Tyrol 47.874 78.440 126.314 100.875 161.199 262.074 388.388

Vorarlberg 24.011 27.641 51.652 47.593 72.055 119.648 171.300

Vienna 586.211 714.782 1.300.993 45% 55% 844.923 1.008.478 1.853.401 3.154.394

Abroad 618.178 2.036.420 2.654.598 23% 77% 1.318.390 1.883.635 3.202.025 5.856.623

Germany (total) 233.183 935.636 1.168.819 20% 80% 649.296 1.132.559 1.781.855 2.950.674

Bavaria 71.414 230.005 301.419 24% 76% 223.221 326.792 550.013 851.432

Baden Württemberg 25.240 82.063 107.303 24% 76% 71.213 123.004 194.217 301.520

North Rhine-Westphalia 30.241 171.645 201.886 15% 85% 82.105 170.061 252.166 454.052

Central Germany 31.757 155.254 187.011 17% 83% 87.277 159.567 246.844 433.855

Northern Germany 24.708 117.991 142.699 65.492 104.846 170.338 313.037

Eastern Germany 37.764 134.015 171.779 22% 78% 97.258 192.447 289.705 461.484

Berlin 12.059 44.663 56.722 22.730 55.842 78.572 135.294

Europe TOP 10

Hungary 74.524 331.465 405.989 18% 82% 37.870 95.959 133.829 539.818

Czech Republik 33.660 150.663 184.323 18% 82% 44.296 78.566 122.862 307.185

Netherlands 13.915 101.284 115.199 12% 88% 87.879 79.047 166.926 282.125

Belgium 6.233 42.527 48.760 13% 87% 18.247 28.972 47.219 95.979

Poland 24.499 47.983 72.482 34% 66% 42.401 29.447 71.848 144.330

Italy 23.268 41.941 65.209 36% 64% 42.685 73.271 115.956 181.165

United Kingdom 16.771 51.127 67.898 25% 75% 29.449 35.155 64.604 132.502

Slovakia 18.818 53.405 72.223 26% 74% 17.407 18.422 35.829 108.052

Rominia 22.538 16.101 38.639 58% 42% 24.227 15.314 39.541 78.180

Switzerland 16.481 18.956 35.437 47% 53% 46.278 57.416 103.694 139.131

Denmark 2.740 29.463 32.203 9% 91% 9.595 8.975 18.570 50.773

TOP 10 total 253.447 884.915 1.138.362 22% 78% 400.334 520.544 920.878 2.059.240  

(Source: www.statistik.at; also for tables 25, 26, 27 and 28 in appendix)  

 

In general the distribution of the local visitors found in both the federal states analyzed above, 

Lower Austria (LA) and Styria, is one third in Lower Austria and two thirds in Styria. For 

international visitors it can be determined that there is an even clearer distribution in favor of 

Styria, i.e. 77%. The only exception here is visitors from Romania with larger Lower Austria 

shares. 

With respect to insurance cover in the B2C area an increased awareness-raising campaign is 

therefore to be started in these above-mentioned regional federal states and in the international 

countries in the corresponding online media. This statement also applies analogously to the 

summer business, at least in those areas of Lower Austria and Styria with summer business. 

http://www.statistik.at/
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For the B2B business the analysis above represents another important aspect - the proportions of 

the international guests in Lower Austria is 25% in winter, 33% in summer, in Styria 41% in 

winter, 32% in summer, which means that these guests are holidaying with an increased risk in 

the said regions as far as lack of alpine insurance cover is concerned. 

 

5.4.4.3. Target destinations priority 2 – Carinthia, Salzburg (Sbg) 

 

From the total of national and international overnight stays in absolute figures, the winter season 

in terms of overnight stays is four times higher in Salzburg compared with Carinthia (79%). 71% of 

Austrians prefer Salzburg over Carinthia, the main federal states of origin being Vienna and 

Lower Austria. Upper Austria, Styria, Carinthia and Salzburg, follow behind, whereby Upper 

Austria represents the largest relative share of overnight stays in Salzburg (81%). In international 

comparison German guests have a majority of the overnight stays, while among the top 7 

European visitors, the Netherlands is the clear number one with a total of over 1.6 million 

overnight stays and 89% of these are clearly found in Salzburg. Hungary with over 400,000 

overnight stays in total, in the comparison of federal states, forms an exception as the only country 

with a preference for Carinthia with 59% (detailed figures see appendix, table 25). 

In summer business Carinthia lies - in absolute figures with respect to overnight stays - only 

slightly over 10% behind Salzburg. Here too, Vienna and Lower Austria form the main stream of 

visitors - this time with clear advantages for Carinthia. The remaining federal states (analogous to 

the winter season), apart from Salzburg itself, prefer Carinthia as their summer holiday 

destination. In international comparison German guests have a majority of the overnight stays, 

while from the Europe Top 7 the Netherlands again lie in first place with over 1.4 million overnight 

stays in total and, together with Italy as number 2, with a clear preference for Carinthia. With a 

40% preference share, Belgium and Hungary show an additional potential for Carinthia (detailed 

figures see appendix, table 26). 

In both federal states, on the basis of the total number of overnight stays, the proportion of 

international guests lies at 71% - an increased insurance risk compared with Lower Austria and 

Styria. 

For online campaigns, that means clear communication guidelines with respect to target groups 

and country selection for both seasons. 
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5.4.4.4. Target destinations priority 3 - Tyrol, Vorarlberg (Vlbg) 

 

The overnight stays in absolute figures in Tyrol are in general four times higher than in Vorarlberg 

with around 25 million overnight stays in winter and around 17 million overnight stays in 

summer. In the Austria comparison for summer and winter overnight stays, Tyrol occupies the top 

position with a share of 32% in summer and 44% in winter. On average the season-

independent focus on overnight stays lies clearly with Tyrol at slightly above 80% (details see 

appendix, table 27). 

Seen as a whole (see detailed evaluation graph below) the proportion of German guests with over 

50% of all guests is very high, whereas the proportion of Austrian guests in both federal states is 

under 10% in winter and slightly above 10% in summer. In the winter business Germans and 

Dutch make up 66% of all overnight stay figures, in summer it is still 59% (details see appendix, 

table 28). 
 

Table 4: Overnight Stays Distribution, Tyrol, Vorarlberg (Vlbg) 

 

  Winter  Summer 

 Tyrol Vlbg Total Tyrol Vlbg total TOTAL 

Germany proportion of total abroad 55% 68% 57% 57% 67% 59% 58% 

Germany proportion of total 52% 62% 53% 50% 58% 51% 52% 

Top 10 proportion of total abroad 38% 28% 36% 35% 30% 34% 35% 

Top 10 proportion of total 35% 26% 34% 31% 26% 30% 32% 

Netherlands proportion of total abroad 14% 10% 14% 9% 9% 9% 12% 

Netherlands proportion of total 13% 10% 13% 8% 8% 8% 11% 

Austria share of total 7% 9% 7% 12% 14% 13% 9% 
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5.4.4.5. Federal States - Overview of overnight stays 

 

Whereas the destinations with priority 1 (Lower Austria, Styria) only show 13% market share 

in the winter business (see table 5) in the summer business it is already 19% market share 

(see table 6). In Lower Austria even a 100% increase in share of overnight stays is evident 

comparing summer business to winter business. The destinations with priority 2 Salzburg and 

Carinthia have a market share of 30% in winter whereby Salzburg has considerably higher 

shares of 24%. In summer the shares of both federal states are 35% whereby Carinthia has a 

strong seasonal increase and lies at 16% proportion of overnight stays in the Austria comparison. 

In total therefore the destinations with priorities 1 and 2 represent a market share of 43% in 

winter and a market share of 54% in summer. 

 

Table 5: Overnight Stays Winter per Federal State 

Countries of origin

LA Styria Upper Aus. Carinthia Salzburg Tyrol Vlbg SUM

% per federal state 4% 9% 4% 6% 24% 44% 8% 100%

TOTAL overnight stays 2.455.253 4.999.539 2.463.285 3.590.945 13.817.459 25.235.864 4.768.112 57.330.457

AUSTRIA share % 75% 59% 66% 36% 23% 7% 9% 23%

ABROAD % 25% 41% 34% 64% 77% 93% 91% 77%

GERMANY % 9% 19% 18% 25% 39% 52% 62% 42%

Overnight stays winter 2009/2010

 

 

Table 6: Overnight Stays Summer per Federal State 

Countries of origin

LA Styria Upper Aus. Carinthia Salzburg Tyrol Vlbg SUM

% per federal state 8% 11% 8% 16% 19% 32% 6% 100%

TOTAL overnight stays 4.000.061 5.817.375 4.254.336 8.751.190 10.175.166 16.916.410 3.400.878 53.315.416

AUSTRIA share % 67% 68% 57% 38% 26% 12% 14% 33%

ABROAD % 33% 32% 43% 62% 74% 88% 86% 67%

GERMANY % 16% 19% 27% 40% 42% 50% 58% 39%

Overnight stays summer 2010

 

(Source for table 5 and table 6: www.statistik.at) 

http://www.statistik.at/
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5.5. USP - Unique Selling Proposition 

 

5.5.1. Triple-Benefit Positioning 

 

- fair/low price for alpine rescue cover without commitment, but “pay for performance” for 

customers 

- unique handling service (i.e. advance payment and administration even in cases of 

damage claims) 

- Pioneering role in Europe and improved image for federal states (politics), tourism , alpine 

regions and cable car operators 

 

 

5.6. Pricing & Promotion - the offer 

 

Criteria for pricing (for cable car operators): 

- Volumes/season (skiing areas, affiliate partners) 

o   Reduced by complimentary tickets 

o   Reduced by children’s entries (up to age 6 or up to age 10) 

- Structure of offers 

o Day ticket price 

o Season ticket price 

o Half-day ticket price 

o Hourly/unit card price 

- Risk premium or reduction with respect to deployment costs 

o Number of land-based operations  

o Number of helicopter operations 

 Dependent on that, fixed premium insurance partner (fixed 

cost component)  
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5.6.1. Regular offer for tourism regions/skiing regions (B2B) 

Pricing for day ticket in exclusive contract promotional offer: 

- Flat fixed premium insurance partner:     € 0.50 (if intervention rate is 0.08%*) 

- Target profit margin for SAFE-R:      € 0.30 

- Proportion of processing (staff, systems):  € 0.19  

- TOTAL FLAT RATE                                    € 0.99 

 

*0.08% is the average of interventions overall in Austria (i.e. on 1,000.000 skier days there are 800 rescue 

interventions); price for insurance premium is lower, if the intervention rate is lower than 0.08% 

 

In the current practical price scenario above this results in a price band per skier day (first entry) of 

between € 0.85 and € 0.90 taking into account the complimentary tickets and children’s first 

entries (total price reduction), of the half-day, hourly and unit cards with two thirds of the base 

price and 11 first entries for the season ticket.  

 

5.6.2. Promotion offer for tourism regions/skiing regions (B2B) 

Pricing for day ticket in exclusive contract promotional offer: 

- Flat fixed premium insurance partner:     € 0.35 (if intervention rate is 0.04%) 

- Target profit margin for SAFE-R:      € 0.30 

- Proportion of processing (staff, systems):  € 0.05  

- TOTAL FLAT RATE                                    € 0.70 

 

5.6.3. B2C offer for consumers & partners in the affiliate network  

Pricing for day ticket in affiliate-network: 

- Flat fixed premium insurance partner:     € 0.50 

- Target profit margin for SAFE-R:        € 0.30 

- Commission per ticket partners (20%) :       € 0.30 

- Proportion of processing** (staff, systems):      € 0.40 

- TOTAL FLAT RATE                                           € 1.50 

 

**due to more administration in the online business for the relevant processing here there is an estimation of 

a larger proportion to cover administration costs 
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5.7. Break Even Analysis 

 
Table 7: Break Even Data Sheet 

Break Even Analysis

data input in € units

variable 

costs (€)

fixed 

costs (€)

total costs 

(€)

revenues 

(€)

contribution 

margin (€)

price per unit 0,7 75.000 26.250 118.435 144.685 52.500 26.250

fixed costs 118.435 150.000 52.500 118.435 170.935 105.000 52.500

variable costs 0,35 225.000 78.750 118.435 197.185 157.500 78.750

300.000 105.000 118.435 223.435 210.000 105.000

results: 375.000 131.250 118.435 249.685 262.500 131.250

450.000 157.500 118.435 275.935 315.000 157.500

contribution margin 0,35 525.000 183.750 118.435 302.185 367.500 183.750

break even-point 338.386 600.000 210.000 118.435 328.435 420.000 210.000  

 

With a unit price of € 0.7 the break-even point is reached at 338,386 sold SAFE-R packages, 

which will happen in January 2012.  

 

 

Taking into account the total market potential of skier days in Austria which amounts to 

approximately 52,500.000 skier days, the break-even regarding market share is at 0.64%, i.e. 

only 338,386 tickets of potential 52,500.000 SAFE-R tickets are to be sold to reach break-even. 

This KPI underlines the extraordinary potential of this venture. 

Figure 13: Break Even Graph 
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5.8. Revenues from Recoveries 

 

Depending on the customers’ cover arrangements the target is to aim for processing with the 

relevant insurance or credit card companies or the relevant association after presentation of 

invoice by the rescue services. In the case of insurance through SAFE-R (exclusive contract or 

online business) Alpgarant provides up-front services through the insurance partner Donau 

Versicherung and makes claims for recovery from the company notified by the customer. The 

effort for the customer therefore becomes marginal and Alpgarant completes these cases 

completely autonomously on its own responsibility or via an outsourcing partner (profitability and 

efficiency have to be analyzed at a later stage). On average for Austria a recovery rate of about 

40% is assumed (source: Partner Allianz AG, Donau Versicherung). That means that of 100 paid 

operations 40 are reimbursed – totally or partially - by the customer’s insurance company under 

the usual loss-sharing agreement of the insurance business. Of the premiums reimbursed 25% 

remain with Alpgarant and 75% are transferred to Donau Versicherung. This handling scenario 

represents an additional variable revenue share of Alpgarant. 

 

5.9. Distribution channels and partnerships 

 

In practice two distribution channels are aimed for - direct sales as a clear relation to business 

customers, associations and companies with offers for exclusive contracts in the respective 

regions, and indirect sales online via an affiliate partner program to sharpen awareness with 

respect to insurance protection. The latter is targeted in Austria and the surrounding most-visited 

neighboring countries. 

 

5.10. Sales model/sales window 

 

The presales phase symbolizes the preparation phase (research: size of skiing area, number of 

lifts, investment activities, estimate of image, estimate of skier days, intervention rate, research of 

owner, ticket network and tourism structures, etc.) and the scheduling phase up to the first dates, 

offer dates and follow-up dates. 

The final phase “Sales” clearly designates the phase of implementation of results or decisions 

(see detailed overview in figure 24 in appendix). 
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5.11. Sales Plan  
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Table 8: Sales Forecast 2011 - 2014 
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The above presented figures result from contracts with the SeilbahnenbeteiligungsAG of the 

federal state of Lower Austria for the winter season 2011/12 (see table 9). The ski resorts, which 

are already under control of the SeilbahnenbeteiligungsAG, can be found in the last column of 

table 9 with the attribute Lower Austria, the others are under negotiation.  

Table 9: Ski Resorts Lower Austria 

Name of the ski resort Skier days Ownership / Negotiation 

Mönichkirchen 125.000 Lower Austria 

St. Corona 125.000 Lower Austria 

Annaberg 90.000 Lower Austria 

Gemeindealpe Mitterbach 50.000 Lower Austria 

Hochkar 200.000 In negotiation 

Semmering 220.000 In negotiation 

Ötscher 200.000 In negotiation 

 

Alpgarant additionally intensified its sales activities in Styria and is in negotiation with Veitsch, a 

ski resort in Northern Styria, with a volume of about 70,000 skier days. The managing director of 

Veitsch is willing to promote SAFE-R and support Alpgarant’s sales activities to convince his 

neighbored ski resorts of the advantages of SAFE-R. This is an approach in his own interest in 

order not to be the only cable car operator to raise prices for the ski tickets because of SAFE-R. 

The increase of skier days per year by 100% is a quite realistic estimation, as even 

representatives of the National Association of Cable Cars mentioned that once a renowned ski 

resort has a contract with Alpgarant, the rest will have to follow this trend. 

The assumptions given above in the sales forecast (table 8) are based on the estimation and 

positive outlook that due to synergy and pricing effects all ski resorts of Lower Austria will 

introduce the SAFE-R service in the forthcoming winter season. 

. 
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6. Financial Plan 

 

6.1. Value driver and success criteria 

The main driver for Alpgarant’s business model is skier days. A solid volume of skier days is 

primarily necessary to get the approval from the insurance partner regarding insurance policy for a 

certain ski resort and an acceptable purchase price. The purchase price goes alongside with the 

diversification of risk regarding volumes.  

The success criteria can be summarized as follows: 

 Price per skier day according to risk assessment per ski resort 

 Insurance premium according to risk assessment per ski resort 

 Contract obligation of Algarant’s customers 

 Service and loss adjustment procedure (incl. regress) 

For the next winter season from December 2011 till April 2012 the promotion price of € 0.7 for 

Lower Austria and selected ski resorts in Eastern Austria is a crucial factor for the success of 

Alpgarant. A part of the promotion is a discount for customers which will be reimbursed as 

marketing support from Alpgarant to keep the price of € 0.7 stable. With an insurance premium of 

€ 0.35 (variable costs) the contribution margin (unit price minus unit variable cost) in absolute 

figures is € 0.35 or 100%. The net profit margin (net income divided by revenue) is 22.6% for this 

winter season and will increase in the next two years due to low and stable fixed costs.  

 

6.2. Pro forma income statement 

The income statement for the next three years, from 2011 – 2014, is based on the sales forecast 

for the respective years and was planned according to the experience and the current 

opportunities for Alpgarant. 

As the new strategy of the Federal State of Lower Austria is to develop the Eastern alpine regions 

in terms of increasing visitors during winter and summer time, the service of Alpgarant fits 

perfectly into this approach. Furthermore the aim is to make the regions more attractive for 

families and guests from Vienna, where safety is a good and complementary asset for their 

advertising strategy, as Mr. Markus Redl, CEO of the SeilbahnenbeteiligungsAG, and Prof. 

Christoph Madl, Head of Niederösterreich Werbung (Advertising Agency of the Federal State of 

Lower Austria) confirmed. 
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The current plan for 2011/2012 is to get a contract with Lower Austria, which took over several 

cable car operators and is striving to take over even more (see table 9 in the marketing plan).  

The figures in table 9 were taken from managers of the respective ski resorts and underline the 

sales target for 2011/2012. Additionally the Schröcksnadel Group (8 cable car operators in Austria 

with 2 million skier days) are interested in taking Alpgarant’s service, but are waiting how the 

industry is developing regarding “event-based” insurance packages integrated in the lift ticket. 

Generally the whole industry is very cautious regarding the SAFE-R service, but even experts in 

the field of rescue services such as the managing director of ÖAMTC Air Emergency Division, 

Reinhard Kraxner, told Alpgarant to continue with its efforts. His estimation is that once the market 

was entered, a lot of ski resorts will follow and order the SAFE-R service very quickly. 

In the following tables the pro forma income statements for the financial years 2011/2012, 

2012/2013 and 2013/2014 are presented (see tables 10 – 12). 
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Table 10: Income Statement 2011/12 

S
U

M

Y
E

A
R

 2
0
1
1
/2

0
1
2

M
a
y

J
u

n
e

J
u

ly
A

u
g

u
s
t

S
e

p
te

m
b

e
r

O
c
to

b
e

r
N

o
v

e
m

b
e

r
D

e
c
e

m
b

e
r

J
a
n

n
u

a
ry

F
e

b
ru

a
ry

M
a
rc

h
A

p
ri

l

R
e
v
e
n

u
e
s

1

S
a
le

s
 &

 r
e

g
re

s
s
 r

e
v

e
n

u
e

s

R
e
ve

n
u
e
s
 w

in
te

r
7
0
0
.0

0
0
,0

0
-

 
  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

7
0
.0

0
0
 

  
  

1
7
5
.0

0
0
 

  
2
8
0
.0

0
0
 

  
1
0
5
.0

0
0
 

  
7
0
.0

0
0
 

  
  

R
e
ve

n
u
e
s
 r

e
g
re

s
s
 w

in
te

r
2
4
.8

0
0
,0

0
-

 
  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

2
.4

8
0
 

  
  
  

6
.2

0
0
 

  
  
  

9
.9

2
0
 

  
  
  

3
.7

2
0
 

  
  
  

2
.4

8
0
 

  
  
  

R
e
ve

n
u
e
s
 s

u
m

m
e
r

0
,0

0
-

 
  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

R
e
ve

n
u
e
s
 r

e
g
re

s
s
 s

u
m

m
e
r

0
,0

0
-

 
  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

D
is

c
o
u
n
ts

 f
o
r 

c
u
s
to

m
e
rs

 2
-3

5
.0

0
0
,0

0
-

 
  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

3
.5

0
0
 

- 
  
  
 

8
.7

5
0
 

- 
  
  
 

1
4
.0

0
0
 

- 
  
 

5
.2

5
0
 

- 
  
  
 

3
.5

0
0
 

- 
  
  
 

O
th

e
r 

d
is

c
o

u
n

ts

S
u
p
p
lie

r 
d
is

c
o
u
n
ts

T
o

ta
l 
R

e
v

e
n

u
e

s
6
8
9
.8

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
6
8
.9

8
0
,0

0
1
7
2
.4

5
0
,0

0
2
7
5
.9

2
0
,0

0
1
0
3
.4

7
0
,0

0
6
8
.9

8
0
,0

0

O
p

e
ra

ti
n

g
 E

x
p

e
n

s
e
s

 3

In
s
u
ra

n
c
e
 p

re
m

iu
m

 4
3
5
0
.0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
3
5
.0

0
0
,0

0
8
7
.5

0
0
,0

0
1
4
0
.0

0
0
,0

0
5
2
.5

0
0
,0

0
3
5
.0

0
0
,0

0

S
a
le

s
 c

o
m

m
is

s
io

n
 5

2
6
.1

0
0
,0

0
2
6
.1

0
0
,0

0

A
d
ve

rt
is

in
g

3
.6

0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0

IT
-h

o
s
tin

g
 &

 m
a
in

ta
in

a
n
c
e

3
.6

0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0

L
ic

e
n
c
e
 f
e
e
s
 C

R
M

1
.9

8
0
,0

0
1
.9

8
0
,0

0

R
e
n
t

4
.8

0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0
4
0
0
,0

0

O
ff
ic

e
 e

xp
e
n
s
e
s

3
.4

8
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0
2
9
0
,0

0

T
ra

ve
lli

n
g
 c

o
s
ts

1
9
.2

4
0
,0

0
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3
1
.6

0
3
,3

3

P
e

rs
o

n
e

ll
 e

x
p

e
n

s
e

s
 6

S
a
la

ri
e
s
 a

n
d
 w

a
g
e
s

4
8
.5

5
5
,0

0
2
.6

9
7
,5

0
2
.6

9
7
,5

0
2
.6

9
7
,5

0
2
.6

9
7
,5

0
2
.6

9
7
,5

0
2
.6

9
7
,5

0
5
.3

9
5
,0

0
5
.3

9
5
,0

0
5
.3

9
5
,0

0
5
.3

9
5
,0

0
5
.3

9
5
,0

0
5
.3

9
5
,0

0

D
e

p
re

c
ia

ti
o

n
4
1
.7

5
4
,6

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
4
1
.7

5
4
,6

0

O
th

e
r 

o
p

e
ra

ti
n

g
 e

x
p

e
n

s
e

s

F
e
e
s
 (

o
th

e
r)

4
8
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0
4
0
,0

0

L
e
g
a
l a

d
vi

c
e

3
.6

0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0
3
0
0
,0

0

O
th

e
r 

c
o
s
ts

3
.0

0
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0
2
5
0
,0

0

E
B

IT
1
7
9
.6

1
0
,4

0
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-8

.8
7
8
,3

3
2
5
.1

0
1
,6

7
7
6
.0

7
1
,6

7
1
2
7
.0

4
1
,6

7
4
0
.1

1
1
,6

7
-4

2
.7

5
2
,9

3

F
in

a
n

c
ia

l 
re

s
u

lt
 7

-2
2
.0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
-2

2
.0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0
0
,0

0

In
te

re
s
t 
a
n
d
 o

th
e
r 

fi
n
a
n
c
ia

l e
x
p
e
n
s
e
s

-2
2
.0

0
0
,0

0

R
e

v
e

n
u

e
 f

ro
m

 o
rd

in
a
ry

 a
c
ti

v
it

ie
s

1
5
7
.6

1
0
,4

0
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-6

.1
8
0
,8

3
-8

.8
7
8
,3

3
3
.1

0
1
,6

7
7
6
.0

7
1
,6

7
1
2
7
.0

4
1
,6

7
4
0
.1

1
1
,6

7
-4

2
.7

5
2
,9

3

In
c
o

m
e

 T
a
x
e

s
1
.7

5
0
,0

0
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3
1
4
5
,8

3

A
n

n
u

a
l 
p

ro
fi

t/
lo

s
s

1
5
5
.8

6
0
,4

0
-6

.3
2
6
,6

7
-6

.3
2
6
,6

7
-6

.3
2
6
,6

7
-6

.3
2
6
,6

7
-6

.3
2
6
,6

7
-6

.3
2
6
,6

7
-9

.0
2
4
,1

7
2
.9

5
5
,8

3
7
5
.9

2
5
,8

3
1
2
6
.8

9
5
,8

3
3
9
.9

6
5
,8

3
-4

2
.8

9
8
,7

7

R
O

I 
(r

e
tu

rn
 o

n
 in

ve
s
tm

e
n
t)

 8
1
.1

0
0
.0

0
0
,0

0
1
4
,1

7
%

N
e

t 
p

ro
fi

t 
m

a
rg

in
 9

2
2
,6

0
%

2
0
1
1
/1

2
In

c
o

m
e

 S
ta

te
m

e
n
t

 



Business Plan    

 

   

   
Helmut Stagl             65 

Table 11: Income Statement 2012/13 
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Table 12: Income Statement 2013/14 
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(1) Revenues: according to the planned skier days in the sales forecast (see table 8 in the 

marketing plan) multiplied with an average price of € 0.7; distribution of skier days per 

month of the season included (see table 13 below); October and November are not 

assigned to any season, hence, no revenue is planned for those two months. 

Table 13: Sales Distribution 

 

 

(2) Discounts for customers: due to a difficult market entry an additional discount was planned 

with 5% of the revenue, which is € 0.035 per sold SAFE-R package. 

(3) Operating expenses: the most common expenses after the restructuring of Alpgarant are 

very low, this holds true for advertising, IT-hosting and maintenance, license fees CRM, 

rent (office), office expenses. Travelling across Austria incl. overnight stays (i.e. 50 

overnight stays at € 80 for accommodation and 100 travelling days at € 26.4 daily 

allowance)  was planned with average driven kilometers of 30.000 per year (i.e. avg. 1050 

kilometers per month), where kilometer allowance is € 0.42 per kilometer. Insurance 

premium and sales commission are explained as follows. 

(4) Insurance premium: this premium as the variable cost driver for Alpgarant is € 0.35 for 

2011/12; € 0.375 for 2012/13 and € 0.4 for 2013/14. The increase is assumed due to the 

acquisition of bigger ski resorts in Western Austria, where the accident risk is higher due to 

steeper slopes, more traffic among skiers and more alcohol consumption.  

(5) Sales commission: the commission is divided into two parts (i.e. 3% commission of the 

revenue in the first year and 2% follow up commission in the second year) and totals 5% of 

the revenues. This commission quota had to be chosen as Alpgarant could not offer a 

regular salary to the sales manager, DI Martin Sellner. The sales targets are divided in 

three categories (i.e. sales target, price target and contract obligation target). Each 

category has its own weighting according to the importance of reaching a certain goal. The 

only values that change for the following last planning period are the increasing sales 

targets (i.e. 2013/14: sales target 1 is € 6,000.000, target 2 is € 4,000.000 and target 3 is  

€ 2,000.000). A calculation of the sales commission according to the weighting of values 

per category is presented in table 14.  
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Table 14: Model Sales Commission 

Model Sales NEW

YEAR 2011/12

season winter weighting summer weighting

revenue in € 50% value 50% value

sales target 1 >1.000.000 100% 0,5 >750.000 100% 0,5

sales target 2 >750.000 40% 0,2 >500.000 40% 0,2

sales target 3 >500.000 20% 0,1 >250.000 20% 0,1

price in € 30% value 30% value

price target 1 0,9 -1 100% 0,3 0,8 - 0,9 100% 0,3

price target 2 0,8 - 0,89 50% 0,15 0,7 - 0,79 50% 0,15

price target 3 0,70 - 0,79 15% 0,05 0,6 - 0,69 15% 0,05

contract obligation 20% value 20% value

target 1 3+ seasons 100% 0,2 100% 0,2

target 2 2-3 seasons 80% 0,16 80% 0,16

target 3 1 season 5% 0,01 5% 0,01

analogous 

winter
 

YEAR 2012/13

season winter weighting summer weighting

revenue in € 50% value 50% value

sales target 1 >5.000.000 100% 0,5 >4.000.000 100% 0,5

sales target 2 >2.500.000 40% 0,2 >2.500.000 40% 0,2

sales target 3 >1.000.000 20% 0,1 >1.250.000 20% 0,1

price in € 30% value 30% value

price target 1 0,9 -1 100% 0,3 0,8 - 0,9 100% 0,3

price target 2 0,8 - 0,89 50% 0,15 0,7 - 0,79 50% 0,15

price target 3 0,70 - 0,79 15% 0,05 0,6 - 0,69 15% 0,05

contract obligation 20% value 20% value

target 1 3+ seasons 100% 0,2 100% 0,2

target 2 2-3 seasons 80% 0,16 80% 0,16

target 3 1 season 5% 0,01 5% 0,01

analogous 

winter
 

commission 3% 0,03                 

follow-up commission (year 2) 2% 0,02                 

SUM 5% 0,05                  

 

The accurate calculation of the sales commission for calculations in the income statements can be 

found in the appendix in table 27.  

Model Sales Commission 
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Silent partner KABAG

figures in €

Total capital 200.000,00

Interests 10% p.a.

Silent partner 200.000,00

Agio 20.000,00

Total 220.000,00

Interest per 31.12.2011 22.000,00

Payments per 30.06.2012 22.000,00

per 30.06.2013 17.600,00

per 30.06.2014 13.200,00

per 30.06.2015 8.800,00

per 30.04.2016 4.400,00

Liquidation per 30.04.2012 44.000,00

per 30.04.2013 44.000,00

per 30.04.2014 44.000,00

per 30.04.2015 44.000,00

per 30.04.2016 44.000,00

Total 220.000,00

(6) Financial results: the interests for the silent partner KABAG as determined in the contract 

with Alpgarant account for € 22.000 per year over a period of five years. The liquidation 

plan is presented below in table 15. 

 

Table 15: Liquidation Plan KABAG 

 

(7) Personnel expenses: until December 2011 only Günter Unger as managing director will 

receive a regular salary, while Helmut Stagl will start receiving a salary from November 

2011 on, one month before the operations will start. The salary for both persons are equal, 

i.e. € 2,697.50 per person (incl. € 197.50 ancillary wage costs). A third person will be hired 

in November 2013 as the operational cases will increase according to the increasing skier 

days and the estimated accident ratio (see FTE planning for further details in operational 

plan). 

(8) The ROI (i.e. annual profit/loss divided by total equity capital) is 14.17% in the first year, 

58.25% in the second year and 166.58% in the third year.  

(9) Net profit margin: net income divided by revenues accounts for 22.6% in the first year, 

37.7% in the second year and 46.1% in year three. 
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6.3. Cash flow projections 

 

The cash flows for the financial years 2011 – 2014 show a clear picture regarding the difficult 

market entry in 2011. Without additional equity funding due to missing operating income of the 

summer season, but substantial back payments which result from debts (in total € 224.000 of 

which only 40% have to be paid in installments till April 2012 as can be seen in the cash flow 

projections in the line working capital changes) from the last three years, the venture could not 

survive. The contract with the SeilbahnenbeteiligungsAG in Lower Austria and one contract in 

Styria will justify another round of raising equity capital at an amount of € 80,000 in August 2011. 

Once Alpgarant succeeds in entering the market the industry will follow as the price argument that 

exists now is only a spurious argument. 

(1) Re-investment ratio: Alpgarant requires an excessive amount of working capital and fixed 

assets in order to stay in business and this is why the re-investment ratio (i.e. percentage of 

depreciation for new investments to measure the increase or decrease of fixed assets) was 

chosen to derive investments. Due to only relatively small values of Alpgarant’s fixed assets 

such as office equipment, furniture and IT-hardware, the re-investment ratio, even when 

increasing, is not an accurate KPI (key performance indicator) for measuring Alpgarant’s 

company value, but is in the current cash flow projection a necessary figure to derive 

investments.   

(2) Investments: in the calculation as proportion (i.e. re-investment ratio) of the depreciation; the 

sale of company furniture for € 27,500 (sale of assets) in May 2011 were fully spent for paying 

two invoices of € 29,800 (working capital changes).  

(3) Cash from investors: with the first contract or even letter of intent (either from the 

SeilbahnenbeteiligungsAG of Lower Austria or a ski resort from Styria) the associate, Andreas 

Grabner, could invest another € 80,000. As the equity capital is needed in any case to keep 

the venture going other scenarios of attracting new investors are developed in order to get the 

needed money. 

(4) Cash out: according to the liquidation of the capital from KABAG (see table 15). 
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Table 16: Cash Flow 2011/12 
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Table 17: Cash Flow 2012/13 
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Table 18: Cash Flow 2013/14 
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7. Operations Plan 

 

 
 

7.1. Process Overview 

 

Alpgarant markets primarily the product SAFE-R through direct sales and will use at a later stage 

as complementary strategy affiliate networks to sharpen the awareness of private customers 

through online presence. 

Considering the processing part the provided service is most important, hence the explanations 

are focused on the claims processing. 

 Legend: 

 

OOO – SALES OOO – SERVICE (After Sales, Operations)  OOO – FINANCE 

 

Pre-Sales/SALES 

 

1) Research and preparation 

2) Scheduling negotiation meetings (telephone, personally, email) 

3) First contact (product presentation and data collection, evaluation of decision 

structure/ownership structure)  

4) Tender preparation 

5) Second contact: presentation/discussion of the tender 

6) Third contact: Clarification of details 

7) Fourth contact: decision (go/no go) 
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Online Pre-Sales/SALES 

 

1) Evaluation of partner(s) 

2) Scheduling and execution of negotiation meetings 

3) Tender preparation and presentation  

4) Partner selection (criteria: visibility, usability, page hits, backlinks, etc.) 

5) Partner is selected: supply of SAFE-R online platform for partner and customers 

6) For customers:  

a. Online registration (full name, birth date, address, phone number)  

b. Email-validation 

c. Acceptance of GTC (General Terms and Conditions for SAFE-R) 

d. Purchasing the SAFE-R package for a certain time period 

e. Confirmation of purchase (print version on platform; email confirmation)  

 

Claims processing resulting from direct sales  

 

1) Notification of rescue costs through rescue service (rescue service of ski resort, Mountain 

Rescue, air emergency) to Alpgarant Operation Office 

2) Collection and evaluation of data of rescued person(s)  

3) Invoice and personal data of rescued person (form) to Alpgarant 

4) Alpgarant:  creation of a „claim case“ 

a. Data check (ticket number and date, personal data of victim, accident description, 

location, NACA score1, claim to damages yes/no) 

b. Data input to CRM-system 

c. Back checking with rescue services, if needed 

5) Accept/reject invoice (process end in case of rejection or complaint) 

6) Payment of invoice if accepted from account of insurer  process end 

7) If point 4a contains a claim to damages: 

a. Back checking with rescued person to verify data of insurance 

b. Contact insurance 

                                                 
1
 NACA score is a so-called scoring system of the severity in cases of medical emergencies such as 

injuries, diseases or poisonings. It was developed from the National Advisory Committee for Aeronautics for 
accidents in aviation. 
Source: http://en.wikipedia.org/wiki/NACA_score 
 

http://en.wikipedia.org/wiki/NACA_score
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c. Agreement of payment between Alpgarant and other insurance (knock-for-knock) 

d. Monitoring transaction 

e. Division of payment from other insurance between Alpgarant (keeps 25%) and 

Donau Versicherung (keeps 75%) 

The detailed flow chart can be found in appendix, figure 25). 

Claims processing resulting from indirect sales (online) 

 

The only difference compared to claims processing resulting from direct sales (B2B) is that 

customers themselves send all the documents which they receive from the rescue service 

including the invoice to Alpgarant. 

 

Invoicing with direct partners (B2B)   

 

1) First entries (i.e. skier days) as an entity for invoicing are regularly collected by the partner 

(i.e. in 95% of the cases via the electronic access service of Skidata AG)  

2) On a daily or weekly base the billed amount is transferred to Alpgarant  

3) Invoice processing is monitored and checked by Alpgarant 

a. Correction in case of failures 

b. Clarification in case of ambiguity 

c. End of process, if transaction was approved 

4) Final accounting per month, per quarter, per season and per financial year (e.g. May 2011 

– April 2012) 

  

The invoicing with affiliate partners is planned to be done monthly according to the sold SAFE-R 

packages on his portal, where his commission is 20% of the SAFE-R package.  

 

Invoicing with insurance partner (Donau Versicherung) 

 

1) According to the agreement with Donau Versicherung the premium outlay of the SAFE-R 

package is transferred to their account.  
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7.2. Interventions  

 
Table 19: Calculation of Cases 

Intervention Quota 2011/2012 Sales Forecast

winter working days per month 22 working days per month 88

1.000.000 skier days 1.000.000,00 skier days month Dec Jan Feb March Apr days

400 interventions 400 interventions days 15 31 28 31 10 115

0,04% intervention quota 4,55 cases/day %interventions 10% 30% 40% 18% 2% 100%

cases/month 40 120 160 72 8 400

summer working days per month 22 working days per mont 110

1.000.000 summer days 0 summer days May June July Aug Sep days

100 interventions 0 interventions 31 30 31 31 15 138

0,01% intervention quota 0,00 cases/day

Intervention Quota 2012/2013 Sales Forecast

winter working days per month 22 working days per month 88

1.000.000 skier days 2.000.000,00 skier days month Dec Jan Feb March Apr days

600 interventions 1200 interventions days 15 31 28 31 0 105

0,06% intervention quota 13,64 cases/day %interventions 10% 30% 40% 18% 2% 100%

cases/month 120 360 480 216 24 1200

summer working days per month 22 working days per month 110

1.000.000 summer days 250.000,00 summer days May June July Aug Sep days

150 interventions 37,5 interventions 31 30 31 31 15 138

0,02% intervention quota 0,34 cases/day

Intervention Quota 2013/2014 Sales Forecast

winter working days per month 22 working days per month 88

1.000.000 skier days 4.000.000,00 skier days month Dec Jan Feb March Apr days

750 interventions 3000 interventions days 15 31 28 31 0 105

0,08% intervention quota 34,09 cases/day %interventions 10% 30% 40% 18% 2% 100%

cases/month 300 900 1200 540 60 3000

summer working days per month 22 working days per month 110

1.000.000 summer days 500.000,00 summer days May June July Aug Sep days

200 interventions 100 interventions 31 30 31 31 15 138

0,02% intervention quota 0,91 cases/day

Overview cases (processing claims) 2011 - 2014

 
(Figures case forecast, calculation by H. Stagl) 

 

The intervention quota (see table 19, figures in the left column) determines the percentage of 

average rescue activities for a certain region based on the collected data from all rescue services 

and the insurer in the respective region. The Austrian average intervention quota lies with 0.08% 

above the average of Lower Austria, which is only 0.04%. This holds true as the Eastern ski 

resorts of Austria are mostly visited by families with children, where the slopes are not too steep 

and where the après ski parties are not so popular with the guests.  

With a quota in winter season 2011/2012 the total number of interventions accounts for 400. On 

average this will be about 5 cases per day (i.e. per month there are 22 working days on average 

and for the season this means 88 working days; 400 cases divided by 88 working days) for 

Alpgarant to be created, checked and approved. Due to different distributions of skier days for the 

winter season, i.e. months from December to April, the peak with 40% of interventions (i.e. 160 
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interventions) can be found in February. The calculation for the winter seasons 2012/2013 and 

2013/2014 was done analogously.  

The intervention quota in the summer season is quite low although increasing due to the fact that 

more and more untrained people go hiking in the mountains and often suffer from cardiovascular 

disorders. The summer season lasts longer with 138 season days in total, but the cases per day 

can be neglected due to a low intervention quota. 

Generally Alpgarant assumed a slight increase of the intervention quota as more and more ski 

resorts from Western Austria will join. 

 

7.3. Labor Costs  

 

The following model based on average case figures describes how much effective time per case 

and accumulated per year is necessary to handle such a liability case including recourse. 

Table 20: Model Labor Costs 

labor (in minutes) best case worst case average attempts max.

CASE creation 6 10 8 1

Data Check 2 2 1

Input Data 2 2 1

Back Checking (phone) 2 6 3

Approval Payment 2 2 2 1

Check Invoice/Accident Form 1 1 1

Final Approval 1 1 1

Recourse Case 8 20 14 1

Contact Insurance Company 2 10 5

Back Checking Customer 2 6 3

Agreement Payment Appointment 2 2 1

Payment & Receipt Payment 2 2 1

Labor Costs according to Sales Forecast and Intervention Quota

min. hours work days SUM YEAR

winter 2011/2012 6.240,00 104,00 14,86

summer 2011/2012 0,00 0,00 0,00 14,86

winter 2012/2013 18.720,00 312,00 44,57

summer 2012/2013 585,00 9,75 1,39 45,96

winter 2013/2014 46.800,00 780,00 111,43

summer 2013/2014 1.560,00 26,00 3,71 115,14

Modell Labor Costs

 
(Model by H. Stagl) 
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The information on the minutes needed was taken by Alexander Bauer (former CEO). Table 20 

describes an average duration per case (claims processing) in minutes to get an average case 

duration, i.e. 10 minutes per case, if no recourse is possible, and 24 minutes, if a recourse with 

another insurance company of the customer is possible.  

Considering that the recourse quota is 40% (source: Allianz AG, Donau Versicherung), the work 

days needed to complete all the cases can be seen under column work days. This means that in 

the third winter season, when 4 million skier days are reached, additional employees will be 

needed.  

The next table “FTE need per month” (see table 21) shows the need of FTE (full-time equivalent) 

according to the different distribution of skier days and interventions (as seen in the table 19) per 

month on average. 

The need for employees as proven is will arise in the winter season 2013/2014, when on average 

1.4 FTE is needed. 
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Table 21: Average FTE Need per Month (2011-2014) 

Labor hours (without consideration of throughput time)

2011/12 productive working hours per day 6 SUM hours/FTE 132

winter Dec Jan Feb March Apr days

season days 15 31 28 31 10 115

min per day 89,14 85,09 113,45 51,05 5,67

hours per day 1,49 1,42 1,89 0,85 0,09

FTE per day 0,25 0,24 0,32 0,14 0,02

hours per month 10,40 31,20 41,60 18,72 2,08

FTE/month 0,25 0,24 0,32 0,14 0,02

SUM hours/FTE 132

summer May June July Aug Sep days

season days 31 30 31 31 15 138

min per day 0,00 0,00 0,00 0,00 0,00

hours per day 0,00 0,00 0,00 0,00 0,00

FTE per day 0,00 0,00 0,00 0,00 0,00

hours per month 0,00 0,00 0,00 0,00 0,00

FTE/month 0,00 0,00 0,00 0,00 0,00

Labor hours (without consideration of throughput time)

2012/13 productive working hours per day 6 SUM hours/FTE 132

winter Dec Jan Feb March Apr days

season days 15 31 28 31 10 115

min per day 267,43 255,27 340,36 153,16 17,02

hours per day 4,46 4,25 5,67 2,55 0,28

FTE per day 0,74 0,71 0,95 0,43 0,05

hours per month 31,20 93,60 124,80 56,16 6,24

FTE/month 0,74 0,71 0,95 0,43 0,05

SUM hours/FTE 132

summer May June July Aug Sep days

season days 31 30 31 31 15 138

min per day 3,99 5,32 6,65 6,65 3,99

hours per day 0,07 0,09 0,11 0,11 0,07

FTE per day 0,01 0,01 0,02 0,02 0,01

hours per month 0,47 1,95 2,44 2,44 1,46

FTE/month 0,01 0,01 0,02 0,02 0,01

Labor hours (without consideration of throughput time)

2013/14 productive working hours per day 6 SUM hours/FTE 132

winter Dec Jan Feb March Apr days

season days 15 31 28 31 10 115

min per day 668,57 638,18 850,91 382,91 42,55

hours per day 11,14 10,64 14,18 6,38 0,71

FTE per day 1,86 1,77 2,36 1,06 0,12

hours per month 78,00 234,00 312,00 140,40 15,60

FTE/month 1,86 1,77 2,36 1,06 0,12

SUM hours/FTE 132

summer May June July Aug Sep days

season days 31 30 31 31 15 138

min per day 10,64 14,18 17,73 17,73 10,64

hours per day 0,18 0,24 0,30 0,30 0,18

FTE per day 0,03 0,04 0,05 0,05 0,03

hours per month 1,24 5,20 6,50 6,50 3,90

FTE/month 0,03 0,04 0,05 0,05 0,03  

(Calculation model by H. Stagl) 
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7.4. Systems & Infrastructure 

Alpgarant has nearly all its systems outsourced to an IT-provider called IT-Park,  

www.it-park.at. This provider was selected due to bootstrapping needs and the fact that the owner 

and managing director is the brother in law of Günter Unger, the managing director of Alpgarant. 

With this provider no costs are charged, which helps Alpgarant in its current situation. 

The only costs that arise are the license fees for three unique users for the CRM system, which 

was customized by KINAMU, an IT company, which is specialized in the field of SugarCRM 

solutions and was a spin off from SAP. SugarCRM is a software company based in Cupertino, 

California. They produce the web application Sugar, also known as SugarCRM, which is a 

customer relationship management (CRM) system that is available in both open source and 

proprietary, non-free versions. 

Figure 14: Login Screen SugarCRM Alpgarant 

 

 

Sugar's functionality includes sales-force automation, marketing campaigns, customer support, 

collaboration and reporting.  

In the screenshot below you can see the user interface for case management. 

 

http://www.it-park.at/
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The license fee per unique user accounts for € 660 per year, the cost for telephone and internet 

access amounts to € 1,440 per year and the cost for mobile telephony is € 660 per year. 

Figure 15: Screenshot Case Management SugarCRM 
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8. Risk Assessment 

 

 
       

 

 
Feeling secure – 

 We are SAFE-R! 

 

8.1. Market risk 

 

The current market risk is the market entry without considering the field trial on Riesneralm in 

Styria. Although the product SAFE-R with its performance parameters represents an important 

economic contribution for skiers, alpine sportsmen and rescue services, the current B2B 

customers, i.e. the owners of cable cars and slopes, are the biggest potential risk drivers.  

The product criteria of SAFE-R for clear differentiation support only image values and emotional 

values (i.e. security) at the moment, but cannot guarantee an increase of revenues and profits for 

B2B customers. Additionally there is no legal obligation for the owners of cable cars and slopes to 

ensure financial safety for their customers. Therefore especially in the Western regions of Austria 

(i.e. Salzburg, Tyrol, and Vorarlberg) a further increase of the lift ticket price to integrate SAFE-R 

in the lift ticket is quite difficult, as the managers of cable car operators from these regions argue. 

If there are no dramatic drop outs of rescue services or if there are no political directives to 

introduce such a product like SAFE-R, the market entry is difficult in Western Austria. High 

revenues and profits from skier days in Western Austria add extra momentum to the overcautious 

The mountains are 

always a risk! 
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attitude when it comes to utilizing an event-based coverage from a monopolistic company like 

Alpgarant that is trying to enter the market. 

To a large extent the risk is minimized by the new strategic direction that focuses on conquering 

Austria by rolling out direct sales initiatives from Eastern Austria. Additionally Alpgarant uses Web 

2.0 campaigns to raise awareness among private customers. 

Since mid of June 2011 the new direct sales manager, DI Martin Sellner, concentrates on Eastern 

Austria with target areas of highest priority in Lower Austria and Styria. Furthermore, Western 

skiing areas that positively perceive the product (e.g. Jungholz) are being contacted as well to 

induce a positive decision for Alpgarant for the coming winter season of 2011. Another potential, 

partly evaluated in initial talks and deemed positive, are year-round offers for tourism associations. 

The complementary strategy of increasing awareness via Web 2.0 media with the later goal of 

setting up indirect sales further minimizes the risk on the longer term. This approach mainly 

addresses cost awareness and therefore promotes all areas with direct contracts as well. End 

customers can be directly contacted during or after awareness rising via low priced Web 2.0 

campaigns and buy Alpgarant’s solution, namely SAFE-R, online from one of the affiliate partners. 

To summarize, this means that the risk can be slightly minimized by the split between direct and 

indirect sales in the future. Furthermore indirect sales directly targets private customers for either 

raising awareness or offering buying options in the future. The concentration on Eastern Austria 

via direct sales reduces the risk for sole winter business as these areas have a strong summer 

business as well (see marketing plan). 

This fact further increases a season independent stable cash flow generation and therefore 

liquidity. 
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8.2. Liquidity risk 

 

Alpgarant’s liquidity risk basically consists of 3 parts being dependent on each other to a certain 

extent under the presumption that the necessary equity capital is provided (see financial plan, 

cash flow, cash from investors). In case the financing is not assured, it would resemble a further 

risk potential. 

 

 

 

 

As mentioned before the most important element is the full financing of 2011 till winter season. 

Bearing in mind that Alpgarant will most probably not generate any revenue from May through 

November requires a clearly specified funding.  

In order not to increase the risk of illiquidity, fixed costs shall be kept to a minimum. Minimizing 

this particular risk was assessed medium, although the current plan does not foresee any 

personnel costs, investments or costs for fairs. The complementary strategy, made up by 

investment costs (online platform) and insignificant advertising expenses for the internet 

appearance in the affiliate network of a partner, will amount to a minor sum (€ 10,000). 

The risk of liquidity can be reduced drastically once the first contract with a renowned cable car 

operator has been signed. This would be a clear sign to investors that the market risk was 

eliminated. 

The biggest operative liquidity risk is the absence of revenue from direct sales. Without regular 

sales revenues the operating cash flow will fail completely and Alpgarant will need further equity 

capital being able to go about winter season 2011/2012. Furthermore, the equity to a substantial 

Sales revenues Debts 

Fixed costs 
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part needs to be provided for the out of court debt relief amounting to € 120,256.44 until 

30.04.2012.  

  

This risk is being classified as medium to high by Alpgarant – despite the new sales focus on 

Eastern Austria where alpine tourism regions are not exposed to the pressure of fellow colleagues 

from Western Austria and the generally lower ticket prices and a more positive attitude on passing 

on additional costs to the end customer. Previous talks show that another risk lies in the 

conclusion of a contract in case Alpgarant has not carefully researched the ownership/decision-

making structure and therefore has negotiated with the wrong parties. This risk will be reduced in 

the future as Alpgarant will insist on meeting with decision-makers only. A weekly reporting serves 

as monitoring basis about number of meetings and the outcome of those in order to plan next 

steps (like adjusting the offer, additional efforts and adapting basic sales measures). This 

monitoring of sales activities in numbers is performance statement and outcome statement alike 

and can be aggregated up to a monthly level. 

In addition Alpgarant will do a credit check for respective contractual partners to avoid the risk of 

loss of accounts receivables and thus minimize consequences of financial harm. 

Once first customer contracts become active an appropriate monitoring for receipts of payment 

will be set up and a claims management activated according to the contractual agreement. This 

monitoring system will help maintain liquidity. 

In order to assure price elasticity for the market entry in Eastern Austria and to increase liquidity 

and profitability later on it was agreed that upon its first successes in this region the pricing of 

variable costs will be on a diminishing scale. This can be explained by the on average lower 

frequency of accidents in lower Austria and Styria compared to Tyrol. 

 

8.3. Investment risk 

 

The investment risk is seen as low for the three years to come. Only in case of extreme growth 

investments into infrastructure (office, computers, printers, scanners, screens, telephone 

switchboard) and systems (workflow adjustments in CRM system, direct gate of rescue services to 

CRM system, customer portal for claims settlement etc.) need to be done. 

Mentioned investments will also have an impact on the fixed costs (like employees, rent, 

telephone and internet costs, CRM licenses etc.).  
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For the complementary strategy at a later stage – purchase agreement of own database with 

direct link to micro-payment institute – the investment sum is estimated relatively low and will vary 

between € 5.000 and € 8.000. 

 

8.4. Organizational risk 

 

The organizational risk currently mainly affects the management (Günter Unger and Helmut Stagl) 

and its power of endurance. Should the conclusions of contracts be further delayed or should 

additional equity capital fail to appear means of existence – in the form a salary – would cease to 

exist. This risk is medium to low as both gentlemen strongly believe in the success coming from 

the strategy in Eastern Austria.  

Another organizational risk is given in the case of a liquidity crisis. Such an instance could lead to 

a situation where the role of manager cannot be executed anymore. 

Other organizational risks (qualified personnel, organic growth, location, minority interest) are 

connected to rapid growth. This scenario can happen once the market entry has been successful 

with a renowned skiing area which then leads to a domino effect. Another possibility for spiraling 

growth would be the conclusion of a contract of a public liability product with South Tyrol (this 

would amount to approximately 10 million skier days). 

 

8.5. Competitive risk 

 

Competitive risk is currently perceived is rather low as classic insurers do not consider event 

based insurance together with its administrative effort as their core business. Risks of low 

probability are some of the skiing regions in Tyrol and Vorarlberg that aspire an independent 

rescue fund solution of their own for unpaid cases of hardship. In their model they envision to 

cover unaffordable cases of hardship out of their own fund. Rough estimations out of personal 

conversations constitute that only a small percentage of the rescue flight missions with average 

costs of about € 3,000 can be covered by them. This requires though that all parties, tourism 

associations, committee colleagues and owners of ski-lifts, need to pay into the fund. This case 

does neither cover land-based rescue services nor does it cover the costs for all rescue flight 

missions for customers. 
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The competitive risk of the growing number of smart-phones with internet access and 

corresponding passion for applications can turn into a major risk during the next two - three years. 

Competitors with poor means and low prices could penetrate the market (even internationally) 

especially in case they have an insurer as partner carrying the relatively high risk of having only a 

low risk spreading, if the volumes of sold insurance packages via applications are low.  

In its thoughts about strategy Alpgarant considered this variation and therefore wants to offer a 

smart-phone application as part of its complementary strategy once it can finance such an 

investment out of its own cash flow. 

 

8.6. Restriction 

 

The market and financial analysis are based on the forecasts from the sales plan for the next 

three years due to the strategy change from January 2011. Because of an enormous bargaining 

power of cable car operators in the West of Austria Alpgarant shifted its sales activities to the East 

of Austria beginning with spring 2011.  

The figures in any financial statement do not take into account past calculations or estimations. 

This Business Plan has the goal to clearly highlight the extraordinary profitable opportunity of this 

venture, but not the history of Alpgarant’s painful attempts in Western Austria.  

The debt clearing as a precondition to carry on with the venture is part of the income statement 

2012/13 and the cash flow statement 2012/13.  
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Appendix 
Figure 16: Detailed Poll Results 2008 (German) 

 

(Source: Customer Survey Fessel Institut, 2008; www.gfk.at) 

 

http://www.gfk.at/
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Figure 17: Cooperation and Responsibilities 

 

 

 

(Source: www.alpgarant.com) 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://www.alpgarant.com/
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Figure 18: CV Günter Unger 

 
 

 

 

 

 

 

General Manager 

Born on February 7th, 1962 in Vienna 

Professional Experience 

- 

- 

- 

- 

at: 

Senior manager with core responsibilities in 
tax advice, business and financial advisory, 

auditing and advice 

Trainee Tax Consultant 

Expert seminars in the field of Business 
Administration, auditing, international accounting 
and group accounting 

Academic studies at the Economic 

University of Vienna 
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Figure 19: CV Helmut Stagl  
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Figure 20: CV DI Martin Sellner (German) 
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Table 22: Detailed results customer survey Riesneralm, May 2011 
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Figure 21: Hierarchy of Needs (Maslow) 

Figure 22: Customer Values 



Business Plan    

 

   

   
Helmut Stagl             101 

 

 

 

Figure 23: Potential for Additional Skier Days  

Source: Presentation Manova, 2010; www.wko.at) 

 

http://www.wko.at/
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Countries of origin Overnight stays winter 2009/2010

Carinthia Sbg total Carinthia% Sbg%

Total 3.590.945 13.817.459 17.408.404 21% 79%

Austria 1.303.938 3.143.589 4.447.527 29% 71%

Burgenland 45.941 136.949 182.890

Carinthia 258.035 141.018 399.053

Lower Austria (LA) 238.743 774.962 1.013.705 24% 76%

Upper Austria 112.530 482.167 594.697 19% 81%

Salzburg 50.218 297.945 348.163

Styria 234.211 307.067 541.278 43% 57%

Tyrol 46.658 134.977 181.635

Vorarlberg 9.944 43.760 53.704

Vienna 307.658 824.744 1.132.402 27% 73%

Abroad 2.287.007 10.673.870 12.960.877 18% 82%

Germany (total) 899.808 5.439.635 6.339.443 14% 86%

Bavaria 196.296 1.367.804 1.564.100 13% 87%

Baden Württemberg 75.045 395.195 470.240 16% 84%

North Rhine-Westphalia 201.052 1.151.601 1.352.653 15% 85%

Central Germany 124.645 981.762 1.106.407 11% 89%

Northern Germany 149.261 691.262 840.523

Eastern Germany 108.730 640.507 749.237

Berlin 44.779 211.504 256.283

Europe TOP 7

Netherlands 174.123 1.452.613 1.626.736 11% 89%

Italy 186.461 154.310 340.771 55% 45%

United Kingdom 48.451 515.126 563.577 9% 91%

Czech Republic 154.235 418.470 572.705 27% 73%

Denmark 12.461 529.092 541.553 2% 98%

Belgium 33.987 313.169 347.156 10% 90%

Hungary 251.743 176.894 428.637 59% 41%

Total Europe Top 7 861.461 3.559.674 4.421.135 19% 81%

Table 23: Overnight Stays Winter 2009/10, Carinthia, Salzburg 
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Countries of origin Overnight stays summer 2010

Carinthia Sbg total Carinthia Sbg%
Total 

( summer & wint er)

Total 8.751.190 10.175.166 18.926.356 46% 54% 36.334.760

Austria 3.314.726 2.661.711 5.976.437 55% 45% 10.423.964

Burgenland 80.182 91.393 171.575 354.465

Carinthia 320.402 148.875 469.277 868.330

Lower Austria (LA) 710.438 492.593 1.203.031 59% 41% 2.216.736

Upper Austria 452.126 429.916 882.042 51% 49% 1.476.739

Salzburg 210.552 344.893 555.445 903.608

Styria 533.003 241.745 774.748 69% 31% 1.316.026

Tyrol 185.524 194.527 380.051 561.686

Vorarlberg 60.941 71.468 132.409 186.113

Vienna 761.558 646.301 1.407.859 54% 46% 2.540.261

Abroad 5.436.464 7.513.455 12.949.919 42% 58% 25.910.796

Germany (total) 3.460.087 4.257.577 7.717.664 45% 55% 14.057.107

Bavaria 831.942 1.092.814 1.924.756 43% 57% 3.488.856

Baden Württemberg 450.700 475.003 925.703 49% 51% 1.395.943

North Rhine-Westphalia 762.299 752.964 1.515.263 50% 50% 2.867.916

Central Germany 488.352 672.415 1.160.767 42% 58% 2.267.174

Northern Germany 411.842 417.570 829.412 50% 50% 1.669.935

Eastern Germany 394.871 701.969 1.096.840 36% 64% 1.846.077

Berlin 120.081 144.842 264.923 521.206

Europe TOP 7

Netherlands 805.347 602.110 1.407.457 57% 43% 3.034.193

Italy 386.970 279.602 666.572 58% 42% 1.007.343

United Kingdom 44.910 262.645 307.555 15% 85% 871.132

Czech Republic 68.163 169.884 238.047 29% 71% 810.752

Denmark 62.656 143.719 206.375 30% 70% 747.928

Belgium 114.946 175.388 290.334 40% 60% 637.490

Hungary 62.815 93.715 156.530 40% 60% 585.167

Total Europe Top 7 1.545.807 1.727.063 3.272.870 47% 53% 7.694.005

 

 

Table 24: Overnight Stays Summer 2010, Carinthia, Salzburg 
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Table 25: Overnight Stays winter 2009/10, Tyrol, Vorarlberg 

Countries of origin overnight stays  winter 2009/2010

Tyrol Vlbg. total Tyrol% Vlbg%

Total 25.235.864 4.768.112 30.003.976 84% 16%

Austria 1.744.156 423.508 2.167.664 80% 20%

Burgenland 40.722 12.290 53.012

Carinthia 78.441 15.758 94.199

Lower Austria (LA) 328.294 48.775 377.069 87% 13%

Upper Austria 273.502 37.790 311.292 88% 12%

Salzburg 105.706 24.825 130.531

Styria 152.154 29.701 181.855

Tyrol 234.087 32.828 266.915 88% 12%

Vorarlberg 89.076 125.945 215.021

Vienna 442.174 95.596 537.770 82% 18%

Abroad 23.491.708 4.344.604 27.836.312 84% 16%

Germany (total) 13.014.574 2.947.374 15.961.948 82% 18%

Bavaria 2.372.925 326.412 2.699.337 88% 12%

Baden Württemberg 1.646.222 937.077 2.583.299 64% 36%

North Rhine-Westphalia 2.838.397 572.420 3.410.817 83% 17%

Central Germany 2.336.666 631.562 2.968.228 79% 21%

Northern Germany 1.557.694 259.647 1.817.341 86% 14%

Eastern Germany 1.787.863 153.200 1.941.063 92% 8%

Berlin 474.807 67.056 541.863

Europe TOP 10

Netherlands 3.389.596 453.177 3.842.773 88% 12%

Switzerland 885.279 412.806 1.298.085 68% 32%

United Kingdom 1.092.834 109.630 1.202.464 91% 9%

Belgium 915.999 83.660 999.659 92% 8%

Italy 338.818 17.264 356.082 95% 5%

France 356.087 95.684 451.771 79% 21%

Denmark 452.714 19.076 471.790 96% 4%

Czeck Republic 445.854 9.040 454.894 98% 2%

Poland 515.360 9.625 524.985 98% 2%

Russia 437.671 13.535 451.206 97% 3%

Total Europe TOP 10 8.830.212 1.223.497 10.053.709 88% 12%  
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Table 26: Overnight Stays summer 2010, Tyrol, Vorarlberg 

Countries of origin overnight stays summer 2010

Tyrol Vlbg. total Tyrol% Vlbg%
Total 

( summer & wint er)

Total 16.916.410 3.400.878 20.317.288 83% 17% 50.321.264

Austria 2.102.126 459.501 2.561.627 82% 18% 4.729.291

Burgenland 53.999 17.454 71.453 124.465

Carinthia 98.203 15.490 113.693 207.892

Lower Austria (LA) 350.279 53.065 403.344 87% 13% 780.413

Upper Austria 339.443 49.297 388.740 87% 13% 700.032

Salzburg 165.151 28.202 193.353 323.884

Styria 203.684 35.077 238.761 420.616

Tyrol 334.724 51.448 386.172 87% 13% 653.087

Vorarlberg 123.311 125.615 248.926 463.947

Vienna 433.332 83.853 517.185 84% 16% 1.054.955

Abroad 14.814.284 2.941.377 17.755.661 83% 17% 45.591.973

Germany (total) 8.470.711 1.958.104 10.428.815 81% 19% 26.390.763

Bavaria 1.835.954 261.582 2.097.536 88% 12% 4.796.873

Baden Württemberg 1.244.577 659.372 1.903.949 65% 35% 4.487.248

North Rhine-Westphalia 1.545.294 331.512 1.876.806 82% 18% 5.287.623

Central Germany 1.452.075 337.836 1.789.911 81% 19% 4.758.139

Northern Germany 775.249 145.271 920.520 84% 16% 2.737.861

Eastern Germany 1.371.671 180.681 1.552.352 88% 12% 3.493.415

Berlin 245.891 41.850 287.741 829.604

Europe TOP 10

Netherlands 1.364.292 276.264 1.640.556 83% 17% 5.483.329

Switzerland 1.115.601 335.076 1.450.677 77% 23% 2.748.762

United Kingdom 477.362 36.330 513.692 93% 7% 1.716.156

Belgium 576.253 66.309 642.562 90% 10% 1.642.221

Italy 735.682 37.711 773.393 95% 5% 1.129.475

France 530.468 93.948 624.416 85% 15% 1.076.187

Denmark 156.398 10.213 166.611 94% 6% 638.401

Czeck Republic 146.806 12.859 159.665 92% 8% 614.559

Poland 64.983 5.848 70.831 92% 8% 595.816

Russia 37.915 4.406 42.321 90% 10% 493.527

Total Europe TOP 10 5.205.760 878.964 6.084.724 86% 14% 16.138.433  
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Figure 24: Sales Model 



Business Plan    

 

   

   
Helmut Stagl             107 

Table 27: Calculation Sales Commission 

E
X

T
E

R
N

A
L

 S
A

L
E

S
 C

O
S

T
S

S
a
le

s
 a

g
e
n
t 
c
o
m

m
is

s
io

n
 %

3
,0

0
%

R
e
n
e
w

a
l c

o
m

m
is

s
io

n
 (

2
n
d
 y

e
a
r)

 %
2
,0

0
%

W
in

te
r

S
a
le

s
 t
a
rg

e
t 
(r

e
ve

n
u
e
 in

 E
U

R
)

T
a
rg

e
t 
1

1
.0

0
0
.0

0
0
,0

0
1
0
0
,0

0
%

0
,5

0
 

  
  
  
  

T
a
rg

e
t 
2

7
5
0
.0

0
0
,0

0
4
0
,0

0
%

0
,2

0
 

  
  
  
  

T
a
rg

e
t 
3

5
0
0
.0

0
0
,0

0
2
0
,0

0
%

0
,1

0
 

  
  
  
  

P
ri
c
e
 t
a
rg

e
t 
(i
n
 E

U
R

)

T
a
rg

e
t 
1

0
,9

0
1
0
0
,0

0
%

0
,3

0
 

  
  
  
  

T
a
rg

e
t 
2

0
,8

0
5
0
,0

0
%

0
,1

5
 

  
  
  
  

T
a
rg

e
t 
3

0
,7

0
1
5
,0

0
%

0
,0

5
 

  
  
  
  

O
b
lig

a
tio

n
 t
a
rg

e
t 
(y

e
a
rs

)

T
a
rg

e
t 
1

3
,0

0
1
0
0
,0

0
%

0
,2

0
 

  
  
  
  

T
a
rg

e
t 
2

2
,0

0
8
0
,0

0
%

0
,1

6
 

  
  
  
  

T
a
rg

e
t 
3

1
,0

0
5
,0

0
%

0
,0

1
 

  
  
  
  

C
o
n
tr

a
c
t 
1

C
o
n
tr

a
c
t 
2

C
o
n
tr

a
c
t 
3

C
o
n
tr

a
c
t 
4

C
o
n
tr

a
c
t 
5

C
o
n
tr

a
c
t 
6

C
o
n
tr

a
c
t 
7

C
o
n
tr

a
c
t 
8

C
o
n
tr

a
c
t 
9

C
o
n
tr

a
c
t 
1
0

C
o
n
tr

a
c
t 
1
1

C
o
n
tr

a
c
t 
1
2

S
a
le

s
 t
a
rg

e
t

2
0
0
.0

0
0

5
0
0
.0

0
0

6
0
0
.0

0
0

P
ri
c
e
 t
a
rg

e
t

0
,8

5
0
,8

5
0
,7

5

O
b
lig

a
tio

n
 t
a
rg

e
t

1
2

1

T
o
ta

l S
a
le

s
 (

re
ve

n
u
e
s
 in

 E
U

R
)

1
.3

0
0
.0

0
0

S
a
le

s
 t
a
rg

e
t

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

0
,5

0
 

  
  
  
  

P
ri
c
e
 t
a
rg

e
t

0
,1

5
 

  
  
  
  

0
,1

5
 

  
  
  
  

0
,0

5
 

  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

O
b
lig

a
tio

n
 t
a
rg

e
t

0
,0

1
 

  
  
  
  

0
,1

6
 

  
  
  
  

0
,0

1
 

  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

-
 

  
  
  
  
  

P
re

m
iu

m
 t
h
is

 y
e
a
r

3
.9

6
0

1
2
.1

5
0

9
.9

9
0

0
0

0
0

0
0

0
0

0

P
re

m
iu

m
 f
o
llo

w
in

g
 y

e
a
r

2
.6

4
0

8
.1

0
0

6
.6

6
0

0
0

0
0

0
0

0
0

0

P
re

m
iu

m
 p

e
r 

c
o
n
tr

a
c
t 
(i
n
 E

U
R

)
6
.6

0
0

2
0
.2

5
0

1
6
.6

5
0

0
0

0
0

0
0

0
0

0

P
re

m
u
m

 la
s
t 
ye

a
r 

E
U

R
0

P
re

m
iu

m
 t
h
is

 y
e
a
r 

E
U

R
2
6
.1

0
0

P
re

m
iu

m
 f
o
llo

w
in

g
 y

e
a
r 

E
U

R
1
7
.4

0
0

T
o
ta

l p
re

m
iu

m
 in

 E
U

R
4
3
.5

0
0

 



Business Plan    

 

   

   
Helmut Stagl             108 

Figure 25: Detailed Claims Procedure 

Alpgarant Accident Claims Procedure

Rescue service 
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invoice with 

accident report to 

Alpgarant

Customer hands over SAFE-R ticket number to rescue 

services; rescue service staff collect customer data, 

location data, time and classify the severity of the 

accident (NACA score) and fill in the data in the accident 

form; accident form and invoice are scanned and sent via 

email to Alpgarant 
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