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Executive Summary

SJM Holdings Ltd (SJM), a leading operator and developer of casinos and integrated entertainment resort that has been rooted in Macau for more than 50 years.  

As one of the six gaming concessionaires in Macau and is authorized by the Macau SAR Government to operate casinos and gaming areas (Secretary, n.d.), while SJM enjoys high profits from the gaming sector, it also bears high gaming tax (over 40% gaming tax to Macau SAR Government during 2019 – 2023).  High gaming tax and operational costs and COVID-19 (2020 – 2023) has had a severe impact on SJM’s financial performance that resulted four consecutive years (2020 – 2023) loss on SJM overall business.

Gaming profits dominates the source of income of Macau SAR Government and the six gaming concessionaires over the years.  Considering the impact brought about by COVID-19, Macau SAR Government and the six gaming concessionaires including SJM have the same goal to transform Macau into a non-gaming tourism destination.  

The main objective of this report is through the application of Kurt Lewin’s Force Field Analysis and 3 Steps of Change Model to SJM reveal critical challenges in its transition to an integrated entertainment enterprise, followed by conclusion and recommendations.
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1. Introduction

Macau has long been a bustling world-class entertainment destination with thriving tourism and gaming industries.  Macau is a special administrative region of China and the only place in China where gambling is legal. Its economy is heavily dependent on casinos, with about 80% of its tax revenue coming from casinos. The six operators that manage Macau’s 30 casinos, including local subsidiaries of three U.S. companies, all received 10-year license extensions in 2022.  As part of the process, the six concessionaires agreed to invest approximately $15 billion over the next decade, with 90 percent earmarked for non-gaming investments (Reuters Staff, 2025).

During the visit to Macau in December 2024, Chinese president Xi Jinping stressed the importance of reducing Macau's reliance on the gaming industry as a major economic driver and urged Macau to continue to diversify its economy by rebranding Macau as non-gaming tourism destination and business hub.  The goal is for non-gaming industries to account for about 60% of Macau's GDP by 2028, up from 50% before the pandemic in 2019 (Reuters Staff, 2025). 

[bookmark: _Hlk196668773]With over 50 years of roots in Macau, SJM Holdings Ltd (SJM) is one of the six gaming concessionaires in Macau and is authorized by the Macau SAR government to operate casinos and gaming areas.  Compared with its US-based peers such as Wynn Resorts Limited, MGM Resorts International and Las Vegas Sands Corporation, SJM's business condition is weaker because its business is concentrated in the highly competitive Macau market and its asset portfolio in this market is weaker, which is reflected in its market share (Macau gaming market in the third quarter of 2024, SJM  had a market share of only 14.1 percent) (Moura, 2024).

In response to the long-term impact of the epidemic and the pressure to cooperate with the Macau government's series of new economic directions, SJM Holdings faces internal and external challenges in implementing the relevant changes.

2.  Key Issues of SJM Holdings Ltd during 2019 – 2023

SJM Holdings Limited, the cornerstone of Macau's gaming industry, has faced significant operational and financial challenges over the past five years, incurring operating losses for four consecutive years, losing market share and being burdened with high gaming taxes imposed by the Macau government. These interrelated issues put pressure on companies’ profitability, competitive position and long-term sustainability.

2.1 Four Consecutive Years of Operating Losses (2020 – 2023)

SJM's operating losses began in 2020 due to pre-pandemic economic pressures and the COVID-19 pandemic.   Macau is a tourism-dependent economy, and the number of tourists plummeted 85% during the pandemic, directly affecting SJM's flagship casinos, including the Grand Lisboa.  SJM’s high debt level due to the new integrated resort project of Grand Lisboa Palace and exacerbated by the pandemic.  SJM also struggled with high fixed costs (e.g., labor, property maintenance).  While Macau lifted travel restrictions in 2023, recovery has been sluggish. SJM’s total revenue in 2023 (HK$21,881 million) remained 36% below 2019 (HK$34,227 million) levels (Administrator2, 2025).

Operating losses forced SJM to divert funds from growth plans to repay debts, creating a vicious cycle.  SJM’s new milestone development, Grand Lisboa Palace Resort (GLP) which opened in 2021, its growth rate remains slow and the long-term returns on GLP investments is suboptimal (Macau Business, 2024).





2.2 Declining Market Share in Macau’s Crowded Gaming Landscape

Macau’s gross gaming revenue (GGR) reaches US$22.75 billion in 2023, but SJM’s share drops from 15% in 2019 to 8% in 2023 (Newsdesk, 2024). The decline is mainly caused by shifting to non-gaming offerings, aggressive competition and an aging customer base.  The Macau government’s post-2020 policy emphasizes diversification into the convention and exhibition (MICE) and entertainment industries.  Rivals such as Galaxy Entertainment Group (Galaxy), Sands China (Sands) and Melco Resorts and Entertainment (Melco) have invested heavily in concerts, luxury retail and family-friendly attractions to attract a younger customer base. SJM, meanwhile, has retained its traditional casino-centric model.  Sands China’s The Londoner Resort and Galaxy Entertainment Group’s Phase 3 expansion project attracted high-end mass-market players with integrated resorts, while SJM’s Grand Lisboa Palace struggled to differentiate.

The loss of market share threatens SJM's position in Macau's $30 billion gaming industry. Without an urgent strategy to enhancing both branding and product offerings, SJM risks being permanently marginalized as competitors dominate post-pandemic growth.

2.3 High Gaming Tax Obligation and Regulatory Pressures

In 2023, SJM paid $1.2 billion in gaming taxes (42% of gross gaming revenue), leaving very little EBITDA to reinvest.  SJM's low-profit operating model has exacerbated their tax burden (Administrator2, 2025).  

Unlike other market players, such as Galaxy, Sands and Melco with diversified revenues (e.g. hotel accommodation, luxury retail leasing, entertainment events and high-end dining consumption), SJM has a limited non-gaming business portfolio (e.g. lack of high-end dining, retail and event customers) and more than 90% of its total revenue comes from gaming, which is heavily taxed.


Macau’s 2022 gaming law revision introduced stricter oversight, including requirements for government approval of dividends and capital plans. This reduces SJM’s financial flexibility, discouraging investor confidence.  In addition, there was an interesting feature of the new law that provides tax breaks to casinos for foreign tourists.  This measure does not bring any advantages to SJM, whose main customers are Chinese guests. On the contrary, its US-based, with their foreign investment background, are relatively more capable of attracting foreign tourists and can greatly absorb the benefits and convenience of this new measure (Harris Sliwoski LLP, 2022).

3. Kurt Lewin’s Force Field Analysis for Analyzing of Organizational Change  

With the key issues mentioned above and the reform measures advocated by the Macau Government, Kurt Lewin’s Force Field Analysis can help SJM decode and map the dynamics of change.  The key components of Force Field Analysis include Driving Forces (factors pushing for change) and Restraining Forces (Six Sigma, 2024).

SJM has identified the change objective, which is to transit SJM from a traditional casino operator to an integrated entertainment enterprise by diversifying into non-gaming sectors, such as live events, luxury retail and cultural tourism to mitigate risks from the 5 driving forces related to SJM’s change objective mentioned above which are high operational cost, narrow market segment, government policy, intense competition and change in consumers spending power.  

SJM’s high operational costs remain elevated due to aging properties (e.g., Grand Lisboa), labor-intensive VIP services, and maintenance of underutilized casino floors. In 2023, operating expenses consumed 40% of total revenue and counted together with 42% of gaming tax, made SJM resulted in financial loss for 4 consecutive years 2020-2023 (Administrator2, 2025).  


 
Over 90% revenue of SJM generates from gaming sector between 2019 – 2023, with highest 97% in 2019, a segment that bears high gaming tax obligation mandated by the Macau Government.  Over reliance on gaming segment brings SJM necessitates to reach a wider range of demographics (families, millennials) through entertainment-driven products.

Government policy related to Macau’s 2022 gaming law requires casino operators to allocate 3% of gross gaming revenue (GGR) annually to non-gaming projects (e.g., MICE, cultural tourism). Non-compliance risks license revocation in 2030 (Ho and Phillips, 2023).  This policy compels SJM to reallocate resources toward non-gaming investment or risk losing its gaming license.

Competitors like Wynn Macau and MGM China captured younger audiences via AI-driven loyalty programs, Michelin-starred dining, and partnerships with global brands (e.g., Ferrari, Sony) (Mgmresorts.com, 2024).  Galaxy’s Phase 3 focuses on non-gaming elements, consisting of two hotel towers which are the 700-room Andaz Hotel, the 450-suite Raffles Hotel and the 40,000-square-metre Galaxy International Convention Centre (GICC), The Galaxy Arena, capable of accommodating up to 16,000 spectators, is currently the largest indoor arena in Macau and e-sports hub, directly targeting non-gaming customers and Gen Z tourists  (https://www.facebook.com/AsiaGamingBrief, 2023).  While the key entertainment offerings of SJM at the Grand Lisboa Palace Resort which offers a shopping mall, dining choices and 2 multi-function halls that can cater events of around 2,000 guests in total.  Intense competition forces SJM to innovate and face   marginalization in Asia’s integrated resort market. 






According to the latest data from Macau’s Statistics and Census Service (Staff Reporter, 2025), total spending by visitors on non-gaming activities reached MOP 71.25 billion in 2023, an increase of 11.2% from 2019, the last year before the outbreak of the coronavirus pandemic.  This trend reminds SJM that there is growth potential in the non-gaming sector.

In Force Field Analysis, it is important to understand the major constraints (restraining forces) on a project, as opposed to the driving forces, so that steps can be taken to reduce their impact (The Decision Lab, 2025).

Restraining Forces linked to SJM’s transition to an integrated entertainment enterprise include leadership, revenue, cost, and recruitment, which could hinder the strategic shift.

SJM leadership has historically prioritized casino-centric operations, especially VIP gaming, which accounted for 70% of pre-pandemic revenue. The shift to entertainment required a cultural overhaul, but senior management lacked experience in non-gaming verticals (e.g. family and entertainment related events, leisure attractions as well as digital innovation).   

SJM’s four-year operating loss between 2020 – 2023 increase their revenue instability level and has eroded cash reserves, limiting its ability to fund non-gaming projects.

SJM's existing cost structure and debt burden amplify the financial risks of diversification.  High costs could force SJM to cut corners on non-gaming facilities, weakening its competitiveness against rivals.   

Challenges in recruitment and talent gaps also hinder the change strategies of SJM considering their current employees specialize in casino operations, not entertainment and non-gaming professionals.   
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The result of Force Field Analysis stated in above table showing driving forces (positive influences propel the change strategies) are stronger than the restraining forces (negative influences that resist the change strategies).  The result tilts toward change being necessary.

SJM's transition into an integrated entertainment company is necessary, there are opportunities and challenges during the process:

· Opportunities: aligning with Macau’s diversification agenda could unlock government support and tax incentives
· Risks: high debt and operational cost may delay Return On Investment, eroding investor confidence

To minimize the risk effect, SJM should balance the short-term financial survival (e.g., asset sales) with long-term brand reinvention (e.g., partnerships, digital innovation).  
 
 





4. Kurt Lewin’s 3 Steps of Change (1947)  

Kurt Lewin’s 3 Steps of Change Model (Unfreezing→ Moving → Refreezing) and Force Field Analysis are intrinsically linked (Malik, 2022), especially in the context of SJM Holdings Ltd’s transition to an integrated entertainment enterprise.  Here’s how they align with the analysis and objectives provided:

Stage 1 Unfreezing Phase (Overcoming Resistance to Enable Change):
SJM’s key goal in this stage is to reduce restraining forces (e.g., leadership resistance, financial instability, talent gaps) while amplifying driving forces (e.g., regulatory mandates, competitive pressures).

Stage 2 Moving Phase (Executing the Transition):
SJM’s key goal in this stage is to strengthen driving forces (e.g., consumer trends, regulatory compliance) while managing residual restraining forces (e.g., operational costs, talent gaps).

Stage 3 Refreezing Phase (Institutionalizing the change):
SJM’s key goal is to consolidate new integrated entertainment models by strengthening the driving forces (e.g., brand reputation, regulatory alignment) and removing restraining forces (e.g., cultural inertia).











5. Critical Assessment of SJM Leadership's Role in Balancing Stability and Change

5.1 Leadership Challenges in Balancing Stability and Change
The leadership of SJM faces a complex dual task which are maintaining the stability of traditional casino operations while driving its transformation into an integrated entertainment company. This balance is crucial given the collapse of the VIP gaming business (revenues are down 80% since 2019), regulatory pressures and competitive threats. Key challenges include:
· Bureaucratic Inertia: As a subsidiary of STDM, SJM’s hierarchical structure slows decision-making, hindering agility in responding to market shifts
· Financial Constraints: High debt (45% of EBITDA consumed by interest payments) limits capital for renovations (e.g., renovation of Grand Lisboa) and non-gaming investments

5.2  Leadership Strengths and Strategic Opportunities
Despite the challenges, leadership team of SJM still has opportunity to recalibrate their approach:
· Regulatory Compliance: Macau’s 2022 gaming law mandates non-gaming investments (3% of GGR annually).  Leadership can leverage this as a catalyst for change, aligning projects with government priorities (e.g., cultural tourism)
· Phased Investments: Piloting low-cost initiatives (e.g., pop-up luxury retail, digital AR experiences) allows testing new revenue streams without destabilizing core operations
· Strategic Partnerships: Collaborating with global brands (e.g., Warner Bros., Cirque du Soleil) reduces financial risk and accelerates entry into entertainment verticals







The leadership team of SJM has yet to fully reconcile its dual missions of stability and change. While regulatory compliance and phased investments offer a path to transformation, continued risk aversion, talent gaps, and cultural inertia threaten progress. To succeed, leadership team must adopt bold, flexible strategies that foster collaboration and prioritize long-term innovation over short-term financial prudence. Without this transformation, SJM risks irreversible decline in a market increasingly dominated by experience-driven competitors.

6. Conclusion

The application of Kurt Lewin’s Force Field Analysis and 3 Steps of Change Model to SJM   reveals critical challenges in its transition to an integrated entertainment enterprise.  Driving forces such as Macau’s regulatory mandates, competitive pressures, and shifting consumer preferences are counterbalanced by restraining forces like leadership risk aversion, bureaucratic inertia, talent gaps, and financial constraints. Lewin’s model underscores the difficulty of "unfreezing" entrenched casino-centric mindsets, navigating operational complexity during the "moving" phase, and sustainably "refreezing" a hybrid entertainment-casino culture.  Key themes from change management literature leadership alignment, stakeholder engagement, agility, and cultural adaptability are highlighted by SJM’s gaps in fostering urgency, managing dual operations, and embedding long-term innovation.  Without addressing these issues, SJM risks stagnation in a market increasingly dominated by experience-driven competitors like Galaxy, Sands China and Melco.









7. Recommendations

To enhance the effectiveness of change strategies at SJM, it is recommended to first focus on bolstering leadership agility and vision. This involves recalibrating leadership priorities to achieve a balance between immediate stability—such as optimizing casino margins—and pursuing long-term transformation, such as investing in non-gaming facilities. Additionally, adopting agile governance practices, including the formation of cross-functional innovation teams, is essential to expedite decision-making and minimize the bureaucratic delays that can hinder progress. This approach aligns with Lewin's "unfreezing" phase, aimed at dismantling hierarchical inertia and promoting a growth mindset among leadership.

Investing in talent and fostering a cultural rebirth is another critical recommendation. One proposed action is to launch a "Future Skills Initiative," which aims to retrain 30% of casino staff by 2025 for hybrid roles such as event coordination and digital engagement. Partnerships with esteemed global institutions like the Hong Kong Academy for Performing Arts will serve to attract creative talent. This strategy addresses pertinent literature on securing employee buy-in and helps mitigate resistance to change during the "moving" phase. Moreover, leveraging strategic partnerships and pilot projects, such as those co-invested with Macau’s Tourism Development Fund, will not only demonstrate quick wins through initiatives like AI-powered heritage trails and pop-up entertainment zones but also align with literature on incremental innovation by mitigating financial risks associated with large-scale changes.
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5 High Operational Cost Leadership 4
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3 Change in Consumers Spending Power  

total score 19 total score 12
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