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The Seacrest Lodge, a once-thriving luxury coastal destination in the United Kingdom, has seen a significant downturn in its financial health and customer appeal, which is analysed in this case study report. The critical issues faced by the lodge, the underlying factors contributing to its decline, and a comprehensive strategy aimed at revitalising the establishment to regain its market position and profitability are discussed.
The UK hotel industry is marked by a stark contrast between luxury and budget accommodations, with a notable demand for high-end experiences that cater not only to extravagance but also to modern needs like remote work, sustainability, and authentic local experiences. The luxury hotel sector is driven by these evolving preferences, with significant trends including a focus on genuine cultural experiences, eco-friendliness, technological innovations, and extended stays for remote work. Despite these opportunities, The Seacrest Lodge has struggled to adapt, leading to decreased customer satisfaction and financial performance.
A detailed examination of The Seacrest Lodge's financials over the past three years reveals a concerning trend of decreasing revenue, increasing operating expenses, and a significant drop in net income, resulting in a negative financial outcome in 2023. This decline is attributed to reduced occupancy rates, lower average room rates, and a failure to keep pace with market trends and consumer expectations.
External factors such as Brexit, rising inflation, changing demographics, technological advancements, sustainability demands, and regulatory requirements further complicate the operating environment for The Seacrest Lodge, impacting costs, operational efficiency, and market appeal.
Strengths such as the lodge's coastal location and brand awareness are overshadowed by weaknesses, including a poor reputation, high costs, high employee turnover, and outdated facilities. The strategy to counteract these issues involves leveraging digitalization, enhancing reputation management, adopting an adaptive business model, and focusing on revenue management and room standards improvement.
The proposed turnaround strategy is anchored on SMART targets to be achieved by 2025: reversing the negative net income to a positive figure that exceeds the break-even point by 15%, increasing the occupancy rate to at least 60%, and raising the average room rate to £230. Achieving these targets involves implementing a revenue management system, optimising pricing strategies, enhancing guest experiences, and managing costs effectively by replacing restaurant menu and to consider switching suppliers for a better price.

The decline of The Seacrest Lodge is not irreversible; it can be addressed by addressing the key factors contributing to its financial downturn: poor customer satisfaction, declining financial performance, and failure to adapt to market trends. A comprehensive strategy focusing on strategic planning, revenue management, customer satisfaction, and operational cost reduction whith merging the reception and the restaurant front of house operations will efficiency revitalise the lodge. 
To ensure the successful implementation of this turnaround strategy, The Seacrest Lodge should prioritise the development of a detailed action plan focusing on employee training and retention, service delivery excellence, cost management, and continuous monitoring and adjustment based on performance metrics and market feedback. By doing so, The Seacrest Lodge can not only recover from its current predicament but also thrive in the competitive hotel market.
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The Seacrest Lodge

[bookmark: _Toc160030579]Introduction 

The Seacrest Lodge, once a popular tourist destination for customers seeking a luxurious and peaceful coastal getaway, is unfortunately now facing a decline in generating the same interest in recent years. The resort's popularity has declined, resulting in lower revenue generation, lower occupancy rates, and lower customer satisfaction. In order to save the resort, this case study will look into the financial details of The Seacrest Lodge to see what the key factors are for its decline and, if it can be saved, what the strategy would be and how viable the financial outcome could be. For this, extensive research is required, including a deep delve into the principles of hospitality, planning, and hotel management, as well as the hospitality market and trends, hotel revenue management, and what is limiting the Seacrest Lodge’s competitive advantage, how customer preferences have shifted in recent years and how poor review management affects customer’s perceptions today. Furthermore, a financial analysis of the hotel's performance over the last few years reveals what changes need to be made and what the key factors driving the decline in profit are in terms of real-life events and the economy. The goal is to save the resort by devising a turnaround strategy to revitalise its financial health and return the hotel's reputation to a thriving state.
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The hotel industry in the United Kingdom is an inconsistent place, with well-known 5-star and luxury establishments coexisting with major national budget brands. The upper and luxury segments exhibit their greatest prominence in London (Vokrinek, 2024) and in UK tourism destinations (Statista, 2023) because of the sizable demand for deluxe and first-class hotels generated by modern travellers who look for luxury lodgings that provide more than just extravagance; they also want accommodations that accommodate remote work, sustainability, and genuine experiences (Luxury Hotel 2022). Several significant trends influencing the expansion and operational tactics of the luxury hotel sector have resulted from this demand:

Genuine Local Experiences: Visitors favour lodgings near tourist attractions that provide genuine cultural experiences (Younadam, 2023). This change in preferences forces upscale hotels to look for prime locations where visitors can fully engage with the local way of life, which has a substantial impact on the selection of new hotel locations.
Sustainability and Eco-Friendliness: There is a growing movement in favour of environmentally friendly lodging (Close, 2021). In response to guests' growing environmental consciousness, luxury hotels are introducing eco-friendly amenities and sustainable practises like doing away with single-use plastics.
Technological Innovations: Contactless services and smart rooms are now standard features in upscale lodgings. The convenience and personalization offered by features like voice-activated controls, wireless device charging, and AI-based revenue management appeal to generations that grew up with digital devices (Graham, 2021).
Extended Stays for Remote Work: More people are travelling for longer periods of time as a result of the growth in remote work (Gufus, 2022). By enhancing living spaces with features like free WiFi and coworking places, luxury hotels are embracing this trend, facilitating guests' ability to work from their accommodations.
High-net-worth individuals drive market growth. As the number of affluent people rises, so does the market for luxury hotels (Euromonitor International, 2022). This group is the main consumer base for luxury hotels, and their increasing numbers are propelling the market's growth.
Competition and Market Share: The market is dominated by major companies such as Hilton, Marriott International Inc., Hyatt Hotels Corporation, and Four Seasons Hotels Holdings Inc. But in order to hold onto and increase their market share, these hotels need to constantly adjust to the shifting needs of high-end tourists, emphasising innovation, sustainability, and technology (Statista, 2023).
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The Seacrest lounge is dealing with a decrease in customer satisfaction, and guests complain about the amenities being updated. The reason this is happening now is highlighted by decades of research that has emphasised the influence of service quality on customer decision-making (Singh et al., 2021). According to Bell (2022), luxury customers seek accommodations that blend elegance with comfort, including updated and technologically advanced rooms, eco-friendly practices, and amenities that support remote work. Additionally, guests look for unique local experiences, high-quality dining options, wellness and spa services, and personalised customer service that anticipates their needs. The resort must also manage online reviews effectively to enhance its reputation and meet the evolving preferences of its clientele, ensuring a memorable and satisfying stay. Padma and Ahn (2020) highlight the role of online reviews in understanding guest preferences and behaviours in luxury hotels. By analysing feedback, hotels can enhance service quality and utilise resources more efficiently, with studies demonstrating the impact of online reviews on guest purchase decisions. This approach helps bridge a gap in the literature concerning luxury service, emphasising the value of user-generated content in assessing and predicting customer experiences and behaviours in the hospitality sector.
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The goal is to rescue the resort through strategic planning aimed at enhancing revenue management, boosting customer satisfaction, implementing a review management system to minimise negative feedback, restructuring employee turnover, and merging reception and restaurant teams to optimise staff utilisation. Additionally, the focus is on ensuring employees are well-trained to deliver high-quality service. The key objective is to streamline the restaurant menu by utilising the same primary ingredients for multiple dishes and exploring new suppliers every 12 months to secure the best deals for food, beverages, utilities, and services.
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The hotel's financial performance over the last three years reveals a troubling trend of falling cash reserves, rising costs, cutting profit margins, and diminishing occupancy and average room prices. Due to diminished equity and a weakening balance sheet, the hotel is currently running at a loss. This indicates that in order to increase the hotel's competitiveness and profitability, immediate strategic action is required to cut expenses, boost revenue management, and improve the entire guest experience. To boost its market position, the hotel could have to invest in customer segmentation (Trander et al. 2013), refurbish or renovate some rooms for the beginning and plan to do the same soon as it manages to increase the occupancy rate and generate revenue, or even think about innovative ideas such as event hosting.
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	Strengths
	· Coastline Destination
· Brand awareness 
· Luxury clientele awareness.

	Weaknesses
	· Poor reputation. 
· High costs.
· High employee turnover.
· Poor room and amenities standard.

	Threats
	· Further financial lost, Bankruptcy.

	Opportunities
	· Digitalisation.
· Adapting menu to increased costs.
· Switching suppliers 
· Reputation management, service recovery.
· Adaptive business model creation Co-working space or event hosting.
· Corporation contracts for business travel.
· Revenue Management software adaptation.
· Refurbishing to increase standards
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Specific: The Seacrest Lodge needs to implement a comprehensive plan that includes cost control measures, revenue optimisation, and improving guest experiences (Walkers, 2021), aim of raising net income to break even by 15 percent by 2025 Implementing incremental budgeting can enhance asset management and address the declining revenue and increasing operating expenses observed in the financial performance from 2021 to 2023. This strategy can help effectively manage the fixed and variable costs of the hotel by minimising unnecessary expenses. To reduce reception costs and optimise staff utilisation, a solution could be of merging the Front of House and Reception departments. Restructuring staff and deducing menu size and by using the same primary products for multiple dishes can help stabilise operational costs. As it is described by Toni, Reche, & Gabriel, (2022) when there is considerable demand can result in price increases, therefore Switching to lower clientele suppliers may provide the Seacrest lodge with the opportunity to negotiate cheaper rates, this applies to utilities food and beverages equally.
 
Measurable: By the end of 2025, increase net income from a negative £150,000 in 2023 to a positive amount that is 15% higher than the break-even point.
Raise the occupancy rate to at least 60% in 2025 from 50% in 2023.
Increase the Average Room Rate (ARR) to £230 in 2023 from £210 through pricing strategy optimization using revenue management tools to match prices to local competitor and ensure the hotel is following the principles of “Right product to right customers at the right price on the right channel at the right time” (Trander et al.2013). Furthermore, the restaurant cost cutting strategy can be conducted straight away and visible results can be notices in the first quarter of the year. 
Archivable: By creating a revenue management system to match room selling price to rivals and demand, cost-saving actions like cutting energy use and managing supplier contracts can realistically reduce operational expenses. Increasing occupancy rates and ARRs through revenue optimisation with targeted promotions and dynamic pricing (Trander et al.2013) has been shown to be effective. Enhancing the guest experience through service recovery and enhancements can draw in more visitors and boost repeat business is mentioned in Walkers (2021), furthermore an in-depth evaluation of personnel structures like merging reception with Restaurant Front of House department in order to reduce operating cost for the reception and fully utilize staff. Another approach the Seacrest should consider is the training, and employee retention programs which are all necessary to guarantee customer satisfaction, overall by lowering the expense of training and high employee turnover can generate revenue according to Sharma, Chaudhary & Singh (2019). Reducing menu sizes for the restaurant for 5 to 6 options per categories offering fix priced menus Sunday roasts and preplan events menus can help control produce and cost better. As well as using the same products for different dishes for example:
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Relevant: This goal is in line with the lodge's urgent need to turn around its financial situation and establish a viable operating plan. To solve the issues encountered by The Seacrest Lodge, it makes use of industry-standard strategies including revenue optimisation, marketing, and cost-cutting without sacrificing service quality. Another relevant factor is refurbishing and renovating premium rooms for the beginning on the recovery process in order to be able to charge more per rooms and reinvest the earnings in order to renovate and refurbish all rooms. The idea inspired by Martin (2019) is to reorganize employees in of peak times to renovate and reduce the cost where possible keeping in mind quality of the work, this strategy can fully utilize employees power while benefiting the amenities and room standards. 
Time-Bound: The goal is set for the 2025 fiscal year, providing a precise timeframe for the strategy’s preparation, execution, and assessment. This schedule enables periodic evaluations and modifications to guarantee the goal is on course for accomplishment.
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The Seacrest Lodge in the United Kingdom faces significant financial and operational challenges, reflected by a downward trend in financial performance from 2021 to 2023, with net income turning negative by 2023. This decline is due to falling revenue, rising operating expenses, and decreasing occupancy and average room rates. The hotel industry's competitive landscape demands innovation and adaptation to changing consumer preferences, such as the desire for genuine local experiences, sustainability, and technology integration, which are not currently met by Seacrest Lodge.
Focusing on strategic planning, revenue management, customer satisfaction improvement, merging Front of house and Reception to reduce operational cost for reception and reducing the menu sizes as well as utilizing the food product smartly to maximize cost control and review management system enhancement is proposed. This strategy aims to restructure employee turnover, save training costs, and ensure exceptional service delivery. Financially, the lodge plans to reverse its profitability decline by cutting expenses, boosting revenue through improved revenue management, and enhancing the guest experience. Investment in customer segmentation, room refurbishment, and innovative ideas like menu reduction and department merging are essential.
The proposed SMART targets for Seacrest Lodge include achieving a positive net income 15% above the break-even point by 2025, increasing the occupancy rate to at least 60%, and raising the average room rate (ARR) to £230 through optimised pricing strategies. These targets are achievable through the implementation of a revenue management system, cost-saving initiatives, targeted promotions, dynamic pricing, and a focus on service quality and customer experience. The strategy is relevant to the lodge's need to improve its financial health and operational efficiency, utilising industry-standard approaches without compromising service quality. The timeline set for achieving these objectives is fiscal year 2025, allowing for preparation, execution, and assessment within a specified timeframe.


[bookmark: _Toc160030590]Recommendation

Seacrest Lodge can be saved by adhering to the turnaround strategy; however, by maximising employee usage during peak periods, adapting the employee retention programme to reduce employee turnover, and investing in employee training to develop an excellent understanding of service delivery to maximise the positive customer experience. To ensure service standards are met even during the busiest hours, strategically placing employees in busy sectors can smooth the operation without increasing expenses. The implementation of a robust plan to address customer dissatisfaction and operational management will allow for the reduction of operational costs and help not just during the beginning but during and after the recovery.
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Garlic bread, Chopped Salad, Chips, Fries:
As starter: Garlic bread / make it cheese for +£1
Kids Flat Garlic bread
Cheese potato dippers
King prawn salad
As main King prawn on Garlic bread and chopped salad.
Lasagna whit garlic bread and chopped salat, add Chips for +£3.75.
Chicken, Haloumi or Cob salad

Cheese chicken whit chopped salad and fries, for cheese fries +£2.20/ ad bacon
+£140.
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FIGURE 15-1 Strategic Management Process.
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