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Case Study Travel 2: Adventure Travel Portfolio Transformation 
(Luxury Expedition & Escorted Brands) 
Background 

A North American adventure travel portfolio—comprising long-standing expedition and 
escorted-journey brands with over 100 years of heritage—engaged Guidacent to stabilize 
performance and reposition for growth. The portfolio served a loyal, repeat customer base 
across ship-based expeditions and land-based itineraries, with global supplier 
relationships and direct/third-party distribution. Market signals showed rising demand for 
experiential, transformative, and luxury adventure travel, and an imperative to reach 
younger, more active segments while protecting the core customer base. 

 

The Challenge 

● Aging customer mix and limited digital visibility constrained acquisition. 

● Capacity clustering and margin variability on ship-based programs created trading 
risk. 

● Geopolitical and operational shocks (such as Cuba policy changes and an Amazon 
incident) disrupted demand and supply. 

● Fragmented brand architecture and systems slowed response time and diluted 
voice. 

● The need to reengineer product lanes and launch new “active” segments without 
undermining premium legacy offerings. 

 

Guidacent Approach 

1) Diagnose & Align 

Guidacent led a cross-portfolio assessment (product, marketing, talent, technology) to 
quantify headwinds and opportunities, codified a SWOT and trading plan, and defined a 
three-year vision with capacity, occupancy, and EBITDA targets. 

2) Product & Portfolio Strategy 

● Protected and modernized the flagship expedition line through personalization, 
predictable capacity, and targeted acquisition. 
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● Consolidated escorted brand offerings under the expedition umbrella, trimming and 

refreshing products. 

● Launched “Expedition 2.0”—shorter, more active, repeatable itineraries to make 
the brand relevant to younger travelers. 

● Maintained and rebuilt escorted nature programs, pivoting Cuba to custom and 
rebuilding Amazon on a new vessel with enhanced amenities. 

● Created custom offerings by rapidly repackaging destination expertise. 

3) New Segment Creation: Active Product Line 

● Designed Upscale Active for ages 45–55, focusing on land-intensive, personalized 
trips and re-engineering selected third-party active itineraries to a higher standard. 

● Introduced Entry Active for younger travelers, distributed through existing portfolio 
channels. 

● Phased-in distribution using popular US active itineraries as building blocks, then 
expanded regionally. 

4) Marketing & Digital Storytelling 

● Reoriented the marketing mix from acquisition-light to acquisition-forward, hiring a 
direct-marketing agency to target key markets and improve digital efficiency. 

● Built content-marketing muscle by contracting seasoned travel editors and video 
talent to craft emotionally resonant stories. 

● Established CRM quick start with HubSpot, integrating with reservations and 
orchestrating lead-to-booking nurture. 

5) Operating Model & Talent 

● Integrated into a single, cross-brand organization, consolidated executive roles and 
middle management, upgraded sales/marketing talent, and implemented an Active 
Product staffing plan. 

6) Technology & Data Foundation 

● Standardized platforms for reservations, data warehouse, accounting, CMS, and 
telephony. Migrated accounting, adopted HubSpot CRM and began integration with 
reservations. Deployed a common data view for portfolio performance. 
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Implementation Highlights & Early Wins 

Trading & Product Resilience 

● Negotiated early exit from a prior vessel with no penalty and sourced a new ship 
with enhanced amenities. 

● Proactively pivoted Cuba from fixed-departure to custom, delivering significant 
topline growth despite policy headwinds. 

● Improved ship-based expedition occupancy and tightened margins through supplier 
negotiations and inventory management. 

Financial Turnaround 

● Combined expedition and escorted brands achieved a positive EBIT swing, 
offsetting external shocks. 

Brand Voice & Content 

● Launched a content-rich storytelling initiative to create emotional resonance, 
differentiate luxury-experiential positioning, and lift acquisition and retention. 

Organization & Talent 

● Integrated one aligned organization across brands, consolidated executive roles, 
completed finance consolidation, rationalized key positions, and managed 
workforce through eliminations and upgrades. 

Systems 

● Launched a new nature-brand website, adopted HubSpot CRM across brands with 
active integration, and migrated accounting for uniform close cadence. 

 

Three-Year Outlook 

Capacity expansion with stabilized occupancy improves revenue trajectory and EBITDA 
growth as active products scale and Expedition 2.0 normalizes margins. 

 

What Made the Difference 

1. A portfolio mindset: protecting the premium core while adding repeatable, shorter, 
more active itineraries that meet evolving customer tastes. 
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2. Story-first marketing: emotional narrative and digital discipline—backed by CRM 

orchestration—converting interest into bookings. 

3. Operating integration: one team, one data view, and unified process drove faster 
decisions and lower cost-to-serve. 

Ready to lead your next wave of innovation? 
Contact Guidacent today to discover how we can help your organization achieve market 
and product transitions for lasting success. 
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