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Executive Summary
The purpose of this report based on the Seacrest Lodge case study is to analyze and establish through financial data whether the business can be saved by implementing a turnaround strategy. The analysis will take into account the fact that the business has suffered a decline in revenue in the last 3 years, the occupancy rate has decreased even if the price per night has not increased, even on the contrary the price has decreased, and from reviews, customer satisfaction is constantly decreasing. 
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1.1 Report's aim:
Having available the financial data of Seacrest Lodge, the income statement, the balance sheet, the average room rate & occupancy rate over the past three years, a location that has accommodation rooms, restaurant, bar and event hall, this report will analyze the situation over the last 3 years and the current situation. After careful analize, a comprehensive turnaround strategy it will be proposed in order to bring back to life the complex and its financial situation.
In the proposal made, aspects such as the opening of new resorts in the area, other factors that led to the decrease in profitability and as well customer reviews and changing their requirements and needs will be taken into consideration.

1.2    About Seacrest Lodge:
Seacrest lodge is a resort offering accommodation, restaurant, bar and event room. It is located in an area with great views around Folkestone. Because of its position on the east coast, in the past when it enjoyed notoriety, many guests came from France, Belgium and the Netherlands. Taking into account its location and the easy access of people from abroad, the chosen strategy will be developed and address to both locals and guests from abroad.
The luxury resort has benefited from the attention of tourists for many years, but in recent years it has not been able to retain its customers because more attractive, modern locations with multiple facilities have appeared in the area. In order to be able to attract tourists again, it is essential to modernize the complex and promote accordingly to bring back customers and increase profitability.

2.1    Income Statement over the past three years:
The income statement, also known as the profit and loss statement, is a financial document that provides a summary of a company's revenues, expenses, and profits over a specific period, usually quarterly or annually. (corporatefinanceinstitute.com, 2024)
Income Statement (in GBP) 
	
	2021
	2022
	2023

	Revenue
	£1,200,000
	£1,100,000
	£950,000

	Operating Expenses
	£900,000
	£950,000
	£1,100,000

	Net Income
	£300,000
	£150,000
	-£150,000


Revenue represents the total amount of money earned by the company from its primary business activities. Revenue may come from various sources such as room sales, service fees, or interest income. (Accountingtools.com, 2024) 
Operating expenses encompass all costs not directly tied to the production of goods or services. This category includes expenses such as salaries, utilities, marketing, and administrative costs. (Accountingtools.com, 2024)
Net income, also referred to as the bottom line, represents the company's total profit after accounting for all revenues, expenses, taxes, and other financial items. It is a key indicator of a company's overall financial performance. (Accountingtools.com, 2024)
Having the following values of income statement from 2021 until 2023, it can be noticed that the revenue decreased annually with £100.000 from 2021 and £150.000 from 2022. In the same time for the same period the operating expenses grow with £50.000 in 2022 and with other £150.000 in 2023.
	In 2021 the net income had a value of £300.000 from a revenue of £1 200.000 , that means a percentage of 25%. In 2022 the net income decreased to half of the value from 2021 and went to  £150.000 from a revenue of £1 100.000, meaning a percentage of 13.6%. Unfortunately from 2023 the net income became negative and the business was no longer profitable with a net income of -£150.000.
Operating expenses must be reduced, but the quality of services provided must not be affected. Implementing energy-saving initiatives such as LED lighting, energy-efficient appliances, smart thermostats, and motion sensors can significantly reduce utility costs for heating, cooling, and electricity. (Wang & Meng, 2018). Adopting waste reduction practices, implementing recycling programs, and minimizing single-use items can help decrease waste disposal costs and promote environmental sustainability. (Lee & Hsieh, 2013) Negotiating better terms with suppliers, consolidating purchases, and regularly reviewing vendor contracts can lead to cost savings on supplies, equipment, and services necessary for lodge operations.

2.2 Balance Sheet over the past three years:
A balance sheet is a financial statement that provides a snapshot of a company's financial position at a specific point in time. It presents the company's assets, liabilities, and shareholders' equity, illustrating the relationship between what the company owns and what it owes. (investopedia.com, 2024)

	Asset/Liability
	2021
	2022
	2023

	Cash and Equivalents
	£100,000
	£80,000
	£20,000

	Accounts Receivable
	£50,000
	£40,000
	£30,000

	Property and Equipment
	£2,000,000
	£2,000,000
	£1,800,000

	Total Assets
	£2,150,000
	£2,120,000
	£1,850,000

	Accounts Payable
	£30,000
	£40,000
	£50,000

	Long-term Debt
	£1,500,000
	£1,500,000
	£1,500,000

	Total Liabilities
	£1,530,000
	£1,540,000
	£1,550,000

	Equity
	£620,000
	£580,000
	£300,000



	From the values in the table above, it can be seen that the value of cash and equivalents went really low in 2023 with a value of £20,000 comparing with 2021 when it was £100,000. Also the accounts receivable went each year down with £10,000 from 2021 to 2023. 
The value of property and equipment remain the same for 2021 and 2023, but in 2023 the value decrease to £1,800,000 with £200,000 in less than in previous years.
	Long term debt remain the same for all period with a value of £1,500,000, but the account payable increase each year with £10,000.

2.3 Average Room Rate & Occupancy Rate over the past three years:

Fig. 1  Self-made by the report author

According to the available data, it is noticed that in the last 3 years the occupancy rate had a decrease of 5% in the first year, respectively 10% in the next year. Although the average price per room also fell by £20 in 2022 and another £30 in 2023.
In the following, we will highlight the main reasons that led to the decrease in occupancy and implicitly to the decrease in business profitability.

2.4 The main factors that led to the decrease in profitability:
The main factors that could contribute to the decrease in profitability of The Seacrest Lodge located inn Cardigan, in a rural area and near the beach. 
· The Covid pandemic period 2020-2021 affected many industries, especially the hospitality industry. By restricting travel, people could no longer go on holidays and so the number of bookings decreased. Also, after the lifting of restrictions, some categories of people remained more cautious, more fearful and perhaps avoided non-essential travel. (Wttc.org, 2021)
· The lack of technology and the fact that the accommodation units, the restaurant, the bar and the event hall have not been renovated and modernized have led to the fact that some of the customers choose one of the competing options in the area.
· Unpredictable weather conditions, including storms, heavy rainfall, or prolonged periods of gloomy weather, can deter tourists from visiting coastal lodges, leading to a decline in bookings and revenue (Mieczkowski, 1995).
· Seasonality, coastal tourism in the UK is highly seasonal, with peak seasons during summer months. Off-peak periods may experience reduced visitor numbers, impacting the lodge's profitability (Scott et al., 2019). 
· Increased competition from other new and modern lodges opened in the area can put pressure on pricing and occupancy rates, affecting profitability (Gossling & Peeters, 2015). 
· Poor infrastructure, including inadequate transportation links or insufficient facilities, can hinder accessibility and deter potential guests, impacting the lodge's revenue stream (Jones et al., 2000). 

   2.5 Proposed turnaround strategy:
A turnaround strategy is a strategic plan that businesses deploy to reverse a downturn in performance and enhance profitability. Various forms of turnaround strategies are utilized based on the unique circumstances of the business. (Hill & Schleifer, 2020)
In the case of the resort under consideration, and taking into account the financial situation and the causes that led to the decrease in profitability, a strategy must be proposed that can be applied and whose costs can be covered.
First of all, will be implemented measures that require the smallest investments from a financial point of view, but which could increase the resort's revenues. It is proposed to promote the resort, find sponsors and associate with various suppliers who can offer services and products so that they can generate revenues.
First of all, in order to become competitive again, The Seacrest Lodge needs renovation and refurbishment investments. To carry out these works, government funds made available will be accessed.
In Wales, there are various grants and funding opportunities available for the hospitality industry, aimed at supporting businesses with growth, innovation, and recovery efforts. Some of the most accessible grants for the hospitality industry in Wales include: Tourism Investment Support Scheme, TISS provides funding to support the development and enhancement of tourism infrastructure, products, and experiences in Wales. Hospitality businesses can apply for grants to improve their facilities, enhance visitor experiences, or invest in sustainable practices.  (Businesswales.gov.wales, 2018)
Welsh Government Economic Resilience Fund, The ERF provides financial support to businesses affected by the COVID-19 pandemic, including those in the hospitality sector. Grants are available to help businesses cover operating costs, retain staff, and adapt to changing market conditions. (Gov.wales, 2024)
After renovating and investing in technology, promoting a lodge effectively involves showcasing the improvements and leveraging the new features to attract guests. Invest in high-quality images and videos that highlight the renovated areas, upgraded amenities, and technological features of the lodge. Use these visuals on your website, social media channels, and marketing materials to make a strong first impression. Utilize social media platforms such as Instagram, Facebook, and Twitter to showcase before-and-after photos of the renovations, share guest testimonials, and promote special offers or packages. Engage with your audience by posting regular updates and responding to comments and messages promptly. Build an email list of past guests and potential customers and send out newsletters or promotional emails highlighting the lodge's renovations and technological upgrades. Offer exclusive deals or discounts to encourage repeat bookings and referrals. (Schaal, 2019)
Improve guest experiences to encourage repeat visits and positive reviews it is something relatively easy to do and with huge benefit. Provide easy booking process for the guests, streamlining the check-in process through advanced technology such as mobile check-in apps can significantly reduce wait times and increase convenience for guests (Liu, 2019) and initiate communication before their arrival, by sending a personalized email nicely designed with the most important amenities offered. Offer early check in especially for guests coming to a conference or event can be very attractive as they need to rest before the start of the event.
Another easy to do strategy is to address to guests personally, by using their names and remember their preferences from previous stays, like preferred accommodation, preferred flowers in their room or others. Offer complimentary services and gifts to customers on their check in day it is another way to show that importance and they will appreciate this. Front desk staff trained in effective communication and hospitality can engage guests in friendly conversations, anticipate their needs, and offer personalized recommendations or upgrades based on their preferences (Nunkoo & Ramkissoon, 2016).

	3.Conclusions:
	Through meticulous renovations, technological enhancements, and a renewed focus on customer experience, the resort has been able to reposition itself as a premier destination in the UK hospitality market. The investment in technology has not only streamlined operations but also enhanced guest convenience and satisfaction, aligning with evolving consumer preferences and expectations.
	In conclusion, a turnaround strategy in the hospitality industry is essential for businesses facing challenges and seeking to revitalize their operations. By focusing on operational efficiency, customer experience, and strategic marketing, The Seacrest Lodge can successfully navigate turbulent times and emerge stronger and more resilient in the competitive hospitality market attracting new customers and keeping the existing ones loyal.
The implementation of a turnaround strategy has been instrumental in revitalizing the luxury lodge resort, positioning it for sustained growth and prosperity in the dynamic UK hospitality industry. By embracing change, seizing opportunities, and delivering exceptional guest experiences, the resort has emerged stronger and more resilient, ready to thrive in an increasingly competitive market landscape.
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Average Room Rate & Occupancy Rate (2021-2023)

Average Room Rate	
2021	2022	2023	260	240	210	Occupancy Rate	
2021	2022	2023	65	60	50	
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