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[bookmark: _Toc99047740]Executive Summary

This report is going to present and analyse the strategic management practices that are followed in Pairi Daiza Zoo Park, Belgium. The reason the strategic practices are analysed is to be able to discover weaknesses and transform them into strengths, in order for the organisation to be able to offer seamless experiences for their guests. One other of the main aims of this report is to examine the company’s strategy and as a result to be able to offer future recommendations in order to offer hyperpersonalised guest experience as well as ensuring sustainable competitive advantages and therefore attracting new guests while also retaining them as loyal ones. As a tool to structure and gain a bigger perspective on the external aspects in order to analyse the impact they have on the organisation, a PESTLE analysis is performed. An inside perspective was required as well therefore a SWOT analysis followed and the use of TOWS theory was suggested. 
The report will continue with McKinsey’s 7 Model Framework which is a similar analysis to SWOT, internal, but which suggests a different approach and offers a different perspective over the organisation than SWOT does.
The analyses are followed by a conclusion resulted from all the findings and the evaluations in the report; followed by the last part of the report where some recommendations customised on the organisation’s aim, mission and vision are mentioned. 
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The following report is going to present, highlight and analyse the strategic management practices that are in practice at the Pairi Daiza Zoo – a privately owned Zoo Park, located in Brugelette, Belgium – in order to be able to reshape the organisation’s direction where are discovered and proposed new ways of delivering excellent customer care and also recommending new methods of maintaining the best practices already put in place.
After having over 20 years of on-the-ground experience with the park – Eric Domb, the CEO of Pairi Daiza has decided to create a Foundation as well which goes along with the Park’s vision and mission and its aim is to prove that humans and the nature can thrive and develop in complete harmony (About us, 2022). Therefore, the report will present the company’s strategies at the present time, as well as highlight and recommend new ways forward in reshaping the organisation’s strategic direction in order to offer more personalised customer care and experiences, ensuring future resilience and sustainable competitive advantages against another pandemic. Although at its beginning, the organisation was only an entertainment zoo park, it slowly has changed the industry it performs in and is now a part of the hospitality industry, offering food and accommodation in the heart of the zoo enclosures. 
The approach taken in order to evaluate the current management strategic situation within the Pairi Daiza company is going to be both from an external point of view as well as from an internal perspective. For that reason, the first part of the report will focus on a PESTLE Analysis which is going to highlight six main external categories of factors, such as: Political, Economic, Social, Technological, Legal and Environmental. The reason for undertaking this analysis is to help determine the direction of the organisation along with its benefits/strong points and risks at the time of the analyse and thus, from there, a better and stronger management strategy can be tailored in order to offer tailored services to their guests and therefore ensure future resilience and sustainable competitive advantages against competitors and another pandemic (Doyle, 2016). Throughout this report, will be explained in a few words for what other reasons PESTLE analysis is also used mostly and what are a few advantages and disadvantages of performing this analysis. 
The next part of the report will focus on compiling an internal analysis which will be a SWOT Analysis. The SWOT analysis is a great tool when trying to understand a company’s position within the market and among its competitors. The SWOT analysis is an internal analysis which is highlighting the Strengths, Weaknesses, Opportunities and Threats that an organisation is has and is facing. The advantage of performing an internal analysis is that once understood the weaknesses and threats they can be overturned into strengths and opportunities. The main objective of the internal analysis is to develop a better understanding over the factors involved in making any kind of business decision (Schooley, 2021). Therefore, an internal SWOT analysis will be performed for Pairi Daiza Park in order to understand the strong points of the company as well as the weaknesses, enabling thus the weaknesses to turn into strengths and the strong points to be maximised. The main aim of these analyses, both internal and external, are to develop awareness about the organisation and thus allowing new strategies or tactics to surface and be put in practice. 
“The care of one” article argues the importance of personalisation when it comes to guest’s experience and satisfaction since even before the COVID19 pandemic. The article discusses that by the year 2025 hyperpersonalisation should be a top priority for any company (Berg, Gilbreath, Jacobson and Phalin, 2020); however, after having been through unprecedented times where people were governed by fear, they remained reluctant to many activities where some are still not feeling 100% safe to travel and be among other people, therefore a high level of transparency has to be displayed by the organisations in order for high levels of trust to be established between companies and their customers/guests. Along with the trust factor, personalisation is the another very important aspect to be evaluated and considered during these times, as well as physical safety measures and digitalisation (n.d.).
In order to keep up with the new requirements and standards the guests are demanding during these times, organisations have to make changes continuously and try to keep up with the new trends. To understand where the company needs improvement, there are many frameworks such as McKinsey 7s Model which is as well an internal analysis and is helping at identifying any discrepancies between the seven main elements of any organisation, such as: the hard elements: Strategy, Structure, Systems and the soft elements: The shared values, Skills, Style and Staff. The McKinsey Framework can help a company to decide on the best way to implement a new management strategy, as well as offer a better understanding of how different parts of the organisation work together and therefore it is also a useful tool to improve the organisation’s performance (The McKinsey 7-S Framework: - Making Every Part of Your Organization Work in Harmony, 2020).
Once the new desired strategic management practices have been highlighted and identified, the next very important aspect to consider is that change involves people too, and that change is not always welcome and easy to adjust to, therefore not only implementing the new ways and the change itself is going to be a tough task for the management, but also making the employees understand the reason behind it in order to accept it as something positive and want to go along with it. In order for people to take part into something, they have to share the same vision about that specific job/belief/etc. Thus, the next part of the report will mention the Lewin’s Change Management Model which stresses on the importance of how businesses manage change when it comes to people and hence, how successful they are at it. Lewin claims that the transition time is very important when it comes to implementing a change and so his theory is that change is implement best in three steps: Unfreeze, Change and Refreeze; the first step involves people understanding why change can be many times a positive thing and why is sometime necessaire - in order to keep in synchronicity with the mission and vision of the organisation and make the organisation more efficient and productive. During the second stage, people have accepted that change was needed and have started to look for new ways of doing things, proactively participating in implementing the changes. The Refreezing step is happening when all the associates have embraced the new ways of doing things and everything took shape (Lewin's Change Management Model: Understanding the Three Stages of Change, n.d.)
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The Main Findings part of the report contain the internal and external analysis of the Pairi Daiza Park followed by an evaluation of the strategic options.
[bookmark: _Toc99047743]PESTLE Analysis 
The first analyse performed will be external and will follow the PESTLE model. PESTLE is an acronym for six external factors that affect a business/organisation: Political, Economic, Social, Technological, Legal and Environmental. Although this framework is very helpful when making organisational strategic decisions and it has other advantages such as facilitating an understanding of a wider view of the business environment,  enabling an organisation to anticipate some of the threats and therefore offering advantage in finding solutions to face or avoid them and offering the chance to spot business opportunities and benefiting upon them, the framework has disadvantages as well such as the accelerate pace of change that takes place in the industry, insufficient data, assumptions or even too much data which can lead to “paralysis by analysis” which is going to lead to no resolution (PESTLE Analysis | Factsheets | CIPD, 2021). 


	Factors
	Impacts 

	· Political
	· Minister of Health in Belgium closes Pairi Daiza Park during COVID19 based on non-scientific basis (Domb, 2020).

	· Economic
	· Before opening new restaurants and offering over-night accommodation, back in 2018, the company hold assets of 166M euros and 7M euros profit
· £90,000 lost every day during 2020 due to COVID19 pandemic (Connolly, 2020). 
· Competitive membership prices 

	· Social
	· Twice voted European Zoo of the Year (Connolly, 2020).
· Voted “The best new hotelier concept of 2022” for Belgium (2022) 
· Protest in 2015 against Pairi Daiza’s wish to build a new area in the zoo park 
· Voted “Best Zoo in Europe” at the Diamond ThemePark Awards for three consecutive years 
· The closure of the zoo was considered an attack at the individual’s freedoms, by Eric Domb, the zoo CEO (Domb, 2020). 

	· Technological
	· Pairi Daiza is using 13 technology products and services, according to G2 Stack
· And 50 technologies for its website, according to BuiltWith (2022)
· The Park may consider creating an app in the future, substituting thus the descriptions on the display boards 
· Seamless internet connectivity throughout the park (n.d.).
· Sustainable shuffles with “moonlight” lights, speakers and Wi-Fi spread throughout the park (Bollen, n.d.).

	· Legal
	· Masks are no more required through the law (Safety measures and access to Pairi Daiza, 2022). 
· The park is reserving the legal rights to inspect visually or with specific equipment any visitor that seems suspicious (Frequently asked questions, 2022).

	· Environmental
	· Located outside, rainy country
· Solar panels use (Pairi Daiza Brugelette Solar PV Plant, Belgium, 2022).
· Pairi Daiza is helping at the preservation of many endangered species (Preservation of many endangered species, 2022).



Based on the analyse performed above, it was revealed that many external factors impact Pairi Daiza park in many major as well as and less impactful ways; therefore, being able to gather and thus use the information the table provided, the organisation benefits of great help in creating and tailoring management strategies and loyalty programs for its visitors. 
The political factors involved with the zoo park happened during the COVID19 pandemic when the Minister of Health in Belgium decided as best practice to close the zoo parks during the pandemic, although outside walks and outdoor activities were encouraged by the experts and described as beneficial, mentioned the CEO of Pairi Daiza, Eric Domb in a post on the internet directed to their Minister of Health (Domb, 2020).
The organisation was heading towards a successful future back in 2018 as well, as the facts show; however, the park has been developed further during 2019 and accommodation areas as well as new restaurants and wellness areas have been built, offering their guests unforgettable experiences among the wild animals. 
During its best peak performing times, in 2020, when the park has been upgraded and was cashing in £90,000 daily, the COVID pandemic hit, forcing the zoo to close their doors for visitors and guests for long periods of time, leaving up to the owner’s concern the life of the animals which of course had to carry on even with the doors closed. Consequently, the organisation went through drastic financial losses caused as a result of the pandemic.
Competition is another economic factor that needs to be considered as there are other big zoo parks offering some of the services Pairi Daiza park is offering to their guests at competitive prices. 
Pairi Daiza is one of the most beautiful zoo parks at least in Europe, thus is has been voted “European Zoo of the Year” twice, as well as “Best Zoo in Europe” at the Diamond ThemePark Awards for three consecutive years. 
Although the park has great achievements and is becoming more and more successful, the leadership’s actions in the development of the park had upset a group of protestants back in 2015 when “The land of the cold” was being built in the zoo. 
Referring to the current times, to the pandemic evolution and the decision of the Minister of health to close the zoo parks, the owner of Pairi Daiza took the minister’s decision as an attack to the individual’s freedoms and was feeling very unappreciative and doubtful towards the reason behind this decision. 
The technological aspects of the park’s websites are involving partnerships and the use of 50 technologies, according to BuiltWith. The leadership wished to offer their guests an unforgettable experience which they could share during their trip or their stay in the zoo, therefore the park has been equipped with high-quality internet points throughout its surface. The entire park is also luminated with sustainable ‘moonlight’ light in order to not hurt the animals while providing enough light to guide the visitors through the park and creating a relaxing ambient. The lamps are perfectly integrated in the overall aspect and they are built very efficiently not only for illuminating the areas, but also incorporated with speakers and wi-fi points. 
As a legal aspect as well as a safety measure for the animals and the other visitors, the organisation is reserving the rights in searching any of the visitors they may find appropriate to do so and the refusal of the entry may result as a consequence. 
During 2022, the wear of face masks is no longer mandatory to wear and the restrictions were lifted, according to Belgium’s government, therefore the zoo has also lifted the restrictions along with the mandatory use of face mask.  
Pairi Daiza and the foundation are having as main mission the preservation of many endangered species and are very much sustainable orientated, thus they have also partnered with a company in order to create sustainable solar panels. 
The weakness of the park’s location is the weather. A natural factor such the weather cannot be controlled; however, it can affect the animals’ life and the business’ overall performance massively; therefore, the weather is a weakness and a threat too to the zoo’s owners as this factor puts more pressure in having to invest more in creating and ensuring the best environment for the animals, considering their species, background and needs. 






[bookmark: _Toc99047744]SWOT Analysis
In the following part of the report, an internal SWOT analysis will be completed and analysed in order to offer awareness about the strong points of the company and the aspects where the organisation may lack. As a result, it is expected that the organisation is able to maximize its strong points and potential and minimise the negative aspects or weaknesses in order for the management to be able to make any kind of strategic decisions short-term as well as long-term (How to Do a Swot Analysis for Better Strategic Planning, n.d.). SWOT stands as an acronym for Strengths, Weaknesses, Opportunities and Threats; although the analysis is considered to be just an internal one, there are also a few external aspects to be taken into consideration when analysing and developing a management strategy. Both the opportunities and the threats highlighted during the analyse have big external influences and therefore are factors somewhat uncontrollable, such as technology advancements, funding, political regulations, pandemics, natural disasters, etc (Schooley, 2021). 

	
Strengths

	
Weaknesses

	· Pairi Daiza Park offers half board accommodation in 8 different styles and in different areas of the zoo (Les types des logement disponible, 2022)
· Pairi Daiza scores 4.5 stars on Tripadvisor (2022) 
· Competitive advantages such as loyalty programs and accommodations 
· Low competition
· Conservation and rehabilitation of endangered species through actions such as restoration of forests, restoration of coral reefs, etc. (Protection of habitats, 2022)
· Pre-pandemic daily revenues of £90.000 – park getting more and more popular
· Voted twice “European Zoo of the Year”
· Voted three times “Best Zoo in Europe”
· Brand recognition
· Internet connection throughout the zoo
· House of over 7000 animals 
	· Governmental regulations
· Not open for guests all throughout the year 
· May be unable to recreate some environments for some of the animals 
· Activists from 25 animal protection groups have protested against bringing polar bears to Belgium (Polar bear protest at Pairi Daiza: ‘These animals have no place in Belgium, 2019) 

	
Opportunities

	
Threats

	· Brand recognition – park could develop further
· The wellness area and the restaurants
· Use of technology advancements to enhance the guest’s experience
· Outdoor activities have health benefits, recommended also during the pandemic
	· Pandemics
· Natural disasters and weather
· Activists/groups not alienated with the zoo’s mission and vision  
· Animals may find a way to escape from their habitats – 2020 – a wolf escaped from its Pairi Daiza home for a night (The Brussels Times, 2020)



 
Once a SWOT Analysis has been performed, the next step is developing the best strategies forward based on the results of the SWOT, therefore a TOWS Analysis will also need to be performed. TOWS in a tool which combines four strategies such as Strength – Opportunity, Weakness – Opportunity, Strength – Threat, Weakness – Threat;  
The first strategy is to use the strengths in order to maximise the opportunities for the business; the second tactic is to find solutions for the weaknesses in order to minimise them and allow more room thus to exploit the opportunities. The third strategy refers to maximising the strengths to such a level that the threats that may arise would not be strong enough to overcome the positive aspects. The last TOWS strategy is considered to be somewhat the last option as it is only suggesting the handling of the “negative aspects” of the analysis and its aim is to try and minimise the weaknesses in order to avoid possible threats (Friesner, 2017). 
As resulted from the SWOT analysis completed in this section, Pairi Daiza Park appears to be on a good social and financial scale position. The organisation has already good management strategies implemented, and as a result, the zoo had been voted twice “European Zoo of the Year” and three times “Best Zoo in Europe”; 
The park has many great assets that add to its strengths, such as low competition, which is due to the half board accommodation services it offers to its guests, especially created to offer the unique feel and experience of the specific area it is located in. The park also offers personalised stays that can be tailored when creating the booking on the official website or can be also personalised through the loyalty program that the zoo park is offering to its guests. The stayover packages offer unique experiences in the natural habitats of multiple animals, with great views and sometimes animal encounters, as well as breakfast and dinner and early access to the park before the opening times and after-hours access to certain areas of the zoo park. Pairi Daiza is home to over 7000 animals which have very different needs and require different handling, feeding and looking after approaches. Pairi Daiza associates are therefore very careful to offer all the care necessaire to their animals and moreover Pairi Daiza Foundation’s aim is to conserve and rehabilitate endangered species after years of research about them. 
Along with the strengths the park is displaying and the positive intentions, the park’s management has to agree with the fact that not the entire public is agreeing with their visions; thus, a few years back the organisation was confronted by a group of protestants who did not believe that the country the park is located in, Belgium, would make a good home for polar bears the management had planned to move over to Pairi Daiza Zoo. Another weakness for the organisation is the fact that the Zoo Park cannot stay open all throughout the year for its guests, therefore losing revenues on feed for the animals and paying the staff while making no earnings.  
However, Pairi Daiza has thrived through the last few years when it started to build the hotels and the accommodation areas in the park and to open more restaurants and wellness areas for the guests. This fact proves that the management of the park has implemented great strategies for long-term success of the organisation, developing further their idea and vision that humans and the nature can thrive and develop in complete harmony. 
The use technology has also been involved in the creation of best ambient and safety measures for both the animals and the guests of the park. 
Nevertheless, no matter how good the strategies a company is following are sometimes, a few factors can never be controlled, such as the weather, natural disasters and pandemics. Therefore, organisations must always develop further plans in case any of the situations happen. 
Security is one other threat that could sometime fail the organisation; as it happened, back in 2019, one of the wolves from Pairi Daiza has escaped their current home for an entire night; fortunately, the animal was found next to the zoo park next morning and was brought back healthy and unharmed and the escaping whole was immediately fixed by the zoo. 
Presenting the SWOT analysis, the positive and negative facts of the organisation are clearer, therefore, a TOWS analysis can follow: the first strategy would imply a Strength – Opportunity approach. This means that the zoo park should focus on developing further its frontiers and even oversea, boosting this way the brand’s name even more and consequently creating more profit. Along with the growth of the organisation, the need of loyal customers becomes bigger, thus the loyalty program and personalisation are very important aspects to focus on.  
The second TOWS strategy refers to Weakness – Opportunity; if approaching this strategy, Pairi Daiza park should focus on keeping the zoo open throughout the whole year in order to avoid revenue loss, and therefore the development could also be quicker; this is an aspect Pairi Daiza is already considering for the future; as a first step, the park’s opening times are now later than before; having to consider the dark aspect, the management worked in partnership with different companies to create the best environment for their guests where nature and technology is perfectly combined. 
The third TOWS strategy Strength – Threat assumes that Pairi Daiza maximise its strengths to the point where if any threat happens, it should not have huge impact. Thus, the zoo should focus on hyperpersonalisation in order to maintain and further develop their guests’ number to its best potential in order to maximise revenues as well.
Forth TOWS tactic is the last one an organisation will choose. Although not the most desired strategy, this would involve Pairi Daiza to maintain the high standards the animals are treated with and the follow of governmental laws, in order for protestant groups to stop any future acts. 
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McKinsey’s 7 Framework will be presented in the following part of the report; McKinsey’s model is an internal analysis which is widely used by organisations when developing strategic planning. The logic behind McKinsey’s model is that all departments within an organisation are interconnected, therefore making a change in one department is going to affect all the others; thus, the framework’s aim is to show how the 7 main elements of a company can support each other in order to maximise the organisation’s potential, effectiveness and profitability. 
The 7 main elements are divided in hard areas: Structure, Strategy, Systems – which are easier to identify, and soft areas: Staff, Style, Skills and Shared Values – which are more difficult to manage, but are more likely to create and maintain competitive advantages (Jurevicius and Nami, 2021). 

	
	
	
Aligned?

	
Strategy
	
Market development
	
Yes

	
Structure
	
Functional structure
	
Yes

	
Systems
	
Guests handling, customer care, guest retention 
	
Yes

	
Staff
	
Different nationalities’ employees, sharing the same values as the organisation
	
No 

	
Skills
	
Skills alienated with the organisation’s operations
	
Yes

	
Style
	
Democratic but sometime chaos 
	
No

	
Shared Values
	Humans and nature are enabled to thrive and develop in harmony 
	
No 




As resulted from the framework presented above, Pairi Daiza’s 7 elements lack some consistency, therefore a new strategy has to be developed in order for all departments to run smooth and succeed. The areas that need improvement are the Staff, Style and the Shared Values of the organisation. Consequently, the management needs to look into their employees’ skills and offer more training where needed in order to alienate their vision with the company’s vision in order to be able to deliver excellent service and personalised experiences for their guests; the employees should be allocated specific tasks appropriate for the skills they hold in order to avoid chaos or unpleasant experiences. 

[bookmark: _Toc99047746]Conclusion
This report’s aim was to present and analyse the strategic management practices at Pairi Daiza Park as a first step in understanding the current position of the organisation. Based on the findings in the report and the analyses performed, it was revealed that the company has already implemented good practices regarding customer retention through their loyalty program as well as through offers and packages the Zoo Park offers to their guests. By developing the park from simply being a zoo park to an entertaining park which can offer 8 different accommodation styles in different parts of the zoo as well as a part of a unique package and experience, the strategy sets the organisation straight at the top chart of the competitive advantages it holds over the competition. 
Along with the physical changes that were made to the Zoo Park regarding the services, appearance and the size of the property, the management has also decided to make changes to opening times, packages and services, enabling therefore the organisation to offer more personalised stays and visits in their park, hence expanding the market targeted and customer retention. 
As a result of wanting to keep the gardens open until late during visiting days, Pairi Daiza’s management combined the technology with the nature in the hope to offer the best ambient and experience for its guests and visitors until the closing times and after the closing times for the stayovers. They created a partnership with a technology company who could provide the most suitable light for the zoo’s environment, as well as combining the lights with other features, such as Wi-Fi throughout the park and speakers. The management’s vision is to keep the park open all months of the year for their visitors, thus a lot of effort is put into the project. 
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This section will sum up a series of recommendations and quality enhancers made specifically for Pairi Daiza park in order to boost the organisation’s efficiency, productivity, customer retention, competitive advantages and overall performance. Alongside the new recommendations, the high standard practices that offer no room for improvements already implemented in the organisation will be mentioned as well as suggestions on how to maintain the good practices. Making changes in an organisation will not only involve the management, but also all the employees, therefore is extremely important that the employees’ and the organisation share the same vision and mission. 

[bookmark: _Toc99047748]Lewin’s Change Management tool 
The first recommendation made for the given case will be the use of Lewin’s Change management tool; this is a useful tool when making changes in an organisation as employees’ cooperation is essential in the change implementation process. 
Lewin’s change management model involves three steps: 
1. Unfreeze 
The unfreezing stage is the most challenging as this put everyone and everything off balance. The first step involves bringing everybody on the same page; thus, the employees or team members will understand why in their given case change is a positive aspect and hence necessary; this can be done the easiest by showing or exemplifying concrete negative aspects or facts within the organisation. 
2. Change 
The second stage is represented by all members of the organisation starting to embrace the change and the new direction; therefore, they start to actively participate in implementing and supporting the new changes by finding new ways to do things. 
3. Refreeze
The final step in implementing a change is the refreezing stage. Here is when everything takes shape, when all the employees have understood their new roles and tasks, are happy and have accepted the change for all the good reasons (Cummings, Bridgman and Brown, 2015).
This model of change is recommended to be used by the Pairi Daiza leadership for the situations that require the employees’ implication as well not just the management. 

Pairi Daiza is a fast-growing successful company and that is due to great strategic management practices and excellent customer care services. Pairi Daiza management has already recognised how important customer loyalty and retention are for the business, therefore personalised loyalty programs and seasonal packages were made available for their guests, which include unique customer experiences among the animals’ sanctuaries. 
These great practices should be maintained at the high standards by making sure that all employees share the organisation’s vision and mission and are kept happy in order for them to deliver the same quality of services, as well as by trying to offer the unique and hyperpersonalised experience every guest wishes for by using the technology in making any upgrades possible to make the loyalty programs and phone apps as clearer and accessible as possible. 
As future recommendations, the most important characteristic when initiating a change in an organisation, not matter the size, requires good communication skills. If an information is not clear from its incipient phase, the receptor is very unlikely to complete that task/goal. 
The next aspects should be considered as future recommendations for Pairi Daiza Zoo Park:
· Hyperpersonalisation – one of main current and future concerns regarding hospitality industry; it was revealed in a study by “Bloom Consulting” that during 2020 only 15% of tourists chose money as the main reason for not travelling for leisure purposes. Therefore, the needs of the industry have changed (2020).
·  hyperpersonalisation is a procedure done by many means and in many ways. It involves the use of technology to enable guests to get in touch quicker and easier as well as to gather individual data from customers in order to create the most personalised visit/stay; 
· Although technology is very useful when it comes to rapidity and efficiency, human interaction can never be replaced by a computer, therefore employees still play an essential role in delivering personalised experiences to guests (Berg, et.al.,2020).
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