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[bookmark: _Toc158823963]3. Executive Summary 
Background:
Hilton Spa in Vilamoura, Portugal is widely popular for its luxurious range of facilities and services. As with any other businesses in the hospitality industry, Hilton has faced challenges because of the business impact of the COVID 19 pandemic. The spa department of Hilton in Vilamoura, Portugal has experienced business losses amid pandemic. 
Issue and Significance:
The issue that has been studied in the paper is the health and safety consumers of Hilton spa services in Vilamoura. The pandemic resulted in some noticeable government instructions for the general people safety. This includes travel restrictions, social distancing, etc. The revenue for Hilton Vilamoura did also decline. Moreover, Hilton was tasked with added business needs to sail safely along the pandemic to sustain its position in the market. 
Recommendations:
Some recommendations were proposed to Hilton, specific to its spa segment in Vilamoura, Portugal. These are as below:
I. Implementation of health and safety measures such as regular sanitisation, mandatory wearing of face masks and social distancing. Also, the waiting inside the waiting room is to be avoided, besides designated touchpoints as well as specifically designated quiet zones. The implementation requires employee training on health and safety measures, and regular monitoring of how employees apply the learning in the work context.
II. Diversification of spa services by leveraging AI such as introduction of innovative spa treatments to address the trending wellness needs of the customers. The services to consider include yoni steam, crystal healing, etc. Hilton should extend its reachability to remote customers by deploying AI generated virtual experiences. However, data anonymisation technique needs to be taken into consideration for countering any cyber-attack. 
III. Responding economic challenges with range of service options, including budget packages for price-conscious customers. Also, there is a need for monitoring and analysing economic impacts on the business to make informed decisions. 
IV. Offer customised services by deploying technology integration mechanism. This includes upgrading the overall online booking experience for the customer. Also, it is about implementing data analytics to gain valuable insights into customer behaviour to make timely and informed decisions. Moreover, employee training should be used as a handful program for skills’ upgrade of the workforce. 
V. Hilton needs to engage with the community such as by strengthening its connections with the local community, supporting suppliers in the region, and prioritising ethical actions. Use marketing channels to promote such practices, and involve the community in the same to promote transparency. 
VI. Focus more on customer engagement for receiving more positive reviews across the service segment in Hilton Spa, Vilamoura. Some programs highlighted in the context include frequently executed social media activities, loyalty programs, more personalised experiences, and use of testimonials. 
Change Management:
The proposed set of strategies for change management to implement the suggested recommendations include the below-listed:
· Communication and training programs for supporting the health and safety programs
· Conduct workshops to ideate and brainstorm different innovative business ideas. Involve employees into everything to the feasible extent to provide them a sense of belonging to the system. 
· Local business collaborations can be crucial to provide more customised offers like budget packages for price-specific customers. Local partnerships will help better adapt to economic turbulence. 
· There is a need for an upgrade of the online booking system of Hilton to make sure it is more user-friendly and useful for gauging enormous of customer data. The insights gained need to be leveraged such as with skills’ upgrade for employees through training programs. 
· Hilton will benefit from strengthening its ties with the community and involving them in the decision-making. Such ethical practices need to be promoted over diverse range of marketing channels. 
· Implement social media campaigns, launch loyalty programs and others to facilitate customer engagement initiatives. 
In summary, the suggested set of recommendations, change management strategy and action plan will help Hilton Vilamoura to effectively navigate through the current challenges. The phased approach as outlined in the action plan should ensure development of a customer-specific culture in Hilton, Vilamoura. 
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[bookmark: _Toc158823965]4.1 A brief introduction to the report
This report is being made for the client company, “Hilton Vilamoura As Cascatas Golf Resort and Spa (Portugal)” to highlight a specific issue for them and provide probable solutions in the case. The learner is a professional organisational consultant being hired by Hilton and working for AAM consulting. The work is being based on Hilton Spa in Vilamoura, Portugal, which is a globally popular destination for luxurious hospitality facilities as well as appealing surroundings (Hilton.com 2024). 
[bookmark: _Toc158823966]4.2 Issue and its significance in context to the hotel
The issue of focus here is the health and safety of customers for the spa department of Hilton Vilamoura. The Covid-19 pandemic had necessitated a worldwide response to contain the spread of the virus. In the event, common government orders were social distancing, lockdowns, travel restrictions, etc. Most countries in the world went for closing their borders for incoming travellers either completely or partially. This affected the regular footfall to hotels (Aharon et al. 2021). 
In this regard, it is worth noting that the fixed costs for hotels affected their profit margin. Hilton also had to take some harsh decisions such as partially shutting down operations across Hilton’s properties and offering cancellations on booked orders. An operational shut down was imposed for an indefinite time period. Hilton hotels that remained partially or fully operational had to consider reduced prices for the service to combat the low service demand (Wei 2022). 
Since they could not ask for the pre-pandemic prices, it affected the overall profitability for the business. In the context, the revenue of Hilton per available room (RevPAR) fell massively by 38% in the quarter ended March 31. Worth noting a fact here is that RevPAR is one of the key measures for the top-line performance of Hilton (Reuters.com 2021). Also, Hilton was forced to find ways to navigate through the issue. They were tasked ensuring the safety of consumers to restore customers’ trust in the brand. 
[bookmark: _Toc158823967]4.3 A brief of the hotel
Hilton Spa in Vilamoura, Portugal was formed years ago. The hotel has all elements in it needed to suit the consumer needs specific to golf courses and pristine beaches. Hilton with its strategic positioning in the said region has managed to create a pleasant and unforgettable experience for customers known better for their travelling and leisure hobbies (Hilton.com 2024). The spa segment of Hilton in the region offers accommodations of diverse customer interests. Beside many other things, Hilton provides spacious suites to target wellness customers that includes ling family suite, family room, two-bedroom apartment with a pool view, presidential suite, etc. (Hilton.com 2024).
[bookmark: _Toc158823968]4.4 A short background about AAM consulting
Since AAM consulting has been given this opportunity to analyse the specific issue of Hilton as highlighted above, it is necessary to introduce the consulting for readers to understand why Hilton trusted in AAM over anything else in the market. AAM consulting is equipped with the facility and resources critical to attract diverse clients and successfully handle multiple projects. The firm is widely known for its expertise in management consulting such as hospitality management. AAM Consulting, founded in 1994 in Hungary, have already handled more than 2500 projects. These projects also include above 100 projects aimed to serving international clients that include America, Central Asia, Europe, and the Caucasus (AAM Consulting International Business Unit 2024).  
[bookmark: _Toc158823969]4.5 Frameworks to analyse the issue 
The issue needs to be explored using relevant management theories and frameworks in order to better understand its impact on the spa business of Hilton Vilamoura and therefore, provide some recommendations to them. The theoretical models that will be applied in this case include STEEPLED, TOWS and SOAR. These frameworks will provide good basis for identifying internal and external factors related to the specific issue and affecting business for Hilton Vilamoura. 


[bookmark: _Toc158823970]5. Analysis 
The section mainly focuses on the analysis of Hilton Vilamoura in respect to the issue mentioned in the introductory section. The causes of the issue and how it has affected Hilton will be studied here. Theoretical models as outlined above will be applied to this case to figure out broader aspects of the issue and possible ways the issue can be transformed into business opportunities for Hilton Vilamoura. 
[bookmark: _Toc158823971]5.1 Causes of the issue 
The causes of an issue can be ample but, in this case, the primary cause has been the COVID 19 pandemic and its business impact. As with any other global companies, Hilton Vilamoura experienced declining business performance as immediate impact of the pandemic and government initiatives to contain the spread of the virus (Šenková et al. 2021). Moreover, Hilton Vilamoura had to work on their business model to look into possibilities to respond to urgent business needs during the pandemic. The success of spa business is dependent on many factors. One most critical of them is of course the customers. Hilton had to ensure safety for the customers to avoid reduced bookings for various spa services offered in the premise. Also, Hilton had to do a lot more thing to promote customer safety and thus, ensure receiving customer trust in the business (Šenková et al. 2021). 
[bookmark: _Toc158823972]5.2 Impact of the issue 
The impact of the issue can be understood from what global trade experts believe in this case. According to the President of the American Hotel and Lodging Association, Chip Rodgers, the pandemic can have severe impacts on the economic health of the hotel industry. The impact can be even bigger than 2008 recession and 9/11 event (Harding-Bond 2020). The global spa industry particularly seems to be in most damages. Consumers preferred to cancelling trips rather going for the wellness and other services offered at spa. Consumers are opting for postponing their wellness travel plans. 
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[bookmark: _Toc158823928]Figure 1: Number of wellness tourism trip volume worldwide by region (2019 vs. 2020)
Source: (Statista Research Department 2021) 
Due to new regulations by local government amid the pandemic, the non-essential businesses are getting closed. After all these, the spas that dare to remain open are finding it hard to attract the guests. Social distancing, the fear of guests of receiving virus from others as it is contagious, and the even higher safety needs of the workers have all contributed in destroying revenue for worldwide spas (Harding-Bond 2020). 
Unlike other segments of the hospitality and tourism business, the spa sector of Portugal could manage to discover probable solutions to health and safety issues of customers. They found a way-out in adopting safety measures, and a range of aesthetic and medical treatments for customers. Portugal spa industry was compliant to the safety instructions of the guidelines of the health organisations (Dagens et al. 2020). As a result, they could design programs to give more confidence and safety to customers. Additionally, the human resource management actions in forms of the training and other actions were critical in promoting the safety and hygiene rules, and ensuring physical distance in the premise. The pandemic generated human diseases actually were targeted to design the spa services and accordingly target the customers for their better health. One of the most common pandemics borne diseases were the lung problems. This created an opportunity for spa organisation to target this customer with hydrotherapy that helps in overcoming the lung problems (Oliveira, Nogueira and Marques 2022). 
[bookmark: _Toc158823973]5.3 STEEPLED analysis
This section constructs a STEEPLED analysis for spa industry in Portugal and their impacts on Hilton spa business in Vilamoura. Therefore;
	Social (S)
	· Demand for individual treatments
· Safety concerns among consumers 
· HALE is low for Portugal among European nations 
· Redesigned services and specific to age groups by Hilton Vilamoura 

	Technological (T)
	· Online booking systems, virtual spa and contactless payment options by Hilton 

	Economical (E)
	· Reduced consumer spending
· Temporary dip in luxury spas
· Good traction for budget-and mid-range segments

	Environmental (E)
	· Use of organic products, eco-friendly practices and a resilient supply chain
· Hilton promoted use of sanitisers, social distancing and compliance training to employees 

	Political and Legal (P&L)
	· Support measures by government 
· Stricter adherence to government norms by Hilton Vilamoura

	Ethical (E)
	· Consumers started liking companies with better social responsibility
· Hilton’s extended focus on community services, local sourcing, customer service and improved employee practice

	Demographic (D)
	· Older demographics were joined by their younger counterparts
· Hilton Vilamoura had to reengineer services to meet diverse service needs of the age groups
 


[bookmark: _Toc158823938]Table 1: STEEPLED analysis of Hilton Spa Vilamoura

Social: 
Due to strong cultural influence in Portugal on the use of spa services, the demand for the spa services stayed resilient amid the COVID 19 pandemic (MarketsandMarkets 2024). However, noticeable shifts were observed in the consumer behaviour for spa services. Consumers preferred individual treatments over using the premise as sharing space with others as before. It reflects the safety concerns consumers had during the pandemic. The impact of individual treatments on Hilton Vilamoura Spa can be in the form of redesigned services to attract the segment (Pinos Navarrete and Shaw 2021). The ageing population in the country contributed to increased demand for health and wellness programs. The fact contributed in a more sustained interest for various services offered at spa. Portugal is one of the most prominent European countries with regards to older populations. It is due to an increased life expectancy as well as reduced fertility rates (Lopes et al. 2023). 
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[bookmark: _Toc158823929]Figure 2: Proportion of population that age 65 years and above
Source: (EC.europa.eu 2023) 
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[bookmark: _Toc158823930]Figure 3: Life expectancy at birth, Portugal (2000-2019)
Source: (World Health Organization 2024) 
However, the healthy life expectancy (HALE) in Portugal has not been the best in the European Union (EU). The gap between HALE for the rest of European Union and Portugal is continually widening up (Lopes et al. 2023). Though this is not good a fact for the citizens of Vilamoura, Portugal, but of course, is a good trend for Hilton spa in Vilamoura. The lesser the age limit for the citizens to remain healthy and disability-free, the more will be demand for spa and wellness services. 
Technological:
Hilton Spas in Vilamoura adopted the relevant trends of the pandemic to remain operative and reach customers in the numerous ways possible. Some of the technological developments were more promotion of online booking systems, contactless payment options, and virtual spa experiences (Velázquez 2023). These technologies did not only provide useful means for running the business, but also addressed the safety concerns of the customers. This helped customers access the service more conveniently, contributing positively in the overall business resilience. 
Economical:
The pandemic has caused economic challenges across worldwide countries. The impact can be noticed in terms of consumer spending. 
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[bookmark: _Toc158823931]Figure 4: Decline in cash withdrawal and card spending on 1st week of March
Source: (Centralbank.ie 2020) 

As a result, customers preferred spending for essential services, rather for availing all services in good volume. It caused a temporary dip in several services such as luxury spa treatments. However, the budget and mid-range segment services witnessed a rather elevated business (Demir et al. 2022). All these forced Hilton Spa in Vilamoura to adapt relevant pricing strategies to cater for the needs of a diverse customer base (Monyane 2014). 
Environmental:
Portugal has already been focused on sustainability within the travel, specifically spa industry. As a result, many spa brands have adopted eco-friendly practices, like use of organic products, waste reduction and a more resilient supply chain (Mowforth and Munt 2015). As with others, Hilton Spa Vilamoura had to adapt to these trends. Hilton did this with some smaller but noticeable changes. The company ensured easy accessibility to hand sanitiser to keep both customers and the premise safe. The use of masks was made mandatory for both staffs and customers. An implementation of social distancing in the premise was not suitable to fast check-in experience at the counter, but was key to ensure utmost safety for the customers (Tripadvisor.com 2024). Hilton had to spend the resources on providing compliance training to employees.   
Political and Legal: 
Government regulations during the pandemic affected the spa industry significantly. Apart from other operational works, compliance with tight hygiene protocols became a necessity then. However, the support measures of the government did help the industry to combat the financial challenges to the noticeable extent (Purnomo et al. 2022). Like other spas, Hilton Spa in Vilamoura had to adjust to these government regulations. Eventually, a stricter adherence with the use of sanitisers, face mask and social distancing came into force (Wong and Lai 2022). Though, Hilton Vilamoura managed to cope with the situation with passing days, but it only added to their existing operational works. 
Adhering to health and safety-based government regulations in Portugal were immense and had a significant impact on the spa industry. Hilton Spa had to cope with the evolving legal form in the country. An emerging legal landscape had necessitated Hilton to provide the safest environment to their customers and employees (Dupeyras, Haxton and Stacey 2020). 
Ethical: 
One of the consumer behaviour trends during the pandemic were a more pronounced ethical consideration. Consumers in Portugal trusted spas who were relatively better at demonstrating social responsibility. This has impacted Hilton Vilamoura also. They had to give even more attention to community services, sourcing from local suppliers, and prioritising customer services and employee practices. The set of ethical practices as these were key differentiators for Hilton in the already highly competitive market (Mihalic 2016). 
Demographic:
The demographic structure of Portuguese consuming spas changed slightly because of the pandemic. In addition to older demographics, the younger population raced faster to wellness treatments seeking a relief from highly stressed life at work. The older population continued liking the health-focused spa services over anything else (Pinos-Navarrete, Abarca-Álvarez and Maroto-Martos 2022). These trends affected all Portugal spas such as Hilton Vilamoura. Hilton had to assure consistent relevance with these emerging and existing trends with customised services for particular age groups. 
[bookmark: _Toc158823974]5.4 SOAR analysis
	Strengths (S)
	Opportunities (O)

	· Cultural alignment 
· Adaptability and innovation 
	· Digital marketing 
· Diverse service portfolio 

	Aspirations (A)
	Results (R)

	· Community engagement 
· Consistency with innovation in wellness 
	· Enhanced brand image 
· Significant contribution to wellness tourism


[bookmark: _Toc158823939]Table 2: SOAR analysis of Hilton Spa Vilamoura 

The Portuguese culture is very dynamic that puts emphasis on the wellness and relaxation services. The cultural belief has been a highlighting feature of the spa industry in Portugal. Hilton Vilamoura leverages this cultural orientation through essential services for customers such as self-care, stress relief, etc. (Sousa, B., Silva, A. and Malheiro, A., 2020). Hilton Vilamoura has adopted technological innovations to address changing customer preferences. These were online booking systems, contactless service demonstration, etc. (Hilton Food Group plc 2020). 
Hilton showed utilisation of digital marketing through social media campaigns and others, but there is a need for having more visibility into what the data says. In addition to having a large volume of data, Hilton must interpret those to gain valuable insights. In this case, Hilton can diversify their service offerings through new inclusions like yoni stream, crystal healing massage, colonic hydrotherapy, etc. (Bottalico, Castellaneta and Charitos 2020). 
Hilton’s aspirations in Vilamoura can be engaging in local-based initiatives as well as supporting the wellness programs. Hilton by introducing new treatments and properly addressing the global wellness trends can position themselves as the leader in spa market of Vilamoura, Portugal. 
A continued progress to sustainable practices and increased commitment for wellness programs can benefit Hilton in terms of better brand image and long-term success. 

[bookmark: _Toc158823975]5.5. TOWS analysis
The TOWS analysis extends beyond the SWOT analysis that gives an idea of strategies that can be helpful for leveraging opportunities and mitigating threats to the extent possible (Kulshrestha and Puri 2017). In this section, a TOWS analysis of Hilton Vilamoura has been performed as below;
	External Factors
	Internal Factors

	
	
	Strengths 
· Huge brand recognition (Company Report: Hilton Worldwide Holdings Inc., 2021)
· Positive customer reviews, especially from non-buyers like Trip Advisor (Tripadvisor 2024)
· Excellent hospitality experience with specially trained staff (Company Report: Hilton Worldwide Holdings Inc., 2021)
	Weaknesses 
· No discount package holidays (Stravelandtourism.weebly.com 2024)
· Criticised for not enforcing health and safety laws (Stein 2020)

	
	Opportunities
· Massively increasing phone users’ base (Degenhard 2024)
· HALE is relatively on the lower side for Portugal as compared to other European countries (Lopes et al. 2023) 
	‘SO’ Strategies 
· Increasing positive customer reviews can contribute to an elevated customer base, adding more to its current market share
· The excellent hospitality experience can contribute in higher number of loyal customers. 
· Hilton can continue its legacy in great hospitality service by providing customised spa packages to customers, considering HALE is low in Portugal in comparison to other European countries. 
	‘WO’ Strategies 
· Discount scheme attracts the price-centric customers; however, Hilton is not like its rivals for offering discounts. Hilton is missing on attracting a segment of customer, who spends more time surfing internet on smartphones and get to know about any discount schemes.

	
	Threats 
· Decreased disposable income due to unemployment amid COVID 19 (SGP.fas.org 2021)
· Growing demand for budget hotels (Food Industry Insights 2023)
	‘ST’ Strategies 
· Despite growing segment of budget offering, Hilton still has many relying on the brand for excellent service in return for a premium pay  
· Huge brand recognition of Hilton helps draw customers that they aim to serve  
	‘WT’ Strategies 
· Hilton may not be able to attract price-conscious customers and might loose a bit of market


[bookmark: _Toc158823940]Table 3: TOWS analysis

The TOWS analysis of Hilton Vilamoura reveals solid brand image as well as positive reviews as some of the strengths of the spa brand. However, the absence of discount schemes and negligence on the part of adhering with the health and safety legislation and regulations have been identified some pressing weaknesses that Hilton must quickly address to leverage the strengths identified. Opportunities have been identified in the growing smartphone user base and lower HALE in Portugal compared to other European nations. Strategies that can help Hilton leverage the opportunities and cope with threats include increased focus on improving positive customer reviews for Hilton Vilamoura, customisation of spa packages, and a consideration for discount packages to also serve the budget segment. Budget offerings can be a good move considering Hilton is faced with threats like economic challenges because of the pandemic and rising demand for budget segment hotels. Hilton should manage all these effectively by leveraging its long-standing reputation for outstanding service and effectively capitalising on brand recognition to sell anything to customers, like attracting budget-specific customers. 


[bookmark: _Toc158823976]6. Recommendations and Change Management
[bookmark: _Toc158823977]6.1 Recommendations 
As the analysis suggests, Hilton Vilamoura is faced with some challenges around the issue of focus for this report, which is the health and safety of customers for its spa department. Though the issue is related to the health and safety of customers only, but the company will need to consider changes for several aspects of the business to effectively deal with the issue. The change in consumer behaviour, and rising concerns for their health and safety should be deal with actionable changes, aligned with the business goals of Hilton Vilamoura, Portugal. Therefore, following is a point of recommendations for Hilton towards effectually addressing the issue of focus for this paper:
· Implement Health and Safety Measures to Address Customers’ Wellness Concerns 
Some of the health and safety measures are already very common and mandated by the respective governments of the world. This includes sanitisation of the spa space on regular basis, adherence with social distancing guidelines, and mandatory face mask wearing (Robina-Ramirez et al. 2021). These are some very basic but quite useful health and safety measures for Hilton. In addition, no waiting inside, limited touchpoints, and quiet zones can be additional moves in the direction (Millennium Day Spa & Salon 2021). 
The changes as above in the ongoing health and safety measures of Hilton will require some serious management commitments towards multiple aspects of the business. The one is investing in the employee training programs aiming at adequate knowledge acquisition for employees on health and safety (Van Assen 2021). However, the training program will be worth investing if the outcomes meet the anticipated results. The effectiveness of the training program can get affected from lack of or no training needs assessment, no use of any mechanism to monitor the outcomes, and regular feedback sessions with employees to address any process shortcomings (Hamzah et al. 2021).  
It is very important to comply with government regulations related to the case. However, it is challenging to ensure the same is being followed without any miss. To overcome this challenge, Hilton needs to have a monitoring mechanism for how staff behaves in the workplace (Steele, Dredge and Scherrer 2017). There is a thoughtful need to foster a culture of high responsibilities at different management levels (Jhamb and Carlson 2020). 
· Implement Service Diversification to Leverage AI
Hilton already has an extensive service portfolio, extending which can help attract more customers. In the regard, innovative spa treatments as per wellness trends globally can be a good move. More specifically, this involves yoni steam, colonic hydrotherapy, crystal healing massage, etc. (Bottalico, Castellaneta and Charitos 2020). These services should help serve the diverse needs of a broader customer segment. In addition, Hilton should leverage the growing AI implementation across worldwide industries. This can be done by providing virtual spa experiences to customers allowing them to enjoy the service remotely. Introducing remote services will also increase the level of accessibility with the service for more customers and hence, Hilton will be able to serve more customers in Vilamoura Portugal (Best, Narang and Manocha 2020). However, the AI-generated customer insights can meet to vulnerabilities of cyber-attacks. One good way to get rid of this challenge is to implement the “Data Anonymization” technique to safeguard individual privacy, while still gauging useful insights from a huge set of customer dataset (Forbes 2023). 
· Address Economic Challenges with Wider Service Options 
The brand image of Hilton has helped them encourage customers to pay for their premium services. However, the analysis has found that due to lack of budget package, Hilton is missing on a strong market segment. Therefore, Hilton should work on their pricing strategy to cater for a more diversified customer segment. This is of particular importance considering economic uncertainties because of the COVID 19 (Reed 2022). In the context, business collaborations with local businesses can be useful for offering bunch of services and exclusive discounts to provide more values to customers as well as stimulate the business demand (Vestergaard et al. 2020). Hilton must be cautious of the fact that targeting the budget segment might affect the current brand positioning of the company among hospitality consumers. Hence, the service experience might get hampered also because customers will expect the similar premium service offerings at budget costs (Garachkovska et al. 2021). 
· Facilitate Technological Integration to Provide Customised Offers 
There is a need for enhancing the online booking systems to leverage increasing phone user base. It will help with more new customers and thus, increased business. A seamless integration between the back-end system of Hilton and user interface can be a source to real-time updates for the users and thus, speedier decision-making for the services. Moreover, online booking systems will help with in-depth insights of the users, which can be utilised for providing more customised offers to customers (Fjellström, Osarenkhoe and Roe 2023). In the context, the data analytics can be leveraged as it will help with users’ insights and enable Hilton Vilamoura to make their service offerings and marketing activity more relevant to customer needs (Vitari and Raguseo 2020). However, the opportunities with data analytics can be leveraged only if Hilton has adequate skilled resources. If not, they must ensure to strategically deal with employee training to employ their best in the work (Urbancová et al. 2021). 
· Do Community Engagement for a Sustained Positive Brand Image
The focus should also be on strengthening connections with the local Vilamoura community. Social activities can include supporting local suppliers and local economy, engaging in kinds of community services, and prioritising ethical practices for positively enhancing the brand image of Hilton Vilamoura (Bernarto et al. 2020). All these will enable Hilton differentiate its brand image in the market. Transparency is going to be a key factor here, so, Hilton should involve the community in the ethical practices to maintain the same (Higgins, Tang and Stubbs 2020). 
· Engage with Customers for Higher Positive Reviews
The social media activities must be frequent and strategically targeted to the audience. These platforms can be leveraged to demonstrate customer testimonials, which is a way to let others know how some customers haver already been benefitted from Hilton. This will contribute to a positive online image for Hilton Vilamoura (Bigne, Chatzipanagiotou and Ruiz 2020). In addition, loyalty programs, personalised experiences and, special offers can be the good reasons for a sense of attachment among Hilton customers (Chen, Mandler and Meyer-Waarden 2021). 
[bookmark: _Toc158823978]6.2 Change management for implementation of recommended points
An implementation of the recommended points as above at Hilton Vilamoura requires to be supported with a well-organised change management plan. The change management plan as below outlines strategies for a smoother transition to a more customer-oriented spa business for Hilton;
· Communication and Training for Health and Safety Measures
[bookmark: _GoBack]The health and safety measures need to be documented in formats consistent with the documentation policy and procedure of Hilton Vilamoura. Once documented, it needs to be disseminated to and communicated with employees as per company policy for the same. One good way to do so is sending emails to employees with the required attached files (Haesevoets et al. 2021). However, this will not be enough for aligning work practice with the new set of measures. Therefore, face-to-face meetings, online meetings, etc. need to be leveraged as potential sources to relay the message and pronounce management expectations with the employees (Karl, Peluchette and Aghakhani 2022). The responsible person for all these can be the on-site managers of Hilton Spa in Vilamoura. The timeline for this should not be more than four days. 
Also, employees must be given training, enabling them understand and adhere to new technologies and related protocols. Contactless technologies can be deployed for check-ins, service demonstrations and payments. Employees must know these applications to leverage to business needs. These responsibilities will rest with the trainer and HR Manager. 
· Diversification of Services
Workshops can be conducted to brainstorm new forms of spa actions aligning with the wellness trends. The brainstorming sessions will be fruitful if suggestions are given value and one or some of those are implemented. In this way, employees will feel involved in the process and hence, will have a motive to serve (Rodrigues et al. 2022). Virtual experiences need to be designed and implemented for customers who for some reasons prefer remote services. It is like targeting a segment of customer, not touched before. The change as this needs to be promoted across digital channels of Hilton, allowing target audience to learn these changes (Saura 2021). The responsible personnel here can be supervisors, employees, sales and marketing manager. The brainstorming sessions should continue as long the potential ideas are not generated. Creation of and marketing for virtual experiences rest with IT department, and sales and marketing manager. 
· Local Partnerships 
Hilton by partnering with local businesses will be able to offer additional spa packages with exclusive discounts. Services offered in collaboration with local businesses will ensure effectiveness in the delivery and enhanced value propositions for Hilton (Dentoni, Pinkse and Lubberink 2021). The responsibility for all such deals rests with the Board of Directors and Regional Managers of Hilton. The timeline for this change will depend on how quickly Hilton reacts in the direction and sort out the related formalities. In general, business collaborations can consume a time of 3-6 months. 
· Technology Integration
A technology integration is recommended for the online booking system of Hilton. The use of data analytics is necessary to interpret the huge customers data obtained from digital channels. It will generate important insights about customers like what they prefer for wellbeing offerings at Hilton spa, the diverse choices for spa treatments and much more (Patterson and Balderas-Cejudo 2022). These technical works can be managed only with a dedicated team for the same. The team will consist of an IT manager, IT team members, sales and marketing manager, and decision-makers at Hilton Vilamoura spa. Timeline can be shorter for these sorts of work. It can be an ongoing work for the team as the process of data collection, and data interpretation to extract valuable insights will continue further to serve future needs of Hilton. 
· Communicate Ethical Practices and Community Engagement
Hilton can emphasise community services such as by sourcing from local suppliers. The decision-makers can find other ways to address the concern. Additionally, utilise current marketing channels to promote ethical practices to highlight the Hilton’s image of a responsible employer (Gil-Gomez et al. 2020). The timeline for this activity will be occasional or as necessary. The marketing team will be responsible for this activity. 

In conclusion, the change management for implementing the recommendations can be summed up in the form of a table as below;

	Activity 
	Responsible Person
	Timeline 
	Status 

	Communication and Training for Health and Safety Measures
	On-site Managers, Hilton Spa Vilamoura
	4 days 
	

	Service Diversification 
	Sales and Marketing Manager; Supervisors; Employees; IT Department
	as necessary 
	

	Local Partnerships 
	Board of Directors; Regional Managers
	3-6 months 
	

	Technology Integration 
	IT Manager; IT Team Members; Sales and Marketing Manager
	Ongoing basis 
	

	Ethical Practices and Community Engagement
	Marketing Team
	As necessary 
	


[bookmark: _Toc158823941]Table 4: Change Management Plan
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	Problem 
	Solution
	Desired Outcome 
	Time Scale 
	Costs 
	Monitoring & Evaluation

	The health and safety challenges with customers at Hilton Vilamoura Spa, Portugal. 
	Implement health and safety measures
	Health-conscious customers will feel less hesitant to use Hilton spa services in Vilamoura, Portugal. 
	Phase 1: 
0-5 weeks
	$40,000
	-Staff adherence with measures
-Evaluation of training outcomes

	
	Diversify spa services
	Other segment of customers will get attracted as well. 
	Phase 2: 
6-9 weeks 
	$25,000
	Customer’s response for remotely accessible wellness programs. 

	
	Adapt to economic challenges
	Better survival during times of economic turbulence such as amid COVID 19
	Phase 3: 
10-17 weeks 
	$35,000
	Economic impacts 

	
	Technology integration
	Richer customer data collection and interpretation, and thus, better customised offers for customers. 
	Phase 4: 
18-21 weeks 
	$50,000
	-Evaluation of training outcomes 
-Monitoring data anonymisation for security and privacy matter of customers 

	
	Community engagement 
	The status of a socially-responsible employer can be attained. 
	Phase 5: 
22-25 weeks 
	$15,000
	Community-based practices in terms of effectiveness

	
	Enhanced customer engagement
	Access with useful customer insights
	Phase 6: 
26-29 weeks
	$30,000
	-Online customer reviews
-Number of retained customers due to loyalty programs


[bookmark: _Toc158823942]Table 5: Action Plan

The above action plan can be adjusted depending on action outcomes over multiple phases in the same. The plan can be leveraged by Hilton Spa at Vilamoura, Portugal, to cope with the complexities of the change management strategy and thus, transform into a much more customer-centric spa business. The phased approach provides an organised route to implementing the action plan. The monitoring and evaluation of all actions can help Hilton position as the leader in spa industry in Portugal. 

[bookmark: _Toc158823980]8. Conclusion
On a concluding note, the analysis of Hilton spa at Vilamoura, Portugal has demonstrated the pandemic created challenges facing the business. Consequently, business profitability was hit and customer safety became a major concern for the business for its sustained growth in Vilamoura, Portugal. The health and safety measures suggested are key to enhancing customer loyalty for Hilton Vilamoura. The measures include regular sanitisation, customer well-being, etc. 
In addition, a diversification of spa services by leveraging AI to offer innovative treatments like virtual wellness experiences, and making new packages to suit the budget segment can be useful to address changing dynamics of the market and consumer behaviour. However, budget offering should not affect the current brand positioning of Hilton as it is assumed to be a premium brand. 
Local partnerships in Vilamoura will unlock new avenues for Hilton in forms of exclusive spa packages. In this way, Hilton will offer more values to customers, which will stimulate the demand. Technology integration, on the other hand, such as data analytics and online booking systems, will be sources for improved operational efficiency and useful customer insights critical to providing personalised experiences. 
Ethical practices and community engagement through community-based projects will positively affect the brand image of Hilton. Loyalty programs and interaction with online audience will form a significant base of new and retained customers. 
The change management strategy shows how Hilton can address these all smoothly within the estimated time scale as communicated in the action plan. Though the suggested actions result in some initial investments, this is easily manageable for Hilton, considering their brand image and worldwide presence. Also, it will be helping Hilton to navigate the complex phases of market such as economic challenges. Moreover, by implementing the action plan Hilton Vilamoura will emerge even stronger than now and sustain its leadership in the market. 
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