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[bookmark: _heading=h.gjdgxs]1. Executive Summary
The hospitality consultancy company ‘Xenia Consultancy’ has been requested to prepare this consultancy report by the Burj Al Arab’s General Manager, Mr. Ermanno Zanini. The 5-star Burj Al Arab is located in Dubai, in the United Arab Emirates, and is considered Dubai’s most iconic hotel. It is managed by the government-owned luxury hotel chain ‘Jumeirah Hotels & Resorts’, and it is the company’s flagship hotel. The two main techniques being applied in this consultancy report are the PESTEL and SWOT analysis. These are used to evaluate the hotel’s operations, competitiveness and to identify possible areas for improvements.

PESTEL analysis, identifying six macro-environmental factors, which impact the Burj Al Arab:

1. UAE to introduce corporate tax in 2023; the hotel’s corporate tax rate will be 15%
2. Strong economic growth of 4.2% in UAE, far above the global average of 2-3%
3. Dubai’s growing population increases the cultural diversity of the hotel’s workforce
4. UAE is predicted to experience a freshwater crisis within the next 50 years
5. UAE based company ‘Manhat’ provides a solution to the country’s freshwater crisis
6. New UAE labour law in 2022, impacting employment contracts and staff scheduling

SWOT analysis, identifying the Burj Al Arab’s internal strengths & weaknesses, and external opportunities & threats:

Strengths:
· Government-owned
· Competitive position in global hospitality market
· Offering unique and luxurious guest attractions
· Brand image of ultimate luxury
· Strong ‘Unique Selling Points’ (USPs)
Weaknesses:
· Potentially high maintenance costs
· Interior design of the guest suites may not appeal to Western guests
· Inconsistent and disorganised service
· Overcrowded beach club
· Breakfast menu lacks variety
Opportunities:
· Redesigning guest suites to a contemporary style to attract the Western market
· Expand hotel environmental initiatives to capitalise on the ‘sustainable travel’ trend
· Open hotel doors to the public to gain more international exposure
Threats:
· Global supply chain issues
· Closure of international borders due to new Covid-19 virus variant outbreak

Furthermore, Xenia Consultancy examined five areas where the hotel could potentially benefit from improvements, which are: 

Human Resources - 
The Burj Al Arab may be suffering from a high employee turnover rate of 40%, of which the root cause may be the communication issues and language barriers that occur as a result of the hotel’s highly culturally diverse workforce, as well as the demanding workload and long working hours. Thus, Xenia Consultancy may recommend that the hotel offer an English language learning course to ensure staff are able to communicate with each other in one common language. Further, staff department representatives may be elected to improve employee empowerment, the hotel could offer a 4-day work week, which could improve employee morale, and potentially extend the staff’s employment contracts beyond the three years, after a 12-month appraisal, as an incentive for staff to remain working at the hotel.

Operations - 
The hotel’s F&B department may be experiencing issues with the staff, as some employees are inexperienced and disorganised, and are not very familiar with the restaurant’s menus. An intensive staff training is therefore recommended. Additionally, the hotel should expand their breakfast buffet as it currently lacks variety. Moreover, the majority of the hotel’s restaurants offer local Middle-Eastern style food, even though a third of the hotel guests may be Asian and a fifth European. Thus, the hotel should consider opening a premium steak and an exclusive Asian restaurant.
The hotel’s lavish beach club may be overcrowded with non-hotel guests, and thus, it is recommended that the hotel should introduce a ‘premium pricing strategy’ making the beach club membership more exclusive, which increases the club’s value and thus revenue, and potentially lead to a club expansion. 
The hotel’s private butler service is at times inconsistent and inadequate. Therefore, the hotel should implement for all butlers an extensive 8-week training course at the Dubai ‘SABA International Butler Academy & Training School’.
The Baroque aesthetic and extravagant style of the hotel’s guest suites may not be ideally suited for the hotel’s approximately 21% European and 6% American guests. It is strongly suggested that the hotel redecorate a fifth of the suites to a more contemporary style.
The artificial island which the hotel is built on may negatively be impacting marine life. Hence, the hotel should build a rescue and rehabilitation centre for sharks, and turn this into a guest attraction.

Management -
Xenia Consultancy identified that the hotel’s management is predominantly adopting a ‘transactional leadership’ style. However, since this style is generally ineffective in the long-term, it is recommended that management instead adopt a ‘situational leadership’ style.

Marketing -
In regards to social media marketing, the hotel should improve its engagement levels on ‘Instagram’, by for instance, posting giveaways and creating contests. The hotel should also create an account on ‘TikTok’ to reach a larger audience of young, affluent guests.

Finances -
The hotel is a government owned, private company and by law, it is not required to disclose any financial reports to the public. Until Xenia Consultancy receives access to this data, it is unable to draw any accurate conclusions about the hotel’s financial performance.

The report concludes that despite the pandemic, the future of the UAE tourism and hospitality industry is bright. By implementing Xenia Consultancy’s recommendations, the Burj Al Arab will successfully maintain its competitive market position and remain the most iconic hotel in Dubai. 
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[bookmark: _heading=h.30j0zll]2. Introduction 
The consulting report has been prepared by Xenia Consultancy, a fictitious consultancy company, as requested by Mr. Ermanno Zanini, the General Manager of the Burj Al Arab (Hospitality Net, 2021). The consulting report is a formal document that offers a detailed insight into the Burj Al Arab’s operations, and provides expert knowledge and effective solutions for any issues or problems that may be present, which is crucial for the hotel to grow (Bit, 2021). The role of the management consultant, Xenia Consultancy, is to analyse the Burj Al Arab’s operations, identify any inefficiencies or areas of improvements, devise solutions to these issues, and then present these findings in an accurate, clear and concise manner to the client (Depersio, 2021). Beginning in 2021, the client, Mr. Ermanno Zanini, was appointed as General Manager of the Burj Al Arab. He confidently assigned this project to Xenia Consultancy, after the company has recently completed a major project for the ‘Palm Tower’ (Hardingham-Gill, 2021), which is a strong competitor in the Dubai hospitality market, ensuring that his promise “to deliver transformational experiences” (Hotelier Middle East, 2021) is being fulfilled.

Xenia Consultancy is new to the Dubai market, and specialises in hospitality consultancy. The name of the company, Xenia, represents the company’s specialisation, as it refers to the Greek concept of hospitality and the moral obligation of welcoming foreigners and guests (Definitely Greece, 2022). In regards to this particular project, Xenia Consultancy will conduct research, analyse, critically evaluate and provide appropriate conclusions and recommendations about the Burj Al Arab’s operations, in order to determine the positives and potential ways in which the hotel’s performance may be improved (University of South Hampton, 2022), for the already agreed upon £25,000 consultancy fees. The SWOT and PESTEL Analysis are the two main types of methods that will be used to evaluate the Burj Al Arab and analyse its potential issues.

[bookmark: _heading=h.1fob9te]3. The Burj Al Arab: Scope & Analysis
[bookmark: _heading=h.3znysh7]3.1 Scope 
The Burj Al Arab is located in Dubai, the largest and most populous city in the United Arab Emirates (UAE) (World Population Review, 2022). Located on the coast of the Persian Gulf, the city that was once a small fishing village in the 18th century (Visit Dubai, 2020) has developed into a vibrant and rapidly growing metropolis (World Economic Forum, 2019), and is now “the world’s most popular tourist destination” (Khaleej Times, 2022). Dubai’s economy is heavily reliant on the revenue generated by trade, the hospitality and tourism industry (Saba and Barrington, 2021), and the finance industry (Dubai.com, 2022).

Managed by the ‘Jumeirah Hotels & Resorts’ group, the Burj Al Arab is considered “Dubai's most iconic hotel and a global icon of Arabian luxury” (Jumeirah, 2022) and although it is a 5-star hotel, it has developed a reputation for being the world’s only 7-star hotel (World Atlas, 2022). It holds the record for the tallest all-suite hotel in the world, with a height of 321 metres (Jumeirah, 2022). The Burj Al Arab has 56 floors, and offers 202 double-floor guest suites, with direct views over the Persian Gulf (Seo, 2016). The hotel was built on an artificial island, located 280 metres from the mainland (Jumeirah, 2022). Guests can access the hotel either via a bridge, or helipad landing area located near the top of the hotel’s roof (Jumeirah, 2022). The hotel was built over the span of five years (Amazing Dubai, 2022), and officially opened on the 1st of December, 1999 (Breaking Travel News, 2015). The Burj Al Arab is the Jumeirah Group’s flagship hotel (Jumeirah, 2022) and it was designed “to resemble the graceful sails of an Arabian vessel” (Yoo, 2009) and to symbolise Dubai’s urban transformation (Yoo, 2009).
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3.2 Analysis 
3.2.1 PESTEL Analysis 
Xenia Consultancy applies a PESTEL Analysis as a technique to assess the major external factors (Whittington et al, 2020) which may impact the Burj Al Arab’s operations and determine their competitiveness in the market (Kenton, 2020).

Political 
The UAE “will introduce a federal corporate tax regime for the first time” (The National Law Review, 2022) effective June, 2023. This is a significant change for UAE businesses as there was previously a zero % tax rate. This change is to be implemented as the “Gulf monarchy tries to modernise its economy and adapt to international norms” (Kerr and England, 2022). The Burj Al Arab may now be required to pay a minimum tax rate of 15 % (Alkhaldi and McSweeney, 2022), which could impact the hotel’s operation, structure and future acquisitions (The National Law Review, 2022).

Economic
According to the UAE’s Central Bank (2021), the economy is expected to grow by 4.2% in 2022, which is significantly above previous year’s growth of 2.1% (Kumar, 2021), and the average GDP growth rate of 2-3% (The World Bank, 2022). This is a strong indication that the UAE’s economy is expanding and prospering, which could further increase international tourism (Rasool, Maqbool and Tarique, 2021), and thus, potentially lead to an increase in sales revenue and profit for the Burj Al Arab (Wilcox, 2020).

Social
Dubai has a population of nearly 3.5 million people, and this number is “projected to nearly double in the next 20 years” (Bardsley, 2022), due to post-pandemic immigration and climate change refugees (Bardsley, 2022). As such, the Burj Al Arab’s workforce may become more culturally diverse. According to Schindler (2019), “diverse employees can bring together their different talents, experiences and various skill sets to come up with creative and inventive solutions.” Limitations, however, may be communication issues between staff and/or guests.

Technological
‘Desalination’ might be the solution to the UAEs freshwater supply issues (Barton, 2022). ‘Manhat’, an UAE based company, has invented a device that can generate freshwater from the ocean without electricity (Warner, 2022). This invention can change the way clean water is produced in the Arabian Peninsula, and may provide a more sustainable solution in which luxury hotels, like the Burj Al Arab, could continue their current rate of water consumption in the future.

Environmental
As a result of climate change, “water resources are becoming increasingly scarce” (Barton, 2022), and the UAE will face a freshwater crisis in the next 50 years, impacting not only the hotels, but the entire country (Al-Otaibi, 2015).

Legal 
A new UAE labour law came into effect in February 2022 (Charles Russells Speechlys, 2022), according to which all unlimited-term employment contracts must be replaced by fixed-term contracts, with a maximum of three years (Brown and True, 2021). Before expiry, contracts may be renewed or extended. Employers may also allow their staff to work 40 hours a week[footnoteRef:1], instead of previously 48 hours (Dubai Online, 2022). As a result, the Burj Al Arab may face additional employment costs and is likely to have to restructure and reschedule its entire staff operations. [1:   The UAE’s new condensed model of “a 4-day work week consisting of 10 hours per day” (Herbert Smith Freehills, 2021)] 


3.2.2 SWOT Analysis 
Xenia Consultancy is evaluating the Burj Al Arab’s competitiveness within the hospitality sector by applying a SWOT analysis, which is a technique used to assess the hotel’s strengths, weaknesses, opportunities and threats (Kenton, 2021).

Internal: 

Strengths
The Burj Al Arab is a subsidiary of the Dubai Government owned company ‘Dubai Holding’ (Dubai Holding, 2022), which may be beneficial as the Dubai government has sufficient financial resources to ensure the hotel survives the Covid-19 pandemic (UAE Government, 2022). Furthermore, the hotel has positioned itself as a strong player in the competitive global hospitality market, as it offers a range of unique and luxurious guest attractions that distinguishes the hotel from its competitors, i.e. ‘Unique Selling Points’ (USPs) that have ensured the hotel’s brand image is of ultimate luxury. For instance, the Burj Al Arab has a: 
· Staff to guest suite ratio of 8:1, to ensure that the personalised service is one of the highest in the world (Teneo Hospitality Group, 2022) and each suite has one assigned butler available 24/7. This “unrivalled personalized service is a signature of Burj Al Arab” (Natally Dubai, 2022).  
· Fleet of Rolls Royce cars transporting guests from the airport to the hotel (Jumeirah, 2022).
· Number of luxury cars, such as Aston Martins, Ferraris and Lamborghinis, are available at the hotel for guests to rent and explore the city with (Jumeirah, 2022).
· Unique environmental initiative called the “Dubai Turtle Rehabilitation Project” (DTRP).

Weaknesses
The Burj Al Arab’s building costs of $1 billion (Jacobs and Zheng, 2018) for the thousands of square footage over 56 floors (We Build Value, 2020) means that the maintenance costs will inevitably be high. Further, the guest suites interior design is aimed at a specific target group, the Asian market (The I, 2022), and may not be appealing to the hotel's other international clients. Moreover, there are no balconies attached to the guest suites, which may be expected by the hotel’s clientele. According to various recent online reviews, the guest service can be inconsistent and disorganised (Oyster, 2022), the hotel’s beach club is overcrowded especially on the weekends (Burgess, 2021), and the breakfast menu lacks variety (Jacobs, 2020).

External:

Opportunities
The Burj Al Arab may have the opportunity to increase its number of Western guests, thus expanding its target market, by refurbishing a number of suites to a more contemporary style. The hotel could also open its doors to the public, as it did in 2021 (Jumeirah, 2021), which may lead to a whole realm of opportunities to gain more international exposure. Lastly, the hotel may capitalise on the global ‘sustainable travel trend’ (Pfalz, 2021) by expanding the hotel’s environmental initiatives, and turning these into guest attractions. 

Threats
The global supply chain issues may threaten the hotel’s operations by leading to extreme shortages of resources (Singh, 2022). Another international border closure due to a new Covid-19 variant may result in issues in terms of staff being unable to return to Dubai, and guests being unable to enter the country. The latter may have a devastating impact on the Burj Al Arab’s occupancy rates.

[bookmark: _heading=h.1t3h5sf]4. The Core Aspects
The “UAE hospitality market is expected to reach $7.6 billion” (Khaleej Times, 2022) by the end of 2022. The global coronavirus pandemic, however, caused the number of tourism arrivals to decrease considerably (Töre, 2022) and hotel occupancy rates to drop as low as 23% (Hotelier Middle East, 2021). Therefore, the need to compete for those fewer travellers is a top priority for every hotelier. Xenia Consultancy is dedicated to helping its clients not only improve their profits during these difficult times, but to succeed and emerge from this pandemic stronger than ever. By applying analytical methods, such as the SWOT and PESTEL analysis, Xenia Consultancy identifies opportunities and advises on how to solve operational problems with effective solutions, in order to deliver strong tangible results for the client.
[bookmark: _heading=h.4d34og8]4.1 Identification & Evaluation of Problem Areas and Delivery of Solutions 
The Burj Al Arab’s General Manager, Mr. Zanini, requested Xenia Consultancy to identify areas where the hotel potentially could benefit from improvements. Xenia Consultancy examined the following five areas:
[bookmark: _heading=h.2s8eyo1]4.1.1 Human Resources 
Xenia Consultancy analysed the necessary data from the HR department of the Burj Al Arab, in order to determine if the hotel’s staff turnover rate lies between 25 - 30%, which is the average rate for the UAE hospitality industry (Faz, 2017). The calculation was performed by looking at the number of employees that have left the hotel between February, 2020 - February 2022, and the average number of employees still employed (Stowers, 2020). The results indicate that the Burj Al Arab may have a high employee turnover rate of 40%. To investigate the core cause of this problem, a ‘Root Cause Analysis’ is being employed using the ‘Five-Whys Approach’ (Gangidi, 2018), as displayed in the diagram below. The results will guide Xenia Consultancy’s recommendations.
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Upon further investigation, Xenia Consultancy has discovered that language barriers are the main cause for communication issues amongst the staff, which may lead to an increase in conflicts. For instance, at the start of each shift in the F&B and Housekeeping department, the teams may come together for a 5-minute team briefing led by the supervisor in Arabic, UAE’s official language. However, not all team members may speak Arabic, which may lead to misunderstandings. Employees working in operations have a demanding workload and are typically required to work 9 hours a day, 6 days a week (Dubai Online, 2022), which combined with the communication issues amongst staff, may result in a chaotic and agitated work environment. Consequently, the employee turnover rate might increase.
As a solution, Xenia Consultancy proposes that all operational staff should undertake an English learning course to ensure that all employees are able to communicate with each other using one common language, which also improves communication with international hotel guests. Since Labour Unions are illegal in the UAE (FHS Law Firm, 2022), employees may feel empowered when department representatives are elected to voice their concerns to the General Manager. Moreover, the Burj Al Arab may take advantage of the UAE’s new condensed work model of “a 4-day week consisting of 10 hours per day” (Herbert Smith Freehills, 2021), which could relieve some of the pressure from the staff, and improve their morale and commitment levels to the hotel. Lastly, as part of an employee incentive scheme, the hotel may conduct an annual appraisal and if the employee’s performance is satisfactory, the hotel may offer a contract extension (Brown and True, 2021).

[bookmark: _heading=h.17dp8vu]4.1.2 Operations
 
Food & Beverage Department -

Based on the initial site visit and research of online reviews, Xenia Consultancy has found that guests find the Burj Al Arab has “amazing service and very friendly staff at every time” (Tripadvisor, 2022). The F&B department, however, may struggle with some disorganised, inexperienced and uncoordinated staff (Oyster, 2022). It was observed that guests were waiting a significant amount of time before orders were taken, drink orders were occasionally mistaken (Oyster, 2022) and some staff were unable to provide guests with a basic overview of the restaurant’s menu (Booking.com, 2022). Xenia Consultancy therefore recommends extensive staff training, including;
· Establishing ‘Standard Operating Procedure’ (SOP) for greeting guests  
· Team building exercises to improve teamwork & coordination
· Supervisor revises and tests employees on the restaurant menu

Recent online reviews on Tripadvisor (2021) have credited the Burj Al Arab’s restaurants, in terms of its high-quality food and atmosphere. Guests have described the breakfast as ‘very good’ and ‘amazing’ (Tripadvisor, 2022). However, other guests tend to find the breakfast buffet subpar, in terms of its variety (Jacobs, 2020), and find that it does not justify its price (Jumeirah, 2022). Xenia Consultancy therefore suggests expanding the breakfast buffet to cater for various cultures of their international guests. Example below:
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(Marcus and Preston, 2016)
 
Xenia Consultancy has further investigated the seven fine dining restaurants of the Burj Al Arab, and has found that the restaurant menus are innovative and exciting, all dietary restrictions are taken into consideration, the ambiance is luxurious and magical, and overall, the restaurants offer a memorable dining experience (Zomato, 2021). The main critique is that the majority of the hotel’s restaurants are Middle-Eastern style, even though 29% of the Burj Al Arab’s guests may be Asian, 21% European, 11% Russian and 6% America (Dubai Government, 2020). Xenia Consultancy proposes to open a premium steak restaurant and an exclusive Asian-style restaurant to cater for the international guests. To reduce costs, these two restaurants may be temporary pop-up restaurants, which have already shown to be extremely popular at the hotel (Jumeirah, 2022). The world-famous steak chef Nusret Gökçe, otherwise known as ‘Salt Bae’, may be invited to cook in the restaurant’s open kitchen, which could attract guests from around the globe (Ng, 2021).

Hotel Beach Club - 
 
Xenia Consultancy has found that the Burj Al Arab’s beach club, although most luxurious and offering breathtaking views (Passport & Palmtree, 2022), is especially overcrowded with non-hotel guests during the weekends (Booking.com, 2022; Burgess, 2021). As a solution, the hotel should introduce a ‘premium pricing strategy’, making the beach club membership more exclusive and increasing the club’s value and revenue, which in turn may lead to a club expansion.
 
Butler Service -
 
The Burj Al Arab has described its private butler service as ‘worldclass’ (Jumeirah, 2022), and although a number of online reviews tend to agree with this proclamation (Tripadvisor, 2022), Xenia Consultancy has identified a number of issues. According to Booking.com (2022), the butler service is inconsistent, butlers are not available 27/7 as advertised, the service quality has been described as ‘frustrating’ and ‘cold’. Xenia Consultancy therefore suggests that all butlers must complete an ‘8-week training program for 5-star hotels’ at the local SABA International Butler Academy & Training School (2022), which is a world-famous modern butler school.
 
Rooms -
 
The Burj Al Arab “was built in the ‘90s and the decor throughout the rooms reflect that era’s take on exotic opulence -- namely, carpets, drapes, and wall coverings that could best be described as the Middle East meets Baroque aesthetics” (Oyster, 2022). On one hand, this aesthetic may directly attract the Asian market, however, since approximately 21% of the hotel’s guests may be from the European market and 6% from the American (Dubai Government, 2020), it may be suggested that a fifth of the hotel’s suites be redecorated to a more contemporary, but elegant design style, to attract the aforementioned markets, which in turn, may allow the hotel to expand its market share.

Current suites:
[image: ]
(Jumeirah, 2022)
 
​​[image: ]
(Architectural Digest, 2016)
 
Example of a potentially redecorated suite:
[image: ]
(Clemence, 2013)
  
 
Environmental Initiatives -
 
The Burj Al Arab received the ‘Green Globe Certification’ in 2014, to recognise the hotel’s outstanding sustainability practises, in particular in regards to its “water usage reduction, grey water recycling and managing its energy output” (Construction Week Online, 2014). Even so, the environmental implications of the artificial island which the Burj Al Arab is built on remain catastrophic; coral reefs are buried, wave and erosion patterns are changing and the fragile marine biodiversity may be destroyed to the point where even fish are unable to survive in the conditions created by the artificial island and the environmental changes it has caused (Hasler, 2021). Thus, to mitigate these negative environmental impacts and capitalise on the global ‘sustainable travel trend’ (Pfalz, 2021), the Burj Al Arab may implement an additional environmental initiative, similar to its turtle rehabilitation centre (Jumeirah, 2022), by building a rescue and rehabilitation centre for sharks. The hotel could turn this into a guest attraction, by having a weekly public feeding session where guests may participate.
[bookmark: _heading=h.3rdcrjn]4.1.3 Management
By means of observation, Xenia Consultancy has identified that the hotel management predominantly uses the ‘transactional leadership’ style (Weber, 1947), which is considered as ineffective in the long-term (Asrar-ul-Haq and Anwar, 2018). In order to develop the maximum leadership potential, Xenia Consultancy suggests that the management adopts a ‘situational leadership’ style (Hersey and Blanchard, 1969), which refers to management adjusting their leadership style depending on the situation (Whittington et al, 2020).
[bookmark: _heading=h.26in1rg]4.1.4 Marketing
Xenia Consultancy has found that the Burj Al Arab already has an impressive, and clearly successful marketing strategy in place. As requested by the client, focus is placed on the hotel’s social media marketing to reach more customers.
The Burj Al Arab won the global award for “Best Social Media Presence by an Individual Hotel, Property or Resort '' (Hospitality Net, 2014) by Skift in 2014. After further investigation, however, Xenia Consultancy found that the hotel’s ‘Instagram’ account has a significantly low engagement to follower ratio, which could be improved by, for instance, posting exclusive giveaways and contests, using trending hashtags and by uploading exciting video ‘stories’ (Geyser, 2021). Furthermore, the hotel has not established an account on ‘TikTok’, “one of the most popular mobile apps in the world” (Kharpal, Schulze and Choudhury, 2019) with “1 billion monthly active users as of January 2022” (Geyser, 2022). This is clearly a missed opportunity to attract potentially young, affluent guests, as there are currently 305.5 million views of short videos posted on the app that relate to the Burj Al Arab (TikTok, 2022). 
[bookmark: _heading=h.lnxbz9]4.1.5 Finance
 
The Burj Al Arab is a government owned, private company (Decypha, 2022) and by law, is not required to disclose its annual reports and financial information to the public (System Day, 2022). Until the financial report is obtained, Xenia Consultancy is unable to draw any accurate conclusions in terms of the hotel’s financial performance.

[bookmark: _heading=h.35nkun2]4.2 The Project: Theory & Application   
Upon the submission of the consultancy report, several meetings with Mr. Zanini were scheduled to strengthen the client relationship. Finally, the contract was signed over the consultancy’s first point of suggestion ‘to reduce the hotel’s employee turnover rate’.  This is later referred to as ‘The Project’.

[bookmark: _heading=h.1ksv4uv]4.2.1 Change Management Theory: The Lippitt-Knoster Model (1987)
Change is necessary for organisations to grow and survive in the increasingly competitive world (Stobierski, 2020). Sometimes, organisational change must be “fast, large-scale and transformational” (Burnes, 2017, p.4), and other times, incremental change is better suited to achieve the organisation’s goals (Harvard Business School, 2020). In order for the change to be successfully implemented and accepted, organisations must consider the following: the reason for implementing change, the scope, the potential resistance, the frequency and magnitude of the change, and who will manage the change process (Burnes, 2017). The term ‘Change Management’ refers to the moving of an organisation from its current to future desirable state (Errida and Lotfi, 2021), “using a coordinated and structured approach in collaboration with stakeholders” (APM, 2019, p.8). One of the most notable Change Management Models is ‘The Lippitt-Knoster Model for Managing Complex Change (1987)’, which can be found in the Appendix.
 
[bookmark: _heading=h.44sinio]4.2.2 Change Management Application: Planning, Management, Executing

According to Dr. Mary Lippitt, for the Burj Al Arab to successfully achieve the project, the hotel must establish a vision and consensus of the change, ensure employees have the right skillset, offer incentives, check that sufficient resources are available and create an action plan.

	Project:
	 Reducing Employee Turnover Rate

	Vision:
	To create a positive, open and friendly work environment, with highly motivated and committed staff.

	Consensus:
	Ensure the HR department agrees with the project.

	Skills:
	Improve staff’s English skills by means of training courses.

	Incentives:
	Offer 4-day work week, appoint department representatives, extension of staff contracts.

	Resources:
	Sign contract with ES Dubai (2022), a Cambridge accredited English language school in Dubai, where staff will learn English.

	Action Plan:
	Present action plan to stakeholders, which outlines the aforementioned steps required to reduce employee turnover. 



[bookmark: _heading=h.2jxsxqh]5. Findings & Results 

	Hotel Areas
	Positives
	Negatives
	Solutions

	1. Human Resources
	Culturally diverse workforce
	High employee turnover rate
	English learning course for staff, elect department representatives, introduce 4-day work week & potentially extend employees contract

	2. Operations:
	
	
	

	- F&B
	High quality food, excellent restaurant menus & luxurious ambiance
	Staffing issues, lack of variety in terms of breakfast buffet & restaurant choices
	Staff training, expanding breakfast buffet, opening of two new restaurants for international guests

	- Beach Club
	Luxurious & magnificent views
	Overcrowded during weekends
	‘Premium pricing strategy’ makes the beach club more exclusive and increases value & revenue 

	- Butler Service
	Worldclass private butler service, one butler assigned to each suite
	Inconsistent service quality
	Staff training at the Dubai ‘SABA International Butler Academy’

	- Rooms
	Large & lavish guest suites
	Decorations of guest suites may not attract Western clientele
	Redecorate a number of suites to a more contemporary style

	- Environmental Initiatives
	Hotel won award for its sustainability efforts
	The artificial island which the hotel is built on its negatively impacting the environment, specifically the ocean
	Building a rescue and rehabilitation centre for sharks

	3. Management
	Hotel management predominately applies the ‘transactional leadership style’, which is effective in the short-term
	A ‘transactional leadership style’ is generally ineffective in the long-term
	For the hotel management to adopt a ‘situational leadership style’

	4. Marketing
	Impressive & successful marketing strategy already in place. Hotel won an award for its social media presence
	Hotel’s Instagram account has a low engagement to follower ratio. Hotel does not have a ‘TikTok’ account.
	Implement various strategies to improve engagement levels on the hotel’s Instagram account.

Create a ‘TikTok’ account for the hotel.

	5. Finance
	The hotel is a private company and by law, is not required to disclose any reports or financial information to the public. Until the financial reports are obtained, no accurate conclusions may be drawn about the hotel’s financial performance.



Human Resources -
The Burj Al Arab likely has a highly culturally diverse workforce, which may be beneficial in terms of bringing together different talents, experiences and skills, and driving innovation. However, it may also result in communication issues, language barriers and an increase in conflicts amongst staff. These issues may be magnified by the demanding workload employees face. As a solution, the hotel may offer their staff an English learning course to communicate in one common language, department representatives should be elected to ensure employees feel more empowered, and a 4-day work week could be introduced to relieve pressure of the staff and improve their morale and commitment to the hotel. Lastly, the hotel may consider extending the staff’s employment contracts beyond the three years, as an incentive for them to remain working at the hotel. These changes have an urgent priority level, as a high staff turnover rate creates immense costs for the hotel.

Operations -
F&B: The Burj Al Arab’s restaurants offer high quality food, innovative and exciting menus, a magical ambiance and overall, a memorable dining experience. However, a number of staffing issues have been discovered and intensive staff training is recommended, regarding customer service and reviewing of the menus. Furthermore, the breakfast buffet may be expanded to cater more towards the hotel’s international guests. The hotel’s restaurants offer mainly local Middle-Eastern style food, despite many of their guests being from Asia and Western countries. Hence, a premium steak and exclusive Asian restaurant should be opened to cater towards the international guests. These changes have a medium priority level. 
Beach Club: The hotel’s beach club is stunning, but it may be overcrowded with non-hotel guests. Thus, the hotel should introduce a ‘premium pricing strategy’, making the beach club membership more exclusive and increasing the club’s value and revenue, which in turn may lead to a club expansion. This change has a high priority level, because it is easy to implement.
Butler Service: Although the hotel has a one-of-a-kind private butler service, its service quality is inconsistent. This is a high priority level and it may be suggested that staff receive training at the Dubai ‘SABA International Butler Academy’ to improve their butler skills.
Rooms: The hotel’s guest suites are extravagant, lavish and truly luxurious, however, the decorations may not be attractive to the Western clientele. Thus, a fifth of the hotel’s suites should be redecorated to a more contemporary and elegant style, potentially expanding the hotel’s market share. This has a high priority level.
Environmental Initiative: Although the hotel won a sustainability award in the past, the hotel’s artificial island is negatively impacting the environment, in particular marine life. This is of a medium priority level and it may be suggested that the hotel build a rescue and rehabilitation centre for sharks, and turn this into a guest attraction.

Management -
The Burj Al Arab’s management may predominantly be applying a ‘transactional leadership style’, however, as this style is ineffective in the long-term, it is suggested that management implements a ‘situational leadership style’. Staff may show resistance to this change at first, so an effective action plan is required. This is of a medium priority level.

Marketing -
Overall, the hotel’s marketing strategy is impressive and clearly successful. In terms of social media marketing, the hotel should improve its Instagram engagement levels by uploading more exciting video ‘stories’, posting exclusive giveaways, creating contests and by using popular hashtags. ‘TikTok’ is another social media app which the hotel can use to reach more young, affluent clients. This change has a high priority level, because costs are low and bookings can be generated instantly.
[bookmark: _heading=h.z337ya] 6. Action Plan 	

	Number
	Problem
	Solution
	Desired Outcome
	Time Scale (months)
	Completion Date
	Planned Budget

	1
	Communication issues amongst staff
	English learning course for staff
	Improved communication; less conflicts & reduced language barriers
	6
	30/09/2022
	$13,000 monthly

	2
	Low employee empowerment 
	Elect hotel department representatives
	Staff can voice their concerns and opinions to management
	2 
	01/06/2022
	$0.0

	3
	Low employee morale
	Introduce 4-day work week 
	Staff feel less stressed
	8 
	01/12/2022
	$0.0

	4
	Low employee commitment
	Extend employment contracts

	Fully committed employees
	10 
	1/02/2023
	$0.0

	5
	Inexperienced F&B staff
	Staff training
	Highly organised & confident staff
	1
	15/05/2022
	$0.0

	6
	Breakfast buffet has little variety
	Expanding buffet
	Breakfast buffet offering culturally diverse food 
	2
	1/06/2022
	$20,000

	7
	Mainly Middle-Eastern style hotel restaurants
	Open ‘pop-up’ premium steak & exclusive Asian
restaurant 
	Restaurant choices available for all international guests
	13
	1/05/2023
	$100,000

	8
	Overcrowded beach club
	Premium pricing strategy
	Less crowded beach club, more exclusivity 
	2
	30/04/2022
	$0.0

	9
	Poor butler service
	Training program at Butler Academy
	Highly skilled butlers
	2.5
	15/06/2022
	$120,000

	10
	Suite decoration potentially unattractive to Westerners
	Redecorate a fifth of suites, contemporary style
	Increased hotel market share
	24
	1/04/2024
	$3 million

	11
	Hotel’s artificial island negatively impacting marine life
	Build rescue & rehabilitation centre for sharks & turn into guest attraction
	Protection of natural environment
	8
	01/12/2022
	$30,000

	12
	Management uses ‘situational leadership style’
	Management adopts ‘situational leadership style’, action plan required
	To achieve maximum leadership potential
	5
	15/09/2022
	$0.0

	13
	Low engagement to follower ratio on Instagram
	Giveaways, contests, trending hashtags, exciting ‘stories’
	High engagement levels on Instagram
	2
	20/06/2022
	$5,000

	14
	Missing out on young affluent guests  
	Create hotel ‘TikTok’ account
	Reach young audience
	2
	10/06/2022
	$1000



[bookmark: _heading=h.3j2qqm3]7. Recommendations 

Xenia Consultancy would like to put forward the following recommendations about the Burj Al Arab and how it may be improved:

Primary recommendation:
· To reduce the hotel’s high employee turnover rate, the hotel may consider offering English learning courses for staff to improve their communication skills, electing staff representatives for each hotel department, offering a 4-day work week and potentially extending the employee’s employment contracts beyond the official three years, following an internal appraisal at 12 months.

Secondary recommendations:
· The hotel should implement mandatory staff training to improve staff’s customer service skills and knowledge of the restaurant's menus. Furthermore, the breakfast buffet should be expanded and offer culturally diverse food. Moreover, a steak and Asian pop-up restaurant should be opened to cater towards the hotel’s many international guests.
· To reduce the number of non-hotel guests at the hotel’s beach club, the Burj Al Arab should introduce a ‘premium pricing strategy’ making the beach club membership more exclusive.
· Ensure all hotel butlers complete the 8-week butler training course at the Dubai SABA International Butler Academy & Training School.
· Redecorate a fifth of the hotel’s suites, and design these in a more contemporary and elegant style.
· Build a rescue and rehabilitation centre for sharks directly at the hotel, and turn it into a guest attraction.
· Issue an action plan to help the hotel’s management to change their leadership style to ‘situational’.
· Improve the hotel’s Instagram engagement to follower ratio by offering exclusive giveaways and creative contests, using popular hashtags on all posts and by uploading exciting ‘stories’. Lastly, the hotel should create an account on ‘TikTok’ to reach a larger audience and attract young, affluent guests. 

[bookmark: _heading=h.1y810tw]8. Conclusion 
To conclude, the Burj Al Arab is perhaps the most exclusive and luxurious 5-star hotel in the entire world. The hotel’s extraordinary guest services, unique architecture and island location has ensured that it stands out from its peers. Furthermore, having applied the PESTEL and SWOT analysis, Xenia Consultancy discovered that the UAE is experiencing significant economic growth, despite the ongoing pandemic, which strongly indicates a bright future for Dubai’s tourism and hospitality industry. Moreover, the country’s population continues to steadily increase, and may result in the Burj Al Arab’s workforce becoming more culturally diverse. Although this may be beneficial in certain regards, Xenia’s primary recommendation revolves around this topic, as cultural diversity may result in various challenges, which in turn, may have caused the hotel’s employee turnover rate to dramatically rise. It is strongly suggested that the hotel implements Xenia Consultancy’s recommendations to decrease employee turnover, as it will cost the hotel significantly more to recruit, hire and train new employees, than to retain them. The Burj Al Arab may apply the Lippitt-Knoster Model to effectively implement and maintain the proposed organisational changes. The aim of Xenia Consultancy’s other recommendations, regarding the hotel’s operations, management and marketing, are to boost the hotel’s performance and efficiency. These recommendations are of varying priority levels, and some may be quicker to implement than others.

The Burj Al Arab has rightfully earned its reputation for being a 7-star hotel, and with Xenia Consultancy’s recommendations, the hotel will be able to successfully maintain its highly competitive position in the global hospitality market, and remain the most iconic hotel in Dubai. Xenia Consultancy would like to thank the client, Mr. Ermanno Zanini, for the incredible opportunity to work on this project, and the company would be honoured to offer the hotel its consultancy services again in the future.
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