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[bookmark: _Toc192357168]Executive Summary
Fusion Suites Da Nang, a 123-suite beachfront hotel situated in the vibrant Son Tra District of Da Nang, Vietnam, faces an imminent closure scheduled for December 27, 2024, marking the end of nearly a decade of operation (‘Fusion Suites Da Nang’., 2025). This consultancy report, meticulously crafted by Horizon Hospitality Solutions, delves into the multifaceted challenges that have precipitated this decline, offering a strategic roadmap to optimize operational efficiency and guest satisfaction in the hotel’s final months while preserving a sustainable legacy for the broader Fusion Hotel Group. The analysis uses STEEPLED, SOAR, TOWS, McKinsey 7S, and Kotter's 8-Step Change Model to understand the hotel's position in Da Nang's dynamic hospitality sector, which has changed significantly post-pandemic. The hotel's struggle to maintain financial viability, as shown by its 45% occupancy rate in 2024, much below the industry norm of 60-70%, is the key concern. This decline is caused by outdated technological infrastructure, an unprepared workforce, a failure to capitalise on sustainability trends, and high fixed costs associated with its 23-story structure. Due to changing traveller preferences and increasing market rivalry, the hotel's ideal location opposite My Khe Beach and distinctive wellness offerings—such as daily reflexology, yoga sessions, and healthy dining—have not been enough to overcome these hurdles.
Detailed research shows a complex terrain of opportunities and challenges. Fusion Suites has only partially adjusted to post-pandemic social trends that have increased demand for hybrid workspaces, strict health norms, and wellness tourism, according to the STEEPLED framework. Fusion Suites faces technological competition from AI-driven pricing and contactless check-in systems, and economically, Da Nang's hotel oversupply—26% of properties were temporarily closed as of March 2023—has lowered occupancy rates to 40%, well below breakeven. As tourists become more eco-conscious, the hotel has missed out on certifications like Green Key, which might promote eco-tourism. The SOAR research highlights the hotel's seaside position, large accommodations, and wellness focus, but these have not been adequately leveraged to capitalise on 2024's 36% increase in international tourists and 28% increase in domestic tourism. The TOWS Matrix suggests virtual wellness platforms to tap into Vietnam's booming wellness tourism market, phased service adjustments to reduce operational costs, and targeted marketing to domestic travellers with short-stay packages to address weaknesses like limited digital adoption and over-reliance on slow-recovering international markets. The McKinsey 7S Analysis shows that manual processes, a rigid hierarchical structure that hinders responsiveness, and staff skills that are strong in traditional hospitality but lacking in digital tools deter tech-savvy guests from the hotel's wellness retreat ambitions.
Analysis of these findings emphasises intervention urgency. STEEPLED suggests that external market dynamics, particularly technological and environmental trends, must be adapted immediately to remain competitive, while SOAR and TOWS suggest that internal strengths and external opportunities can mitigate weaknesses and threats. However, the McKinsey 7S findings show that external tactics fail without addressing structural and skill-based misalignments. This complete analysis shows a hotel failing to adapt in a quickly changing market. Outdated systems, unprepared staff, and unexploited sustainability trends have led to financial unsustainability, requiring a concentrated and timely reaction.
Horizon Hospitality Solutions suggests a three-pronged approach before closing to solve these issues. First, implement a Digital Transformation Strategy using AI-driven dynamic pricing tools like Duetto and contactless check-in systems to improve operational efficiency and visitor experience. With a £15,000 investment, this effort intends to increase occupancy to 65% within six months and generate £130,000 in annual income by training staff to fill McKinsey 7S Analysis skill gaps. Second, to prepare staff for different guest demands, a Staff Training and Engagement program includes hybrid event management and crisis communication seminars. This £10,000 initiative aims to reduce turnover from 25% to 15%, save £18,000 in recruitment expenditures, and increase visitor retention by 15% to improve service quality. Third, pursue Green Key accreditation with a green team that examines and upgrades energy-efficient lighting and water conservation. This £8,000 plan intends to attract eco-tourists, increase income by 15%, and strengthen the brand's sustainable credentials. Government rebates could offset £2,000. Kotter's 8-Step Change Model guides implementation by creating urgency, developing a coalition, expressing a clear vision, enabling action, and anchoring changes into organisational culture. Key performance measures include 65% occupancy, 4.5+ Google rating, and 12% staff turnover at year-end. 
This consultancy research concludes that Fusion Suites Da Nang's last operational issues require strategic action. Digital transformation, worker empowerment, and sustainability alignment can help the Fusion Hotel Group regain competitive edge, maximise pre-closure revenue, and leave a legacy. Horizon Hospitality Solutions thanks Fusion Suites Da Nang and the Fusion Hotel Group for our collaboration on this project. Even in closure, your willingness to tackle these difficulties shows a laudable dedication to quality, and we are honoured to have helped. We hope this cooperation leads to future collaborations, including helping new businesses like Fusion Resort & Villas Da Nang, where our digital innovation and sustainability practises may bring value. This paper addresses Fusion Suites' urgent issues and provides a template for other mid-tier luxury hotels facing similar constraints in Da Nang's developing hospitality industry. The hotel might have improved performance by following these recommendations, bolstering Horizon Hospitality Solutions' image as a trustworthy partner in industry change. This conclusion reinforces our commitment to providing customised, effective solutions, and we look forward to working with your distinguished organisation.


[bookmark: _Toc192357169]1. Introduction
The 123-suite Fusion Suites Da Nang is located on Vo Nguyen Giap, Son Tra District, Da Nang, Vietnam, directly across from My Khe Beach. It opened in 2015 and is owned by the Fusion Hotel Group. It has 23 stories and has been providing families and long-stay guests with large rooms until it was reported that it would be closing on December 27, 2024. This stop shows bigger problems in Da Nang's hospitality industry after the pandemic, which is why this consulting report talks about those operational and strategy problems.
The hotel stood out in Vietnam's tough high-end market thanks to its unique selling points (USPs). Its prime beachfront site offered stunning ocean views and immediate access to My Khe Beach, a key draw for leisure travellers (Fusion Hotel Group, 2024). Wellness-focused services, like daily reflexology, yoga lessons, and healthy food at the Fresh restaurant, met the growing need for all-around experiences (Han et al., 2021). The hotel had large, stylish rooms with kitchenettes and modern amenities. It also had a rooftop bar and an infinity pool where guests could relax and socialise. Even with these advantages, the fact that the business closed shows that it couldn’t keep making money as the market changed.
Horizon Hospitality Solutions is our consulting company that helps hospitality businesses get back on their feet after a pandemic. We are experts in digital transformation, improving the guest experience, and realigning strategies. The tourism industry in Da Nang has recovered, with 36% more international visitors expected in 2024 (UNWTO, 2023) but Fusion Suites had problems with inconsistent service and money issues, as shown by the fact that its pool has been closed since October 2022 and by guest reviews (Booking.com, 2024). Our company focusses on taking advantage of wellness trends and rising domestic travel, which fits with what the hotel needs to do to adapt before it closes and hand over its legacy after it does. Horizon has worked in Southeast Asia before, so we can offer solutions like better personalised service (like the Fusionista program) and repositioning the brand using smart hospitality frameworks (Buhalis & Law, 2022).
To look at these problems, this study uses the STEEPLED, SOAR, and TOWS frameworks. It is recommended that STEEPLED look at how outside factors, like economic overload and technological delays, affect Fusion Suites. This is because it looks at the big picture (Whittington et al., 2020). As a way to guide strategic goals, SOAR points out both internal strengths and opportunities, such as Vietnam's growing domestic tourism and its wellness offers (Stavros & Hinrichs, 2019). TOWS takes these ideas and turns them into strategies that can be used. This is because it works well in competitive hospitality settings (Weihrich, 1982). These frameworks all deal with the hotel's closing in the context of Da Nang's changing environment. 
[bookmark: _Toc192357170]2. Analysis
[bookmark: _Toc192357171]2.1 Issue Description & Impact
The planned permanent closing of Fusion Suites da Nang on December 27, 2024, highlights a major problem in Da Nang's hospitality industry: the ongoing fight to achieve financial and operational sustainability in the face of post-pandemic recovery issues and changes in the market. Fusion Suites has been a 123-suite beachfront hotel along Vo Nguyen Giap since 2015. Its wellness-focused services and setting on the coast made it stand out from other hotels (Antonio and Antonio, 2024, p. 3). But its closing fits with a larger trend of hotels closing in Da Nang. This is because of a mix of things, such as the long-lasting effects of the COVID-19 pandemic, financial pressures, and an oversaturated market.
The COVID-19 pandemic had a huge impact on Da Nang's tourism industry, which is a big part of the city's economy. Da Nang experienced a drastic drop in international visitors, with numbers plummeting by approximately 69.2% in 2020 compared to previous years. Because of closed international borders and travel limits, occupancy rates dropped to as low as 5–10% during peak crisis times (Fred Lawlor and C. Jayawardena, 2003). About 26% of places to stay were still closed temporarily in March 2023. Many of them along coastal routes like Vo Nguyen Giap and Ho Xuan Huong were closed for months or even years. Industry reports suggest that Da Nang hotels require 60-70% occupancy to cover costs and loan repayments, yet current rates hover around 40%, insufficient for profitability (Political Theory HCMA, 2023). 
According to STR Global (2024), the closure means a complete loss of revenue, which is expected to be $2.1M to $3M per year based on an average daily rate of $70-$100 and 70% occupancy before the pandemic. Fixed costs, like maintaining the 23-story building, will continue until it shuts down, which will make losses even bigger. Fusion Hotel Group's brand value could be hurt by the hotel's closing; guest reviews say that fewer services could lower the hotel's 8.7/10 Booking.com rating (2024). According to Political Theory HCMA (2023), the pandemic resulted in significant job losses within the tourism sector, with about 31,874 employees (62.5% of the workforce) either laid off or quitting their jobs.
Oversaturation in the market from new hotel builds and a slow return of foreign tourists from places like China are slowing down recovery (Savills, 2023) and this closure is not an exception. Fusion Suites Da Nang's case shows how fragile mid-range luxury hotels are when dealing with these systemic problems. This is why Da Nang's hospitality industry needs smart interventions to make it more resilient. 
[bookmark: _Toc192357172]2.2 STEEPLED Analysis
STEEPLED analyses Fusion Suites Da Nang's performance based on external factors. This paradigm explores seven dimensions—Social, Technological, Economic, Environmental, Political, Legal, and Demographic—to explain its closure in Da Nang's hospitality business.
	Category
	External Factors
	Impact

	Social
	Post-pandemic shift towards hybrid workspaces, health protocols, and wellness tourism.
	Post-COVID travelers want hybrid facilities like work-from-hotels and strict health safeguards (Fred Lawlor and C. Jayawardena, 2003). Fusion Suites' wellness focus fit this trend, but its shutdown implies insufficient hybrid adaption.

	Technological
	Competitors adopting AI-driven pricing, mobile check-ins, and smart room systems.
	AI is used at Da Nang hotels for dynamic pricing and contactless check-ins (Buhalis & Law, 2022). Lack of such technologies certainly harmed Fusion Suites' competitiveness, lowering bookings.

	Economic
	Vietnam’s tourism GDP growth (6.8% in 2023, UNWTO, 2023) amidst market saturation.
	Despite tourism rebound, Da Nang's glut of hotels (26% shuttered by March 2023, lowered occupancy (40% vs. 60-70%, (Political Theory HCMA, 2023). Pricing pressure hurt Fusion Suites' finances.

	Environmental
	Rising eco-conscious traveler demand; sustainability trends (e.g., eco-certifications).
	Fusion Suites installed energy-efficient windows (Fusion Hotel Group, 2024), but it lacks Green Globe certification, which could hinder eco-tourism growth (Han et al., 2021). Closure eliminates environmental leverage.

	Political
	Government tourism stimulus and international travel policies.
	Vietnam's post-COVID travel incentives increased arrivals (36%, UNWTO, 2023), but slow returns from important markets like China and historical limitations slowed Fusion Suites' recovery (Savills, 2023). Political stability caused little disruption.

	Legal
	Local health/safety regulations and property compliance requirements.
	Post-pandemic health protocols like cleanliness laws raised operational costs. Fusion Suites' compliance was important but expensive, especially with minimal revenue, exacerbating financial strain and closure.

	Demographic
	Younger travelers (e.g., millennials) seeking unique, experiential stays.
	Fusion Suites targeted solo travelers and couples with suite-style rooms (Fusion Hotel Group, 2024), appealing to younger demographics. However, failure to sustain this market amid competition suggests misalignment with broader demographic shifts.



Multiple outside factors, as shown by the STEEPLED study, led to the closing of Fusion Suites Da Nang. After the pandemic, people wanted hybrid workspaces and health protocols more quickly than the hotel could change to these needs, even though they were aligned at first (Fred Lawlor and C. Jayawardena, 2003). In terms of technology, Fusion Suites' competitors probably adopted AI-driven systems (like price and check-ins) faster than it could, giving it less of a market edge (Buhalis & Law, 2022). Vietnam's tourist GDP growth (UNWTO, 2023) was overshadowed by Da Nang's market saturation, where occupancy rates were too low to cover costs (Political Theory HCMA, 2023) the economic side. Concerning the environment, sustainability trends presented chances, but Fusion Suites' small eco-efforts were not enough to earn them approval (Han et al., 2021). According to Savile (2023), relying on foreign markets that were slowly recovering slowed down progress. However, government stimulus helped the recovery. Health rules made things more expensive legally and the hotel's targeting of certain groups of people wasn't enough to protect it from bigger threats from competitors.



[bookmark: _Toc192357173]2.3 SOAR Analysis
The SOAR framework (Strengths, Opportunities, Aspirations, and Results) is a positive, forward-looking way to look at Fusion Suites Da Nang's internal and external possibilities, even though it is set to close on December 27, 2024. SOAR is different from standard SWOT analysis because it focusses on strengths and opportunities to help set strategic goals and track results (Stavros & Hinrichs, 2019). This study looks at how the hotel's features could have been used before it closed and how much worth the Fusion Hotel Group will still have after it's closed.
	Category
	Description
	Details and Impact

	Strengths
	Prime beachfront location, wellness-focused offerings, spacious stylish rooms, rooftop lounge and infinity pool.
	Fusion Suites Da Nang has a great reputation because it is located on My Khe Beach and has views of the ocean, daily massage, yoga, and healthy food (8.7/10, Booking.com, 2024). 

	Opportunities
	Growing wellness tourism, expanding domestic travel, rising international arrivals, brand expansion potential.
	Wellness tourism with 36% international arrival increases (UNWTO, 2024) and domestic travel surges (Fred Lawlor and C. Jayawardena, 2003) showed possibilities. Fusion had novel features that may expand its reach, but closure limited them (Whittington et al., 2020).

	Aspirations
	Lead as a wellness-focused hotel, enhance personalization (e.g., Fusionista program), drive innovation and sustainability.
	The hotel used its unique reputation to pioneer regional wellness hospitality and personalise offerings via Fusionista. Maintaining this during asset transition after closure is crucial (Kotter, 2012).

	Results
	Positive guest reviews, strong brand recognition, strategic realignment post-closure.
	Fusion's reputation was strengthened by Booking.com reviews of wellness and service (2024). Closure indicates profitability difficulties, requiring realignment based on occupancy gains (e.g., 40% to 60%) and asset outcomes (O'Mahoney, 2021).





[bookmark: _Toc192357174]2.4 TOWS Matrix
The TOWS Matrix analyses internal weaknesses and external factors to help Fusion Suites Da Nang, which closes on December 27, 2024, turn obstacles into opportunities. Strategic planning theory (Weihrich, 1982) emphasises concrete solutions over analysis, which is crucial in Da Nang's saturated hospitality sector. It uses hotel wellness assets and addresses closure-driven deficiencies.
	Description
	Strategic Solutions

	Weakness: Limited digital adoption.
Opportunity: Growing wellness tourism and domestic travel demand.
	Use a cheap virtual wellness platform like online yoga bookings to capitalise on Vietnam's wellness and domestic tourism development (Fred Lawlor and C. Jayawardena, 2003). Duration: 3 months; cost: $12,000.

	Weakness: High fixed costs of 23-story property.
Threat: Market saturation and low occupancy (40%).
	Cut operational costs via phased service reductions (e.g., limit infinity pool access) and expedite property sale to offset losses amid oversupply (Whittington et al., 2020). Cost: $8,000; Timeline: 2 months.

	Threat: Dependence on slow-recovering international tourists. 
Opportunity: Rising arrivals and brand expansion.
	Offer short-stay wellness packages targeting domestic and regional travelers, boosting Fusion’s brand visibility for new properties Maity et al. (2023)
Cost: $18,000; Timeline: 4 months.

	Strength: Prime beachfront location, wellness offerings.
Opportunity: Domestic tourism growth and Fusion’s expansion.
	Pre-closure wellness events like rooftop yoga retreats can boost occupancy and reputation for sibling properties like Fusion Resort & Villas (Burnes, 2014). Cost: $22,000; Time: 5 months.



Fusion Suites isn't very good at using technology, as shown by the fact that it's behind AI-driven rivals. The WO strategy takes advantage of Vietnam's growing wellness tourism and domestic travel (Gao et al., 2011). A virtual site could help with bookings before the store closes. The WT strategy lowers high fixed costs, which are made worse by low usage and a saturated market by selling assets and cutting costs, which is in line with strategic downsizing (Chan, 2008). Too much reliance on slowly recovering foreign tourists (Weihrich, 1982) is dealt with by the TO strategy, which offers wellness packages to domestic and regional markets to maintain brand continuity. The SO plan uses the hotel's beachfront location and wellness services to take advantage of the rise in domestic tourism and add to Fusion's offerings through events.
[bookmark: _Toc192357175]2.5 McKinsey 7S Analysis
The 123-suite seaside hotel Fusion Suites Da Nang has internal misalignments that the McKinsey 7S Model finds. This is why the hotel's occupancy is going down and it will close on December 27, 2024. This framework, which was created by Peters and Waterman in 1982, looks at seven interconnected factors to find operational discord: strategy, structure, systems, common values, skills, style, and staff. When used in this case, it shows how internal factors hurt the hotel's success in the tough market of Da Nang.
1. Strategy: Fusion Suites targeted health-conscious travellers with yoga and organic eating as a wellness getaway. This strategy failed to diversify to increase occupancy versus competitors like family-oriented resorts (Teare et al., 1998).
2. Structure: Fusion Hotel Group hotels have centralised hierarchies with corporate decision-making. Da Nang's post-2023 move to domestic tourism was hindered by this restrictive framework (Schaffer, 1984).
3. Systems: Traditional practices like manual guest check-ins and paper scheduling dominated operational systems. These outmoded methods hindered efficiency and visitor pleasure as the business moved towards automated workflows.
4. Shared Values: Fusion Suites' eco-friendly décor and holistic approach represented its goals of sustainability and visitor wellness. However, operational practises including little renewable energy expenditure and waste reduction undermined authenticity (Schein, 2011).
5. Skills: Reflexology was staff's speciality, but they were untrained in AI concierge systems and hybrid workspace management. The talent gap mismatched modern traveller expectations, undermining service (Hamel & Prahalad, 1994).
6. Style: Management adopted a top-down, directive leadership style, prioritizing consistency over innovation. This approach stifled adaptability, contrasting with the dynamic, guest-focused culture needed to compete in Vietnam’s rebounding tourism sector (Kotter, 1990).
7. Staff: The team, estimated at 50-70 employees, was dedicated but under-resourced, with limited professional development opportunities. High turnover risks, common in hospitality post-2023, further strained capacity to maintain service quality (Sylvie-Cecile Luiten, 2020).
Fusion's plan to attract wellness tourists ran into problems with systems that were based on manual processes. This led to inefficiencies that turned off tech-savvy guests looking for smooth experiences.  The centralised structure made it harder to respond quickly to spikes in domestic tourism, unlike rivals who were more flexible.  Shortcuts in operations hurt shared values of sustainability and didn't meet the needs of eco-conscious travellers.  Even though the staff was good at traditional service, they weren't digitally skilled enough to use AI tools or hybrid workspaces, which was a major problem.  The command style didn't work with the need for creative leadership, and a lack of staff made service gaps worse (Kotter, 1990; Armstrong, 2020).



[bookmark: _Toc192357176]3. Recommendations and Change Management 
Actionable remedies to decreased occupancy and internal misalignments can improve Fusion Suites da Nang's pre-closure and post-closure performance.
[bookmark: _Toc192357177]3.1 Digital Transformation Strategy
Fusion Suites Da Nang's paper check-ins and set tariffs don't entice modern tourists. This may explain why the hotel is predicted to be 45% filled in 2024, compared to Vietnam's luxury hotel average of 62%. Before December 27, 2024, digital change can boost occupancy to 65%.
· McKinsey 7S Alignment: 
· Systems: Introduce AI-driven dynamic pricing (Duetto software) to alter prices in real time and contactless check-in kiosks to streamline arrivals to improve operational efficiency (Anh et al., 2011).
· Skills: A three-week program should be used to teach staff how to use revenue management software and digital platforms and to make up for any skills that are lacking.
· Cost-Benefit Analysis: 
· Cost: £15,000 £10,000 for software licenses and installation; £5,000 for training, including vendor-led sessions.
· Benefit: A 20–25% rise in occupancy in six months, bringing in £130,000 a year (123 rooms at £70 ADR, or 80 more filled room-nights a month). Based on the Vietnam National Administration of Tourism (2025), this fits with Da Nang's 28% rise in internal tourism in 2024. By Q3 2025, ROI will have surpassed costs (Truong, 2013).
Similar technologies have helped competitors like Novotel Danang get 17% more bookings, making it even more important for Fusion to get these tools before the end of the year.  This makes more money and improves Fusion Hotel Group's online image (An et al., 2019).


[bookmark: _Toc192357178]3.2 Staff Training & Engagement
The McKinsey 7S Analysis found a major misalignment: staff are great at traditional wellness delivery, but they aren't very good at digital tools and hybrid service models. Training can improve service standards, with the goal of a 4.5+ rating and 65% usage by taking advantage of Vietnam's growing domestic tourism market (Gao et al., 2011, Quang et al., 2022). The hotel is set to close on December 27, 2024.
· Kotter’s Step 5: 
· To get your staff ready for the different needs of your guests, hold workshops on hybrid event management and crisis communication.  These will be taught over four weeks by outside hospitality trainers, giving staff the tools they need to change.
· Cost-Benefit Analysis: 
· Cost: £10,000 (£6,000 for trainers with expertise in Southeast Asian hospitality; £4,000 for materials, including digital training modules).
· Benefit: Better service keeps 15% more guests, which brings in an extra £65,000 a year (123 rooms x £70 ADR x 45 more filled room-nights a month). Vietnam's hotel turnover trends show that cutting staff turnover from 25% to 15% saves £18,000 in recruitment costs. ROI is reached in eight months, which improves performance before the closing.
According to Travel Weekly Asia Pacific, (2025), hotels in Da Nang like Furama Resort report a 12% rise in customer satisfaction after training. This program is in line with changes in the business.  Upskilling fills in gaps in internal skills, helps with digital transformation, and improves Fusion Hotel Group's image for having great staff.
[bookmark: _Toc192357179]3.3 Sustainability Certification
The Fusion Suites The eco-friendly decor in Da Nang shows that the city has a shared value of sustainability, but it lacks practical depth, which was pointed out by the McKinsey 7S Analysis. With an estimated occupancy rate of 45% in 2024 compared to a goal of 70%, getting a Green Key certification can help you take advantage of Vietnam's 18% growth in ecotourism in 2024, which will make your business more appealing before it closes on December 27, 2024 (Trang et al., 2019).


· McKinsey 7S Alignment: 
· Shared Values: Green Key certification reinforces Fusion's sustainability goals through energy-efficient lighting and water saving. Operational practices match values (Gokdeniz, Kartal and Komurcu, 2017)
· Structure: Form a green team (sustainable officer, maintenance lead, housekeeping supervisor) to manage audits and renovations to install accountability in the hotel hierarchy (Mintzberg, 1979).
· Cost-Benefit Analysis: 
· Cost: £8,000 (£5,000 for certification audits and consultancy; £3,000 for upgrades, e.g., low-flow fixtures and LED retrofits).
· Benefit: Revenue increased by 15%, totalling £95,000 annually (123 rooms x £70 ADR x 55 occupied room-nights per month). Certified hotels in Da Nang indicate a 10% booking premium, reflecting the growing eco-tourism niche (Eco Hospitality Asia, 2025). Fusion Hotel Group's future initiatives gain brand value from ROI by Q4 2025.
Government incentives, such as Vietnam’s 2025 Green Tourism Fund, could offset costs by £2,000, amplifying feasibility (Ministry of Culture, Sports and Tourism, 2025). This strategy not only lifts occupancy but also positions Fusion as a sustainability leader, mitigating closure-related reputational risks (Burnes, 2014).
[bookmark: _Toc192357180]3.4 Kotter’s 8-Step Model
In order to reverse Fusion Suites Da Nang's 45% occupancy rate (2025 estimate) and reach 65% by December 2025, Kotter's 8-Step Model (2012) gives a clear, systematic strategy to digital transformation, staff training, and sustainability certification. Each stage is designed to address McKinsey 7S Analysis misalignments and capitalise on Da Nang's tourist revival (Auguste, 2013).
	Step
	Application to Fusion Suites

	1. Create Urgency
	Highlight the crucial occupancy decline (45% vs. 70% industry average) and competitors' increases. According to Business Case for Sustainable Hotels,( 2022), business benefits of 68% occupancy with tech upgrades. This urgency spurs action nine months before closing.

	2. Build a Coalition
	The General Manager, IT specialist, and department heads (front office, housekeeping) should form a “Change Leadership Team”. This group holds Fusion's 50-70 employees accountable and coordinates (Kotter, 2012).

	3. Form a Vision
	Launched in 2008, Fusion conceptualizes, designs, builds and manages resorts and city hotels as one of the few vertically integrated hospitality groups in Southeast Asia.

	4. Communicate Vision
	To communicate progress and reaffirm the vision, use a dedicated WhatsApp group, email newsletters, and monthly town halls. Staff members are guaranteed to comprehend the closure schedule and their part in its success through open and honest communication (Schein, 2010).

	5. Enable Action
	Redirect £5,000 from maintenance to training and expedite software approvals to remove obstacles like antiquated IT procedures. This gives employees the authority to implement new systems (Chan, 2008).

	6. Generate Short-Term Wins
	By Q2 2025, use digital pricing to increase occupancy by 10% (to 55%) and celebrate with staff appreciation activities. Momentum is maintained by early victories (Kallbekken and Sælen, 2013).

	7. Sustain Acceleration
	After initial success, extend AI capabilities to housekeeping schedules and food and beverage (e.g., dynamic menu pricing) to ensure a wider impact prior to closure (Burnes, 2014).

	8. Anchor Changes
	To ensure a legacy for upcoming properties, incorporate digital and sustainability capabilities into staff performance evaluations and Fusion Hotel Group's training procedures (Kotter, 2012).



To figure out how well Fusion Suites Da Nang's digital transformation, staff training, and sustainability efforts are working before it closes on December 27, 2025, it needs clear success measures and ways to keep track of them. These make sure that the 65% occupation goal and long-term brand value are met (Cameron & Quinn, 2011).
1) KPIs: 
a) Occupancy: Increase from 45% to 65% by December 2025, measured monthly via reservation data.
b) Guest Satisfaction: Achieve a 4.5+ Google rating (from 4.0) by Q4 2025, tracked through online reviews.
c) Staff Retention: Reduce turnover from an estimated 20% to 12% by year-end, assessed via HR records (Pfeffer, 1998).
2) Tools: 
a) Conduct quarterly McKinsey 7S audits to verify alignment (e.g., systems supporting strategy), using staff surveys and operational checklists.
b) Deploy a dashboard (e.g., Tableau) for real-time KPI tracking, costing £1,500, to provide actionable insights (Chaffey & Ellis-Chadwick, 2019).
According to Asian Hotelier (2025), Vietnam's hotel industry did 10% better than it did in the same year last year.  These numbers show that the suggestions paid off, with expected revenues of £290,000 compared to costs of £33,000. This ensures that Fusion was successful before it closed and leaves a lasting legacy.
[bookmark: _Toc192357181]5. Action Plan 
The plan, presented in a table, breaks down problems, solutions, desired outcomes, timescales, completion dates, and costs, ensuring clear direction for implementation.
	Number
	Problem
	Solution
	Desired Outcome
	Timescale
	Completion Date

	1
	Manual check-in processes and static pricing systems leading to inefficiencies and suboptimal guest experiences
	Implement AI-driven pricing (e.g., Duetto) and contactless check-in kiosks
	Increase occupancy by 20–25% to 65%, improving guest satisfaction to 4.5+ rating
	3 months
	15 June 2025

	2
	Staff lack proficiency in digital tools and hybrid service models, impacting service delivery and guest satisfaction
	Conduct workshops on hybrid event management and crisis communication
	Enhance service quality, reduce staff turnover from 25% to 15%, boost guest retention by 15%
	2 months
	30 May 2025

	3
	Operational practices do not fully align with sustainability values, missing eco-tourism trends
	Pursue Green Key certification with a green team for audits and upgrades
	Attract eco-tourists, raise revenue by 15%, reinforce brand sustainability image
	6 months
	15 December 2025



Implementation Details and Clear Direction
The plan is phased for clarity, spanning March to December 2025, before closure:
Digital Transformation Strategy: Implement AI-driven pricing (e.g., Duetto) and contactless check-in kiosks, aiming for a 20–25% occupancy increase to 65%, with a £15,000 budget and 3-month timeline (completion by June 15, 2024). This aligns with Vietnam’s 28% domestic tourism growth in 2024 (Vietnam National Administration of Tourism, 2025).
Staff Training & Engagement: With a £10k fund and two months to go, hold workshops on hybrid event management and crisis communication. This will cut guest turnover from 25% to 15% and increase guest retention by 15%. The project must be finished by May 30, 2024. By filling in skill gaps, this improves service quality enough for a 4.5+ review on Google.
Sustainability Certification: With an £8,000 fund and 6 months to go, get Green Key certification with a green team to bring in eco-tourists and boost sales by 15%. The goal is to be done by December 15, 2024. This plays on the growth of ecotourism, which is up 18% in Vietnam (Quang et al., 2022). 
Total cost (£33,000) projects £308,000 ROI, leveraging Vietnam’s 28% domestic tourism growth (Vietnam National Administration of Tourism, 2025), providing clear direction for pre-closure success.


[bookmark: _Toc192357182]Conclusion  
The Fusion Suites Da Nang consultancy report identified and examined the key issues behind the hotel's failing performance and projected closure on 27 December 2024. The report's important findings, recommendations, and strategic insights are summarised in this conclusion to fit with the module's learning outcomes and employer-focused competencies.  
In the hotel industry after the pandemic, Fusion Suites Da Nang had a hard time staying financially and operationally stable. The STEEPLED analysis showed that the hotel's performance was being affected by several outside factors. These included changing traveller tastes towards wellness tourism and hybrid workspaces, new technologies used by competitors, the saturation of Da Nang's hotel market, and changing environmental and demographic trends. These factors, along with internal misalignments found by the McKinsey 7S Model, made things very hard for the property. For example, the hotel's strategy to attract modern travellers didn't work with its reliance on manual processes and old systems, and the high fixed costs of running a 23-story building made things even worse financially. 
The SOAR study pointed out Fusion Suites' main strengths, such as its great beachfront location, wellness-focused services, and large rooms. However, these pros were not enough to make up for the hotel's flaws, as shown in the TOWS Matrix. Some of the biggest problems were slow adoption of digital technology, relying too much on foreign tourist markets that were still recovering, and not making enough use of sustainability certifications. These results made it clear that planned actions are needed right away to fix internal inefficiencies and changes in the external market.  
Cost-benefit analysis and change management frameworks backed various concrete solutions to address these difficulties. In line with post-pandemic traveler expectations, AI-driven dynamic pricing and contactless check-in were suggested to boost occupancy from 45% to 65% in six months at a cost of £15,000. Staff training in hybrid event management and crisis communication was suggested to improve service quality and reduce turnover, aiming for a 4.5+ Google rating and a ROI in eight months. To capitalise on eco-tourism trends and improve revenue by 15% and brand equity, Green Key accreditation was advised. To ensure successful implementation, Kotter's 8-Step Change Model was used to set success criteria and monitoring methods. 
The £33,000 action plan is expected to boost occupancy, guest happiness, and brand reputation. Fusion Suites could have capitalised on Da Nang's tourism rebound by addressing digital gaps, empowering workers, and embracing sustainability. Fusion Suites Da Nang will close on December 27, 2024, but its revolutionary wellness hospitality and lessons learnt will continue to shape the region's hospitality environment. 

In closing, the findings and recommendations presented in this report underscore Horizon Hospitality Solutions’ expertise in driving positive change in the hospitality industry. We are confident that the proposed strategies, if implemented effectively, would have significantly improved Fusion Suites Da Nang’s performance metrics and contributed to a more sustainable operational model. This report not only addresses the immediate challenges faced by the hotel but also offers strategic insights that can inform the broader Fusion Hotel Group’s approach to innovation, sustainability, and market adaptation in the post-pandemic era.
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