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CHAPTER VI 

ANALYSING STRENGTHS AND WEAKNESSES OF HOMESTAYS IN DARJEELING  

6.1 Introduction 

SWOT (Strengths, Weakness, Opportunities, and Threats) is used as a decision-making tool to 

address the complex strategic situation with the limited information (Learned et al., (1969). It is 

preferred widely because of its simplicity of usage about the positive and negative aspects of the 

enterprise with its limited qualitative information. Every organization has to deal with plenty of 

unforeseen situations that may be due to changes in the external environmental factors or 

internal limitations. In order to sustain in the competitive world, the organization needs to cope 

up with the changes with the external factors and intensifying the remedy to control the internal 

challenges. Therefore, the SWOT analysis aims to identify those factors meticulously and deal 

with them in an appropriate way. Panagiotou (2003) believes the SWOT analysis is the most 

prevalent tool than any other strategic tool. The study is based on the identification of the 

organization’s internal strengths and weaknesses along with the external opportunities and 

threats in the SWOT framework. It is enormously important for every organization to identify 

the internal positive and negative factors such as strengths and weaknesses. On the other hand, 

the identification of external negative and positive factors such as opportunities and threats is 

also vital for every organization. Therefore, the SWOT analysis aims to investigate the 

organization’s internal as well as external environment to identify the internal strengths in order 

to take advantage of its external opportunities and avoid external threats, addressing its 

weakness at the same time.  Glaister and Falshaw (1999) believe that SWOT analysis is one of 

the most acceptable and prevalent tools for strategic planning. It is a qualitative field-based 

technique derived from observations and used to interpret verbal data to find problems and 

suggest solutions for both external and internal issues of the undertakings (Houben et al., 1999; 

Yılmaz et al., 1999; Nikolaou et al., 2011). The company should focus on its future objectives 

considering its strengths along with averting the related weaknesses. Therefore, responding to 
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the internal strengths and weaknesses is the essential component of the strategic management 

process (Hisrisch and Peters 1989). Even though, the success of a business entity is only 

ensured if it knows regarding the opportunities and threats from the external environment. In a 

nutshell, the investigation of the internal environment is the indication pertaining to strengths 

and weaknesses whereas the investigation of the external environment is the overview 

pertaining to the opportunities and threats of the enterprise.  

 The competitive position of the firm is a crucial factor for the indication of stockholders' wealth 

preservation. To evaluate the competitive position, the SWOT analysis is a key part to review 

the competitors (Beneda, 2008). Along with other managerial frameworks, the SWOT analysis 

is used to understand the mission and strategies mostly in public service non-profit-seeking 

companies (Villinger, 2009). Smith (1999) has conducted a study using SWOT analysis 

gathering the data through a face-to-face interview with the owner-manager of 150 small firms 

in Scotland to investigate the strategic behavior of the young micro firms. The owner of the 

small firm who is aware of the strengths and weaknesses of his firm has the advantage to protect 

against the competitors as pointed out by Madu and Kuei, (1993). The immature and 

inexperienced entrepreneur is most likely to overstate the strengths and at the same time 

underestimate the weaknesses and threats of the firm posed by the external environment for its 

continued survival (Smith, 1999). At the end of the day, the entrepreneur must learn to reinforce 

its strengths and work on its weakness for the survival of the business in the competitive 

environment. In addition to that, the entrepreneur must exert its potential opportunities to 

combat the threats posed to the firm. It enables the firm to grow and achieve its objectives 

despite having plenty of impediments placed ahead in the enterprise. The variables related to the 

internal environment are those in which the enterprise has control over it, such as, business 

structure, company culture, and the resources of the company. Economic, socio-cultural, 

technological, and judicial influences the factors in which the firms do not have control over it. 

These changes are examples of the external environment. The firm should formulate a long-

term strategy to effectively respond to the external opportunities and threats keeping in view the 
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internal strengths and weaknesses of the company. The competitive position of any enterprise 

needs to be ascertained in order to grow in the long term. The capability of dealing and coping 

up with the changes in the external environment effectively will ensure the long-term 

sustainability of the business.  

6.2 Uses of SWOT analysis as strategic tools 

The swot analysis is highly recommended because of its simplicity and gives attention to the 

key areas which affect business development and growth. It has the high potential to explore 

significantly the factors which influence a firm’s strategy and success (Pickton and Wright, 

1998).  SWOT-analysis helps to detect the main problems faced by the organization and gives 

information about the need to improve and revise the strategy to deal with them. SWOT-

analysis helps to divulge the strategic organizational situation and identify the relevant 

information through which the decisions can be made not only at a personal level but 

organizational level as well (Balamuralikrishna and Dugger, 1995). This tool helps to 

investigate the organization’s current performance (strengths and weaknesses) and the 

organizational future prospects (opportunities and threats) taking into the factors that exist in the 

external environment.  David, (1997) has opined that SWOT is a powerful and highly successful 

technique that can be applied to individuals, groups, teams, organizations, or even formulating 

plans.  

6.3 SWOT analysis of homestay tourism  

The applicability of SWOT analysis in homestay tourism has profound importance in strategic 

decisions to be taken by the stakeholders involved in it. The important factors (both internal and 

external) need to be taken care of by each individual and group associated in it. The data and 

information especially qualitative in nature are collected of the certain destination is useful in 

determining the current strengths and weaknesses without neglecting the future prospects of 

opportunities and threats for the strategic decisions of the enterprise. The SWOT aims to 

investigate the strengths of the enterprise to the extent to overcome the weaknesses of the 
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enterprise. The establishment of homestay tourism is especially concentrated in the rural areas 

whereby the tourists’ are able to enjoy the opportunity in the local environment. Different 

factors are to be taken into account while framing the theoretical premise to conduct the SWOT 

analysis for homestay tourism. The advantages and impediments as perceived by the homestay 

operators operating homestay units in Darjeeling hills have been highlighted to ascertain its 

sustainability and viability. The factors taken into account to address the implication of the 

study in SWOT analysis have been extracted from the past studies conducted by the previous 

researchers. Based on an empirical study conducted by Ahmadi et al., (2018) has taken unique 

geographical landscape, diversities of flora, and suitable climatic conditions as the strength in 

that region. In addition to that, lack of planning, lack of leisure and residential canters, lack of 

facilities are considered to be the weaknesses. The environmental pollution by transported 

desert dust, destruction of existing flora are the threats identified by the researcher in the study. 

In SWOT   analysis,  all internal aspects covering the strengths as well as external constraints 

are taken into consideration. Even in the tiny homestay venture, the operators need to 

understand in their own way the strengths and weaknesses to make the ideal strategic decisions 

in order to make the venture sustainable. In eco-tourism development projects, researchers try 

to identify the various Strength, Weaknesses, Opportunities, and Threats in the area 

(Bhattacharya and Kumari, 2004). In one of the studies conducted by Neba (2009) has been 

found that the indigenous people feel conservation of the environment and keeping cultural 

value intact along with eco-tourism development without harming nature are regarded as 

strength for that destination. Most often, the natural resources of the destination are considered 

as one of the major strengths of the place. Bhatia (2013) found out the strengths consist of price, 

facilities, attraction and natural resources, and safety. Besides that, the security issues, internet 

accessibility, infrastructure, cleanliness, local people's behavior are the critical factors to be 

considered as a weakness as found out in the study. The long-term sustainability of homestay 

tourism is ensured only when the internal strengths and external opportunities are dealt with 

strategically to drive away internal weaknesses and external threats.   Sayyed et al., (2013) has 
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substantiated that sustainability on the basis of SWOT (Strengths, Weakness, Opportunities, and 

Threats) in Tandooreh National Park (NE Iran) and has found that natural attractions, unique 

cultures, and ancient culture of local people are the strengths of the destination. However, lack 

of infrastructure and fundamental facilities are considered as the major weakness of the place. In 

a similar study, Ghaderi and Henderson (2012) inspect the feasibility of village tourism along 

with its positive and negative impact on Hawraman Village, Iran. The researchers have 

evaluated the socio-economic and financial feasibility of the village. Despite having sufficient 

infrastructure and tourism facilities, more efforts need to be put in for the up-gradation of the 

destination as reported by the researchers. The result of a study conducted in Hyderabad village, 

Ilam province validates that the natural attraction, infrastructural facilities, and culture being the 

most important instrument of rural tourism development in the destination (Arayesh and 

Sabouri, 2014). The report of another study confirms the significance of cultural rural tourism 

of the French Acadian region on an island in eastern Canada and its potential for the short as 

well as long term economic benefits to the rural communities (MacDonald and Jolliffe, 2003). 

Rural homestay tourism provides education, entertainment, and enrichment about the 

indigenous culture to the guests as pointed out by the researchers. In the vicinity of rural 

homestay tourism destinations, the creation of employment opportunities is found to be more 

and play a significant role in controlling the migration of the youths from their native places. 

Apart from that, the local people get themselves encouraged in protecting their indigenous 

culture to enlighten the tourists’ visiting the destination.   Therefore, it can be presumed that 

having a distinct culture is one of the important strengths in any tourism destination. 

Substantiating this fact, Kayat (2009) studies the cultural contribution of community-based 

homestays from the perspective of both the visitors and the guests in Malaysia. The living 

culture of the community is the core product component consisting of education, entertainment, 

and enrichment to the guests. This encourages the community to preserve local culture and 

provide knowledge of local customs and culture to enhance the tourist's experience. Moreover, 

homestay tourism develops the ultimate bonding between the guests and the host for years and 
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keeps in touch through emails, phone calls, and letters as per the finding of the study. In this 

regard, the recommendations to the friends and families enormously contribute to the promotion 

of rural homestays. Jamaludin et al., (2012) have intended to explore the feasibility and viability 

to be a successful homestay initiative. The researchers have recommended overcoming the 

barriers in the areas such as language barrier, accommodation facilities to the guests, electricity, 

and bathrooms for providing hospitality services to the national and international tourists. Apart 

from domestic tourists, it is an immense pleasure for the host to entertain foreign tourists in any 

tourism destinations. The communication gap between the host and the guests on account of the 

language barrier needs to be resolved through proper training programs in rural tourism 

including homestay tourism. The hosts’ insight into the foreign language (especially English) 

may be the strength and ignorance may be a weakness for the sustainability of homestay tourism 

products. The effective management of the homestay project craft the tourism industry more 

economically viable. The effective managerial strategy of the homestay operators ensures a 

more competitive advantage over its competitors and can be the internal strength for long-term 

sustainability. In this context,   Yusof et al., (2013) explore the current scenario of rural tourism 

development in Malaysia, particularly, the homestay programme, and  analyze the challenges 

and issues pertaining to homestay management. The product of rural tourism 

especially the homestay program provides employment opportunities, inflates the standard of 

living of the local community, and creates awareness about the importance of environmental 

preservation. Kwaramba et al., (2012), have emphasized the homestay programme as a tool for 

poverty reduction by the South African government and have incorporated homestay tourism in 

the list of local economic development programmes (LED). Lack of self-management and skill 

are the factors that hamper the growth and upsurge of homestay tourism in the region and the 

authors consider it as a weakness as highlighted in the study.  Rural homestay tourism more 

often faces financial challenges due to spending huge money on the promotion of the product.  

Vinh (2013) has suggested in his study to the tourism planners and marketers to get an in-depth 

understanding which may provide a foundation for the strategic marketing decisions in 
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homestay tourism services. Moreover, the marketing challenge is often apparent in the small 

form of business units like homestay tourism and is considered as the major weakness.  Anand 

et al., (2012) undertake a case study in Ladakh from North India and the study aims to reveal 

the impact of tourism to uplift the local people both socially and economically. The Korzok 

homestay has shown success in addressing needs through bio-diversity conservation in the area 

bringing environmental, economic, and livelihood opportunities to the local people. Bruinink et 

al., (1997) have observed the impact on the foreign tourists staying in homestays by measuring 

psychosocial effects. Four types of psychosocial experience during their stay in different 

locations are a feeling of helplessness, a feeling of being unsafe, vulnerability and loss of 

control, and damage to his or her own trust in others. In this context, the issue of safety and 

security must gain attention while addressing the holistic aspect of the destination. Neumayer 

(2014) also highlights the different factors that inculcate the fear psychosis to the visitors 

visiting the destination such as political violence including terrorism incidents, human rights 

violation,s and bank’s violent behaviors. These have has a negative impact on tourism as 

tourists are often sensitive to events of political instability in their holiday destination because 

such an event jeopardizes a relaxed and unconcerned holiday. Razalli (2008) describes all these 

internal challenges normally faced by the homestay operators. The inefficient homestay 

management contributes to the poor performance in terms of low levels of service quality and a 

moderate level of occupancy rates.  

6.4 Methods 

The research SWOT is based on both qualitative and quantitative in nature. For this study, data 

have been collected from homestay operators who are engaged in operating the homestay 

operators on the basis of their perception pertaining to Strengths, Weaknesses, Opportunities, 

and Threats. To address the research question relating to the viability of the homestays 

operating in the Darjeeling hills, SWOT analysis is used in this study. The data are collected 

from homestay operators in the destination which are the survey sites of the researcher. Apart 
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from the questionnaire, the data are also obtained through direct observation and interviews 

with the homestay operators as well as the visitors. In this study, the analytical method and past 

literature are considered to determine the strategic internal and external factors which have a 

direct impact on the sustainability of homestay tourism in various destinations. The items in the 

internal factors (strengths and weaknesses) and external factors (opportunities and threats) are 

taken from the past literature as well as the factors that are relevant in underlying the study 

associated with homestay tourism destinations in Darjeeling. The internal factors consist of 

strengths and weaknesses whereas the external factors consist of opportunities and threats. 

Altogether responses of 97 (ninety-seven) homestay operators are included in the study. The 

weights and ratings are assigned on the basis of responses provided by the homestay operators. 

In other words, the weights and rating in each and every factor taken in the study are based on 

the proportion of mean with respect to that factor to the total mean score. The analysis of 

internal factors and external factors are done separately to have a vivid understanding of the 

study as well as to draw a meaningful conclusion. In order to substantiate the finding of the 

study, theoretical justifications are also been provided in the study on the basis of experience 

gained during the field survey. The data collected from the homestays in the study area is been 

depicted in table 6.1. 

Table 6.1 
Locations of homestays covered 

Number of 
Homestays 

Commencement 
year 

Location Number 
of 

rooms 

The capacity of 
tourists 

accommodation 

Other activities 
for the tourists 

8 2013-2017 Ragaroong 26 128 Bird Watching, 
Rock Climbing, 

Jungle Safari, Local 
Sight Seeing, Night 

Camping 
10 2008-2010 Dabai Pani, 

Bhutia 
Busty 

32 192 Village and forest 
trekking, Bird 

watching, 
Medicinal plant 

survey 
9 2009-2010 Chatakpur 27 126 Sightseeing, forest 

trekking, Nature 
study, cultural 

events. 
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6 2005-2017 Lebong and 
mineral 
spring 
village 

20 120 Organic farming 
activities, village 

trekking, Tea plucking, 
freshwater swimming, 

fishing. 
9 2000-2005 Tinchuley 40 160 Trekking, bird 

watching, fishing in 
freshwater, organic 

farming, rafting, 
bonfire, cultural 

programme. 
8 2014-2017 Latpanchar 38 170 Hornbill watching, 

sightseeing, 
8 2013-2017 Sittong 33 160 Viewpoint, camping, 

cultural events, bonfire, 
fishing. Trekking. 

8 2005-2015 Mangmaya 
village 

15  52  Fishing, trekking, 
picnic, swimming in 
fresh water, organic 

farming. 
6 2014-2015 Bunkulung 

Tea Estate 
32 113 Camping, rock 

climbing, nature study, 
hornbill watching, 

freshwater swimming. 
3 2014-2017 Yankoo 

Village 
12 40 Fishing, trekking, 

cultural events, picnic, 
swimming in fresh 

water, organic farming. 
5 2009-2015 Mirik and 

Upper 
swarani 

28 165 Sandakpoo Trekking, 
Bunkulung trekking, 

Hiking  
6 2016-2017 6th Mile 

Naya Busty 
22 90 Hiking, forest trekking, 

bird watching, cultural 
programmes. 

5 2016-2017 Mangerjung 
Tea Estate 

20 80 Village and tea garden 
trekking 

7 2015-2017 Lepchajagat, 
Sukhia 

35 140 Bonfire, trekking, bird 
watching, sightseeing, 

cultural events. 
 

6.5 Results and discussions 

Firstly, the important external and internal factors are identified based on the experience of the 

researcher relating to the homestay operating in Darjeeling hills. The relevant factors taken into 

account for the strategic decision of the smooth running of the venture are segregated into 
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strengths, weaknesses, opportunities, and threats. The Internal Factor Evaluation (IFE) matrix 

and External Factor Evaluation (EFE) matrix are developed to investigate the internal and 

external factors in the next step.  The total weighted score obtained is used to analyze each 

factor with regard to strengths, weaknesses, opportunities, and threats in order to construct a 

SWOT matrix. The SWOT matrix is shown in table 6.2 

Table 6.2 
Weighted score of Internal Factors (IF) 

  Internal Factors Weight Rating  Weighted score 

  

  

  

  

  

Strengths  

Unique Culture 0.0838 3.51 0.2946 

Natural Beauty 0.0839 3.52 0.2947 

Suitable climatic condition 0.0796 3.34 0.2659 

Unique flora and fauna 0.0690 2.89 0.2000 

Various adventurous packages 0.0717 3.01 0.2160 

Organic farming 0.0769 3.23 0.2482 

Surrounded by tea garden 0.0533 2.24 0.1193 

Nearby wildlife sanctuary 0.0755 3.15 0.2372 

  

  

Weaknesses 

Not easily approachable 0.0774 3.24 0.2513 

Financial challenges 0.0744 1.12 0.2326 

Marketing problem 0.0860 3.60 0.3103 

Discriminatory rate of tariff 0.0597 2.50 0.1496 

Language barrier 0.0442 1.85 0.0820 

Minimum support of government 0.0646 2.71 0.1752 

 
Total 1 

 

3.0769 

  

  

To assign weights to strengths, weaknesses, opportunities, and threats factors, the values are 

assigned between 0 (least important) and 1 (very important). The assigned weights represent the 

significance and relative weights of each factor relevant for the study. The total weights given 

for each IFE matrix and EFE matrix must be equal to 1. The weight “0.00” means “not 

important”, “0.00 to 0.05” means “quite important”, “0.06 to 0.10” considered as “important” 

and “0.11 to 0.15” value may be viewed as “extremely important”.  
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The rating of each factor is based on the responses given by the respondents (homestay 

operators) taking the average of all the responses together. The rating of “1” designated as “ not 

influential”, “ more than 1 to 2” means quite influential, “ more than 2 to 3” is inferred to as 

“influential” and “ more than 3 to 4” termed as “very influential”. 

 Table 6.3 
Weighted score of External Factors (EF) 

  External factors Weights Rating Weighted score 

  

  

  

Opportunities 

Opportunity to promote a culture 0.1135 3.86 0.4370 

Employment opportunities 0.1073 3.66 0.3929 

Opportunities to promote 

unexplored areas 

 

0.0994 3.39 

 

0.3371 

Minimum capital requirement 0.0914 3.11 0.2837 

A long personal relationship with 

guests 

 

0.0950 3.24 

 

0.3079 

  

  

  

Threats 

Competition from hotels and resorts 0.0865 
2.95 

0.2552 

Control of tour operators 0.1088 3.71 0.4037 

Political instability 0.0894 3.05 0.2729 

Purely informal 0.0645 2.2 0.1419 

Leasing to outsiders 0.0633 2.16 0.1368 

Derailing from core concept of 

homestay tourism 

 

0.0809 2.76 

 

0.2234 

                                                   Total                                       1                                        3.1925 

  

From the IFE matrix, it is shown that the weighted score of the factors including in strengths 

ranges from 0.1193 to 0.29.47. On the other hand, the factors included in weaknesses range 

from 0.0820 to 0.3103. Natural beauty has the highest weighted score of 0.2947 among the 

factors in the strengths followed by unique culture (0.2946), suitable climatic condition 

(0.2659), organic farming (0.2482), nearby wildlife sanctuary (0.2372), various adventurous 

packages (0.2160), unique flora and fauna (0.2000), and surrounding tea garden (0.1193). On 

the contrary, the marketing problem is considered as the highest weaknesses having the 
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weighted score of 0.3103 among all the factors followed by road accessibility (0.2513), 

financial challenges (0.02326), and minimal support of the government (0.1752), arbitrary tariff 

rates (0.1496), and language barrier (0.0820).  In brief, natural beauty is the leading strength, 

and the marketing problem is the significant weakness of homestay ventures. The unique flora 

and fauna are found to be the least weighted strength and the language barrier is observed as the 

least important weakness of homestay tourism.   

From the EFE matrix, it is depicted that the weighted score of factors relating to opportunities 

vary between 0.2837 and 0.4370. On the other hand, the weighted score of the factors relating to 

threat ranges from 0.1368 to 0.4037. The opportunities to promote culture is found to have the 

highest strength having a weighted score 0.4370 followed by employment opportunities to the 

local people (0.3929), opportunities to promote unexplored areas (0.3371), opportunities from 

long term relationships with guests (0.3079), the minimum capital requirement (0.2837). The 

tour operators control is observed to be the most probable threats having a weighted score of 

0.4037 followed by the political instability of the destination (0.2729), competitions from hotels 

and resorts (0.2552), diluting the concept of homestay tourism (0.2234), the unorganized form 

of tourism (0.1419) and leasing to outsiders (0.1368). In brief, opportunities to promote cultural 

tourism are the most important opportunities to be exploited by the homestay operators, and tour 

operators’ control is the most probable threats to be dealt with by the homestay operators. On 

the contrary, opportunities to utilize minimum capital to establish a homestay venture is the 

least important opportunity and leasing to outsiders is the least important threat poised to the 

homestay venture as perceived by the homestay operators. Overall the IFE matrix and EFE 

matrix are used to interpret the result of the analysis.  

Each relative weighted score is computed in each factor in order to investigate the importance of 

the individual factors in SWOT analysis. The SWOT analysis of the IFE matrix consisting of 

internal factors has a total weighted score of 3.0769 as shown in table 6.2. The total weighted 

score of strengths (S) and weaknesses (W) is found to be 1.8759 and 1.201 respectively. 
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Therefore, it can be concluded that the weighted score of strengths over weaknesses is 0.6749. 

On the other hand, EFA consisting of external factors has a total weighted score of 3.1925 as 

reported in table 6.3. The total weighted score of opportunities and threats is 1.7586 and 1.4339 

respectively. Therefore, the total score of opportunities over threats is found to be 0.3247.  

6.6 SWOT analysis: A discussion 

The Darjeeling is a place bestowed with natural beauty with the suitable climatic conditions. 

The distinct culture of the folks attracts the tourists in the place. Though, the preference of 

modern tourists’ has changed drastically from resorts and big five-star hotels to environmentally 

responsible homestay tourism located in pristine and aesthetic settings. Moreover, the domestic 

tourist prefers to visit in Darjeeling to spend their leisure time in the natural air conditioning 

climatic condition to avoid the scorching heat of their native places in the plains. The operators 

perceive that the three factors (natural beauty, unique culture, and suitable climatic conditions) 

are their main strengths of tourists’ arrival in the destinations. As the homestay operators do not 

only provide food and accommodation but also provide other adventurous activities to the 

tourists as per the suitability of the destination as shown in table 6.2. The convenience of the 

location to provide different other additional activities to the tourists is also considered as one of 

the significant strengths for homestay tourism as perceived by the homestay operators. The 

researchers especially from biological science prefer to visit the rural areas of Darjeeling to 

explore themselves with the unique flora and fauna of the hills. For example, the main purpose 

of researchers visiting Latpancher is that the place is considered to be the breeding ground of 

endangers species like Salamander and Great Hornbill. Therefore, the availability of unique 

species is also one of the strengths perceived by the homestay operators. Some tourists usually 

stay in a homestay for exploring endangered and unique species of flora and fauna. The 

homestays in Darjeeling hills are mostly concentrated in the non-tea garden areas where they 

have their ownership rights over their land rather than tea garden areas. Thus, organic farming is 

mostly centered in non-tea garden areas and homestay operators are able to provide organic 
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food grown by themselves from their own agricultural lands. It emboldens the prospective 

tourists’ as well as the repeated visitors to visit the destination. The visitors even get interested 

to explore in the forest to have a glimpse of unique flora and fauna. The wildlife sanctuaries 

surrounding the destination give even more joy and pleasure to the tourists. 

The weaknesses that have been encountered by the homestay operators can never be overlooked 

for formulating the strategic plan. Despite having strong strengths factors, the homestays 

operating in Darjeeling hills have to deal with assorted weaknesses as well as shown in table 

6.2. In this study, the major weaknesses are highlighted as perceived by the homestay operators 

for the smooth running of the venture. The marketing problem is the most critical problem faced 

by the homestay operators. As most homestay owners are concentrated in rural areas and run as 

a sole proprietorship model, the promotion of the venture incurs high costs and posing financial 

challenges. Some of the operators are ignorant of the advantages of promoting their products. 

Therefore, the financial challenges are also one of the weaknesses they are to face in running 

their units. Resorting to tour operators for the promotion has become their compulsion. As the 

ventures are running as an informal sector, the rate of tariff varies from one destination to 

another. There is no other regulatory body to exercise control over the units and the minimal 

support of the government has always been the major weaknesses as perceived by the operators. 

Though, the language barrier has the lowest weighted score as shown in table 6.2, and it can be 

inferred that the language barrier is not a major issue for the homestay operators. Most often, 

gestures and body language can also be used to interact with the guests as a medium of 

communication. In many cases, they take the help of tourists’ guides for overcoming the 

language barrier. 

The very idea of homestay tourism is to promote the culture of local folks to the guests. The 

contemporary tourists mostly foreigners prefer to stay in the idyllic settings of homestay to get 

insights into the culture, customs, and traditions of the local people. Therefore, homestay 

tourism is the medium of promoting cultural tourism to visitors. Apart from that, homestay 
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tourism has to some extent curbed the migration of village youths to the popular city in an 

expectation to make their fortune as perceived by the operators in Darjeeling hills. The 

renovation of the existing house is sufficient to start up the homestay tourism venture and 

requires a minimum amount of capital. This is one of the motivating factors to venture into this 

kind of tourism in the rural areas of Darjeeling. Unlike hotels, the long-term personal 

relationship with the guest during the stay as well as after their stay has become very prominent 

in homestay tourism. Most often, positive word of mouth to friends and families has a 

significant role in attracting prospective visitors to the destination.  

In spite of having plenty of opportunities mentioned in the above paragraph, the threats 

associated with homestay tourism cannot be overlooked. The rampant growth of homestays has 

allured the high net worth individuals to sneak into the rural areas establishing big hotels and 

resorts. This has led to the completion among the homestays in Darjeeling hills as experienced 

by the homestay operators. Exorbitant charges of commission by tour operators for promoting 

the homestays are the crucial problem faced by the homestay operators. The homestay operators 

are compelled to link to tour operators in order to promote their products. Darjeeling is a 

politically very unstable place, the agitation coupled with strikes have hampered the homestay 

units to a considerable extent in the past as well as may be in the future too.  The state 

government is poised to provide the guidelines to regulate homestay tourism in the state, 

however, it is not fully implemented and homestay tourism is running purely on an informal 

basis. The core concept of homestay tourism is being violated in a certain way. Building new 

residences with more accommodation capacity has become the prevalent practice. Rather than 

keeping tourists’ with family members, the homestay operators are accommodating them to 

their new residence with individual rooms. This is one of the threats prevalent in homestay 

tourism in Darjeeling hills. 
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6.7 TOWS analysis 

TOWS analysis is the tool to take strategic decisions for any business for the future course of 

action. This analysis is useful in any kind of organization for their strategic future decision-

making. Therefore, the tourism sector is not an exception. Once the internal and external factors 

are determined using SWOT analysis, the next step is to take the strategic decisions to 

overcome the negative factors by taking advantage of positive factors. The usage of SWOT 

analysis is mainly due to its simplicity and it is subjective in nature, for these reasons, the 

TOWS analysis is introduced. The SWOT analysis is quite useful if it is backed by the TOWS 

analysis for any study.  After the segregation of SWOT elements, the TOWS matrix is 

developed to provide alternative strategies to investigate the relationship among threats, 

opportunities, weaknesses, and strengths indicated by SWOT analysis (Weihrich, 1982). The 

weakness and threats are the internal and external factors respectively which are to be 

eliminated and avoided taking advantage of positive factors i.e. strengths and opportunities. In 

brief, the TOWS analysis aims to investigate the way out of avoiding negative factors that 

adversely hampered the organization by utilizing its positive factors. This analysis examines 

initially the threats and opportunities followed by weaknesses and strengths. Weihrich, (1982) 

advocated the four types of strategies: 

i)      WT strategies: This strategy is employed in a principle to reduce the weaknesses 

and avoid threats to the maximum possible extent by the organization. It is also called 

the Min-Min strategy because the organization can to the best possible extent reduce 

weaknesses and avoids threats.  

ii)      WO strategies: The principles of this strategy are to reduce weakness by taking 

advantage of all the possible opportunities for the organization. It is also called the Min-

Max strategy because eliminating weaknesses are the main aim of the strategy by using 

opportunities.  
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iii)      ST strategies: The principle employed in this strategy is also called Max-Min 

strategy because it aims to avoid threats/risks to the maximum possible extent taking 

advantage of the usable strengths of the organization.  

iv)      SO strategies: The principle of this strategy is to utilize the usable strengths of 

the organization taking advantage of all the opportunities. It is also called the Max-Max 

strategy because this strategy aims to build both strengths and opportunities to the 

maximum possible extent.  

Table 6.4 
Determining strategic decisions on TOWS matrix 

  
TOWS MATRIX 

  
STRENGTHS 

  
WEAKNESS 

  
OPPORTUNITIES 

  
SO-Use the strengths to take 
advantage of opportunities 

  
WO-Avoid weakness by taking 

advantage of opportunities 
  

THREATS 
  

ST- Use strengths to reduce the 
threats 

  
WT-Minimise weakness and 

avoid threats 
  

6.7.1 Discussion on TOWS analysis 

Apart from SWOT analysis, the TOWS analysis is also conducted employing the data used in 

the SWOT analysis. The TOWS matrix is identified as a reference used by the different 

researchers in their previous studies. The usage of TOWS analysis is very relevant as the 

homestay units operating in the Darjeeling hills are concerned. The internal and external factors 

have already been determined in the SWOT analysis. Taking these factors in the cluster of 

threats, opportunities, weaknesses, and strengths (TOWS), further qualitative rather than 

quantitative analysis is done. The analysis is based on the four principles as shown in the TOWS 

matrix. These are SO (Strengths and Weaknesses), WO (Weaknesses and Opportunities), ST 

(Strengths and Threats), and WT (Weaknesses and threats). Each strategy is discussed 

separately below.  
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6.7.1.1 Aggressive strategy (SO) 

The competitive strategy aims to investigate the relationship between the strengths and 

opportunities in homestay tourism in Darjeeling hills. This is also termed as a Max-Max 

strategy in the strategic planning process. The opportunities are to be utilized in such a way so 

the strengths become stronger to have an ideal futuristic strategic plan in the organization.  

i)      As we have seen in the SWOT table 6.2, the unique cultural identity is the main 

strength of homestay tourism in Darjeeling. The reason behind it is that the tourists’ 

attraction is the function of unique cultural traditions and customs in the offbeat areas. 

Preserving and promoting cultural identity is an advantageous opportunity for homestay 

tourism in Darjeeling hills.  

ii)      The visitors prefer to explore in the untouched place and enshrine the natural 

beauty, wildlife sanctuaries, and local flora & fauna of the places in the idyllic setting. 

This is the opportunity for the homestay operators to take advantage of the strengths of 

the rural places. The deep-rooted inculcation of protecting the natural beauty, 

sanctuaries, flora & fauna of the places need to be ensured without environmental 

degradation due to footfall of tourists. 

iii)      Local folks can be given opportunities to carry out guidance in adventurous 

activities creating a sense of belongingness to the place and also create employment 

opportunities. The concept of community-based homestay tourism can be promoted to 

integrate the local people and motivate them to set up a homestay units taking 

advantage of minimum capital requirement in its establishment.  

6.7.1.2 Conservative strategy (ST) 

The principle of this strategy is called the Max-Min strategy whereby the threats are to be 

eliminated taking advantage of the strengths of the enterprise. This strategy elucidates the 

relationship between the strengths and threats of the enterprise. Based on the SWOT factors of 

homestay tourism in Darjeeling hills, the following strategic decisions are recommended: 
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i)      The core concept of homestay tourism must not be overlooked as a form of 

cultural and rural tourism. Homestay tourism can be promoted as cultural and 

environmentally responsible tourism rather than promoting only for commercial 

purposes. Increasing the accommodation capacity simply to accommodate a large 

number of tourists at one point in time to increase profit implicitly and gradually veer 

off from the core idea of homestay tourism.  The local government can take 

responsibility for a periodical inspection of homestay units in Darjeeling hills to 

regulate as per prescribed guidelines. In brief, the concept of crystal segregation of 

homestay and hotels (where a similar kind of hospitality is provided) needs to be done 

in order to sustain the homestay units operating in Darjeeling in the long run.  

ii)      Ensuring the satisfaction level of tourists to the fullest possible extent by 

rendering excellent services to attract more visitors in the future through the medium of 

positive word of mouth. The bonding of cordial relationship between the hosts and the 

guests is to be established for the long-term potential of homestays to reach the 

prospective guests through the medium of recommendation. Because of this, the scope 

of promotion through external tour operators who charge a hefty commission for 

sending tourists to the destination can be restricted to a great extent.   

6.7.1.3 Competitive strategy (WO) 

The principles of strategy are called min-max because the opportunities should be utilized in 

such a way so that the weaknesses are reduced to the maximum possible extent. The strategic 

decision to be exercised in order to eliminate weaknesses by taking advantage of opportunities 

in homestay units operating in Darjeeling hills are described below. 

i)      The basic infrastructure of the destination needs to be upgraded by the government 

in terms of the condition of the road and connectivity to make tourists comfortable to 

reach the destination. The homestays operating in Darjeeling hills are concentrated in 

rural areas. The accessible facilities are not up to the mark as preferred by the guests.  
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ii)      The problem of marketing can be addressed through the channels of having long-

term personal relationships with the repeated visitors in the same destination. The 

footfall of tourists can also be augmented through the medium of positive word of 

mouth to friends, family, and relatives. It serves the purpose of curtailing the bulk 

amount spends on the promotion of the homestay tourism product.  

iii)      The handling of tourists especially from abroad is one of the challenges that are 

faced by some of the entrepreneurs in terms of language barriers. Motivation to the 

hosts in learning language preferably, English is quite recommendable to resolve the 

language barrier. 

iv) Most of the homestay units operating in Darjeeling hills are run as an auxiliary 

profession in addition to their farming activities which operators believe is the main 

source of their livelihood. Homestays concentrated in the rural areas most often face 

financial challenges due to paucity of working capital. Therefore, to address and resolve 

this issue, community-based tourism is most preferable whereby every individual in the 

community who are linked directly and indirectly to homestay tourism come under the 

same umbrella to get rid of financial challenges to some extent.  

6.7.1.4 Defensive strategy (WT) 

The strategy employs the principle of Min-Min strategic decisions. The aim of this strategy is to 

focus on reducing the weakness in order to avoid threats in the organization. Threats are non-

controllable factors that hamper the organization negatively. So in order to defend against the 

threats, the weakness of the organization is to be minimized. The different strategies to be 

employed especially relating to homestay tourism in Darjeeling hills are listed below.  

i)   The infrastructure of the homestay, units need to be strengthened in view to ensuring 

a level of satisfaction to the guests in order compete with hotels and resorts in adjoining 

areas. 
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ii)  Reliability to the outsiders especially tour operators in promoting homestay units to 

be curtailed to the maximum possible extent to make the venture more viable and 

sustainable in the near future. 

iii) Strengthen the relationship of homestay operators with one another to have synergy 

in running the units so that external threats may have little impact on their operation.  

iv) The guidelines are to be prescribed by the regulatory authority so those hotel owners 

converting them into homestay arbitrarily may not have any scope of taking advantage 

in the name of the homestay. 

6.8 Conclusion 

In this chapter, an analysis has been made taking into consideration the relevant factors that 

determine the strengths and weaknesses of homestays operating in the hills of Darjeeling. It is 

evident from the above discussion that the natural beauty of the destination, the culture of 

diversity, pleasant climatic condition, organic agricultural produce, and accessible wildlife 

sanctuary, the scope for adventure tourism and, exquisite flora and fauna are the main 

attractions to the people visiting Darjeeling hills and these may be considered as the strengths of 

the destination. So far as the weaknesses of the destination are concerned, it is observed that the 

marketing problem is the main obstacle faced by the homestay operators since they do not have 

sufficient funds to promote their homestays through advertisements and other promotional 

avenues. In addition to that, the homestays are located in serene places where it is difficult for 

tourists’ to access those homestays due to poor road conditions. It is evident from the survey 

that the homestays do not have adequate financial support from the financial institutions for 

which they depend on the revenues generated from operating the homestays. It has also been 

observed that language is the major problem that creates miscommunications between the hosts 

and the guests.  

It is clear from the study that the guests are very much interested to know the culture and 

traditions of the people surrounding the homestays. Further, there are enormous opportunities to 
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provide employment to a large section of people living beside the homestays. In many cases, it 

has been observed that the tourists’ have no vivid idea regarding the attractive spots in the 

vicinity of the homestays operating in a particular region. There is no doubt to infer that the 

main factor behind making a homestay popular depends on the positive word of mouth that 

further determines the long-term sustainability of the homestays. This can be achieved with a 

minimum fixed capital as well as minimum working capital to provide better services to the 

guests. It is also clear from the study that the tour operators having better contacts try to 

dominate the homestay operators for sending tourists to various destinations. The major threat 

which is faced by the tour operators in Darjeeling is the political uncertainty and rivalry among 

different political groups. In most cases, the homestays are organized and run by a single family 

which has no option but to depend on the local tour operators. As a sequel to this, the homestay 

operator leases their property to the tour operators at the cost of lower revenues that accrue from 

running the homestays.  
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