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Abstract

This paper explores the development and internationalization strategy of GastroNomad, a startup specializing in
culinary tourism. Positioned at the intersection of travel, gastronomy, and sustainability, the project introduces a
new model of immersive tourism. GastroNomad'’s concept combines cultural experience and food discovery through
curated travel packages offered in Brittany (France), Cluj (Romania), and Emilia-Romagna (Italy). Through
strategic planning and market analysis, this research evaluates the feasibility of scaling a sustainable culinary
tourism product. Key findings emphasize the importance of differentiated offerings, local partnerships, adaptable
communication strategies, and gradual scaling. Challenges include resource management, cross-cultural
communication, and ensuring consistency across destinations. The paper contributes to the academic discussion on
SME internationalization in tourism by presenting a concrete and innovative model aligned with evolving consumer

preferences.
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INTRODUCTION

In recent years, culinary tourism has
gained prominence as a form of cultural
exploration. Travelers are increasingly seeking
not only to visit new places but to experience
them through local food, traditions, and human
interaction. This trend is reinforced by a
broader shift toward sustainable, slow, and
experience-based travel, especially among
younger and more culturally curious
demographics (Richards G, 2012).

GastroNomad is a young enterprise
designed in response to these global shifts. It
offers curated culinary journeys rooted in
authenticity, connection with local producers,
and immersive learning. The company aims to
internationalize its model, starting with three
pilot destinations that each reflect strong
culinary identity and tourism potential: Brittany
in France, Cluj in Romania, and Emilia-Romagna
in Italy.

This paper presents the roadmap
developed by the GastroNomad team to
structure its internationalization strategy. The
study is significant as it addresses the
challenges and methods of growing a niche
tourism business across borders, while
preserving local authenticity and sustainable
values. The aim of the paper is to examine the
key strategic choices made by the company and
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evaluate their coherence with market demands
and operational realities.

MATERIAL AND METHOD
The study is based on a qualitative
methodological approach, combining business
planning, comparative destination analysis, and

internal documentation. Research  was
conducted through review of planning
documents (human resources, materials,

communication) and examination of market
studies on culinary tourism.

Strategic planning tools were used to
assess the feasibility of the internationalization
process. These included Business Model Canvas
(figure 2), milestone tracking, and resource
estimation. Specific focus was given to five
critical areas: motivation and market fit,
internal capacity, product differentiation, entry
mode and consolidation strategy, and
communication framework. Cost estimation,
risk  identification, and countermeasure
proposals were also part of the analysis
framework.

RESULTS AND DISCUSSIONS
GastroNomad’s concept is built on the
idea that food is a gateway to culture. The
company’s main motivation is to offer
experiences that are educational, emotional,
and sensorial. The choice of the three starting



regions reflects this ethos, as each destination
presents a rich culinary heritage and existing
tourism infrastructure. The motivation to scale
is both market-driven and value-based.

The internal strategy emphasizes
scalability through strategic partnerships. The
team is composed of three core members with
complementary skills in coordination, logistics,
and marketing. The model prioritizes lean
operation, outsourcing of legal and translation
tasks, and use of freelancers and local guides.
Key costs for human resource adaptation are
estimated at €50,000 per year.

Product strategy is organized around two
distinct formats. The familial package is
designed for small groups and includes cooking
classes, cultural tours, and local meals. The
adventurous package is more dynamic and
includes market foraging, regional product
discovery, and producer immersion. This
differentiation allows GastroNomad to appeal to
a wider range of customers while keeping
logistical coherence.

The company’s mode of entry focuses on
partnership with local actors, such as chefs,

CONCLUSIONS

GastroNomad represents an innovative
model of sustainable, experience-driven
culinary tourism. Its internationalization
strategy is consistent with its mission to
provide authentic food journeys that foster
cultural understanding. The dual-offer approach
allows for customer segmentation, while the
partnership-based @ model ensures local
anchoring.

The strategy appears feasible both
operationally and financially. It demonstrates
how small teams can structure
internationalization in a lean, adaptable way,
using  local  strengths and  targeted
communication. While risks remain, the
company has outlined realistic
countermeasures and contingency plans.

This research contributes to the
understanding of how culinary tourism SMEs
can expand internationally while remaining
faithful to their values. Further studies could
explore the long-term impact of such
experiences on traveler behavior and
destination development (Altinay L & Altinay E,
2006).
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ANNEXES

GASTRONOMAD

MADE BY FOOD LOVERS
FOR FOOD LOVERS

Figure 1: Logo of Gastronomad

BUSINESS MODEL CANVAS

KEY PARTNERS

Accomodation providers

Transportation
companies

Local guides, chefs,
culinary schools

Food producers

KEY ACTIVITIES
Offering culinary trips

Establishing and
maintaining partnerships

Ensuring quality

Developing a community
n social medias

(o]

KEY RESOURCES
Network of collaborators
Website, booking platform

Strategic Partners

VALUE PROPOSITION

Exclusive and authentic
culinary experiences

Personalized and
immersive trips

Hassle-free
Customization options for

different customer
segments

CUSTOMER RELATIONSHIP

Social media

eMails

CHANNELS

Online booking platform
and website

Social media

Email campaigns and
newsletters

CUSTOMER SEGMENT

Food enthusiasts and
culinary tourists

Cooking and gastronomy
students

Corporate groups and
team-building retreats

Families and couples

COST STRUCTURE
Employees salaries

Partner commissions and supplier costs

Marketing and advertising

Insurances

REVENUE STREAM

Booking fees from customers
Commissions from partnered restaurants and hotels
Affiliate marketing

Figure 2: Business Model Canvas for Gastronomad
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