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Executive Summary
Against a rapidly evolving hospitality landscape, the Seacrest Lodge, once a symbol of luxury and leisure, finds itself at a critical crossroads as a result of a noticeable decline in both financial performance and customer satisfaction. This report provides a strategic analysis to identify the underlying causes of the lodge's challenges and develop a strong turnaround strategy to regain its prestigious status. The introduction of platforms such as Airbnb has transformed the competitive environment by providing a variety of customised lodging options, leading to increased competition and changing customer preferences towards more genuine and community-based accommodations. The change in staff, along with the lodge's old-fashioned facilities and decreasing service standards, highlights the critical requirement for strategic revitalization.
The Seacrest Lodge is facing competition from modern resorts and a change in consumer preferences towards distinctive and customised travel experiences, as indicated by a thorough market analysis. The lodge has experienced a concerning decline in revenue and profitability over the last three years due to rising operating costs and decreased competitiveness. The SWOT analysis highlights the lodge's strengths, like its well-established market presence and excellent location, as well as weaknesses such as outdated amenities and operational inefficiencies.
The turnaround strategy includes diversifying income with catering services, increasing visibility through social media and events, adjusting pricing strategies to improve competitiveness, modernising facilities through strategic partnerships, and enhancing service quality through professional assessments and active online engagement. Every recommendation is carefully crafted to target particular challenges, with a direct connection to operational, financial, and market risks highlighted in the PESTLE analysis.
The revival of The Seacrest Lodge depends on its ability to adapt to market changes and effectively carry out strategic initiatives. The Seacrest Lodge can overcome its current challenges and ensure a successful future in the competitive hospitality industry by embracing innovation, focusing on customer engagement, and utilising its unique assets.

Introduction
The Seacrest Lodge is at a critical juncture due to the fast-changing hospitality industry. In recent years, the resort has experienced a significant decrease in its financial performance and customer satisfaction, despite once being known for its luxury and relaxation for vacationers. This report thoroughly examines the complex challenges faced by the lodge, including competition from modern lodging options such as Airbnb and changing customer preferences for authentic and personalised experiences. The report aims to reveal a feasible turnaround strategy for The Seacrest Lodge by conducting a thorough market analysis, financial examination, and strategic planning. The proposed plan aims to revitalise the lodge's attractiveness and ensure a sustainable future in today's competitive market by improving operational inefficiencies, updating offerings, and utilising the lodge's unique assets.

Market analysis
Competitive Landscape
The Seacrest Lodge is facing strong competition from recently established, contemporary resorts in its area, as reported in Lerwill's (2022) article in National Geographic. The Guardian (2022) reports that the competition has intensified due to the emergence of platforms such as Airbnb, causing significant disruption to the conventional lodging market. Airbnb and similar platforms offer travellers a wide range of accommodation options that frequently offer more personalised and distinctive experiences than traditional hotels and resorts. Ding et al.'s (2023) study demonstrates that these platforms are meeting the increasing consumer demand for accommodations that provide an authentic experience and a stronger link to the local culture and surroundings. The shift poses a significant challenge for traditional establishments such as The Seacrest Lodge. Rivero et al. (2023) demonstrated in the "International Journal of Disaster Risk Reduction" that the lodge's decreasing service quality and outdated amenities, as pointed out in customer reviews, worsen its competitive weaknesses. This highlights the need for the business to review and update its offerings to stay competitive.

Customer Preferences
The increasing demand for distinctive and customised accommodation options is a key factor influencing the transformation of conventional vacation spots such as The Seacrest Lodge. Modern travellers are now looking for accommodations that go beyond just a place to sleep. They want experiences that reflect the local culture, are eco-friendly, and offer personalised services, as indicated by Dey et al. (2020). The decrease in customer satisfaction at The Seacrest Lodge is due to its inability to adjust to changing expectations. The lodge's value proposition does not align with the preferences of modern travellers, as evidenced by the declining average room rate (ARR) and occupancy rates over the years.
Industry Trends
The overarching patterns in the UK's travel and tourism industry offer further insight into the challenges faced by The Seacrest Lodge. Panjwani (2023) stated that the tourism industry has been impacted by a decrease in international tourism due to factors like economic downturns and health crises. Lerwill's (2022) publication in National Geographic suggests that the uneven recovery in different regions and the growing focus on domestic tourism present opportunities for recovery. The Seacrest Lodge could capitalise on these trends by establishing itself as an appealing destination for local travellers looking for distinctive and customised experiences in the UK. The economic and employment challenges encountered by coastal communities, as outlined in Hutton et al.'s (2024) publication, emphasise the significance of local involvement and sustainability in the tourism sector's recovery endeavours.
The Seacrest Lodge's challenge to uphold its status as a top vacation spot mirrors larger shifts in the competitive environment, consumer choices, and industry patterns. To achieve a successful turnaround, it is crucial to have a detailed understanding of these factors and prioritise providing distinctive, customised, and regionally tailored experiences that meet the changing demands of modern travellers. The Seacrest Lodge can rejuvenate its financial well-being and regain its status as a beloved destination by embracing these changes.


Market analysis
Over the last three years, the Seacrest Lodge has shown a worrying pattern of decreasing revenue, rising operating expenses, and declining net income, indicating significant problems in its operational and strategic structure. An in-depth trend analysis, along with financial ratios and a SWOT analysis, offers a thorough assessment of the lodge's financial well-being and its standing in the competitive market.
Trend Analysis
The Seacrest Lodge saw a steady decline in revenue from £1,200,000 in 2021 to £950,000 in 2023. Operating expenses increased from £900,000 in 2021 to £1,100,000 in 2023, which had a significant impact on the lodge's profitability. Net income decreased from £300,000 in 2021 to a loss of £150,000 in 2023. The market competition model by Yang et al. (2021) shows a downward trend due to a decrease in both the average room rate (ARR) and occupancy rate, signalling a reduction in market competitiveness and operational efficiency.

SWOT Analysis
· Strengths: The Seacrest Lodge's solid position in the coastal vacation industry and its valuable property assets are major advantages. Yang and Mao (2020) suggest that the location and historical prestige of the study area could be used as a basis for revitalization initiatives.
· Weaknesses: According to Rivero (2023), critical weaknesses include declining service quality, outdated amenities, and an inability to adapt to changing customer preferences. The continuous decline in revenue and profitability, along with rising operating expenses, indicates operational inefficiencies as stated by Yang et al. (2021).
· Opportunities: The Seacrest Lodge can be repositioned by capitalising on the growing demand for distinctive and customised lodging experiences, as demonstrated by Dey et al. (2020). The lodge can appeal to a new market segment by introducing innovative service offerings and adopting sustainable practices.
· Threats: Blood and Duncan (2022) highlighted that competitive pressure from emerging resorts, alternative lodging such as Airbnb, possible economic downturns, and changes in travel trends are major challenges that could hinder the lodge's progress and expansion.
The financial analysis of The Seacrest Lodge highlights the critical necessity for a strategic overhaul to combat the decreasing trends in revenue and profitability. The lodge can reestablish its financial stability and competitive position by implementing strategic initiatives that capitalise on its strengths and opportunities while mitigating its weaknesses and threats through the application of this SWOT analysis.
PESTLE Analysis
· Political: Regulatory changes and tourism policies can influence operations, particularly in coastal regions where environmental regulations might impact expansion plans or operational adjustments as per Nocholls et al. (2013).
· Economic: Changes in the economy or variations in disposable income can impact travel behaviours, which in turn affect occupancy rates and total revenue as stated in the analysis by Papatheodoru and Pappas (2017). The lodge's declining financial performance indicates susceptibility to economic changes.
· Social: Mody et al. (2017) study indicates that the change in customer preferences towards distinctive and customised lodging experiences mirrors larger societal patterns. The lodge's inability to adapt to changing preferences presents a substantial threat to its attractiveness and market position.
· Technological: Dogru and Pekin's (2017) study on the Airbnb platform found that technological progress has changed how consumers search for and reserve travel accommodations. The lodge's inadequate online presence and booking system hinder its ability to appeal to tech-savvy travellers.
· Legal: Adhering to health, safety, and employment regulations is essential as stated by Cano et al. (2021). Any oversights not only jeopardise incurring penalties but also have the potential to harm the lodge's reputation, impacting customer trust and loyalty.
· Environmental: According to Han (2021), environmental sustainability is now a key consideration for consumers when making choices. The lodge's failure to prioritise sustainable practices may discourage environmentally conscious guests, reducing its attractiveness to a growing market segment.
The Seacrest Lodge needs to develop a comprehensive strategy that takes into account internal factors and PESTLE factors to manage operational, financial, and market risks.
Risk Management
· Operational Risks: The lodge's diminishing service standards and obsolete facilities have caused operational inefficiencies, leading to lower customer satisfaction and occupancy levels. The lodge's inability to adapt to evolving customer preferences for customised and unique lodging experiences, as evidenced by Rivero et al. (2023), worsens these problems, indicating a discrepancy with customer expectations.
· Financial Risks: The lodge's financial stability is significantly weakened, as indicated by the trend analysis of its income statement and balance sheet. The ongoing decrease in revenue, coupled with increasing operational expenses, has led to financial deficits. Brunnermeier and Krishnamurthy's (2020) economic study highlights concerns about the lodge's ability to invest in necessary upgrades and marketing strategies to stay competitive due to issues with liquidity and solvency.
· Market Risks: The competitive landscape has intensified with the emergence of modern resorts and alternative lodging options such as Airbnb, offering unique and often more affordable accommodations, as noted by Ding et al. (2023). The Seacrest Lodge has encountered difficulties in successfully adjusting to shifts in consumer behaviour, specifically the movement towards personalised experiences as illustrated by Dey et al. (2020).


Comeback Strategy
The Seacrest Lodge has a carefully crafted turnaround strategy that aims to mitigate operational, financial, and market risks by utilising its current assets, including a bar, a restaurant, and an event room. The multifaceted approach is designed to improve the lodge's financial situation and enhance its reputation as a top vacation spot by implementing strategic improvements and innovative initiatives.
1. Introducing food delivery Services: This strategy aims to reduce the lodge's operational expenses and counteract declining revenue by introducing a new source of income. Panzone et al. (2021) found that providing food delivery, particularly in the off-peak season, can optimise the lodge's restaurant resources, draw in local events, and alleviate financial strain during low occupancy periods. This initiative is in line with the necessity to broaden income sources and decrease dependence solely on room rentals.
1. Organizing Events with Influential Artists and Comedians: Utilising social media exposure at events is a strategic approach to address competition and the requirement for contemporary marketing tactics. According to a study in the Media Ethics journal by Wellman et al. (2020), this strategy boosts the lodge's visibility and establishes a distinct value proposition that sets it apart from competitors like Airbnb. Implementing a revenue-sharing model with artists reduces initial expenses and motivates participants to promote events, thus improving reach and engagement.
1. Lowering Room Prices: Lowering room rates is a strategic decision aimed at boosting occupancy rates in light of Airbnb's competitive pricing and changing customer preferences favouring value-for-money experiences. This method necessitates precise pricing strategies to avoid diminishing the perceived value of staying at the lodge while also making it a more appealing choice than other lodging options.
1. Updating Outdated Amenities with a Sponsorship Contract: This recommendation focuses on the crucial problem of obsolete facilities, which has greatly contributed to the decrease in customer satisfaction. The lodge can update its facilities cost-effectively by securing a sponsorship deal for discounted upgrades, improving guest experiences without high expenses.
1. Professional Service Quality Analysis: Employing an expert to evaluate and improve service quality addresses the operational risk linked to decreasing service levels. Sinha et al. (2020) suggest that conducting an external analysis can offer impartial insights into service deficiencies and suggest practical enhancements to enhance the guest experience, ultimately influencing customer satisfaction and loyalty.
1. Engagement on Online Platforms for Feedback Management: Proactively handling online feedback mitigates market risk associated with reputation management. Zhang et al. (2022) suggest that by responding to customers' feedback, particularly negative comments, the lodge can showcase its dedication to service quality, pinpoint areas needing improvement, and establish a favourable online image, which is essential for appealing to technology-savvy travellers.
The Seacrest Lodge can address its current financial issues and establish a foundation for long-term viability by implementing these strategic suggestions. The strategy is connected to particular issues found in the analysis, guaranteeing that the turnaround plan is focused and thorough, ready to revitalise the lodge's market position and financial stability.
Potential challenges
Implementing the suggested strategies for The Seacrest Lodge is essential for its revival, but it carries inherent risks. Reducing room prices without a clear communication strategy highlighting the increased value and improved amenities could diminish the brand's worth. To address this issue, the lodge should closely monitor customer perceptions and adjust marketing messages accordingly.
Introducing catering and hosting events involves operational risks such as stretching staff and resources too thin. Effective planning, allocation of resources, and training are essential to maintain quality. To avoid the risk of not getting enough return on investment when updating amenities and analysing professional services, it is crucial to engage in thorough contract negotiations and concentrate on areas with significant impact. Engaging on online platforms can lead to increased public scrutiny, so it is crucial to take a proactive and professional approach to managing your online reputation. The Seacrest Lodge can successfully implement its turnaround strategy by preparing for these risks and developing strategies to mitigate them.






















Conclusion
The Seacrest Lodge's journey towards recovery and sustainable growth relies on strategic adaptability and innovation. The report has detailed a thorough turnaround plan, highlighting the importance of rejuvenating the lodge's services, adopting digital marketing, and improving customer interaction. The Seacrest Lodge can regain its status as a top vacation spot by dealing with operational, financial, and market risks through specific actions. The lodge's success depends on its dedication to improving its facilities, enhancing its service standards, and adapting to the preferences of contemporary travellers. The Seacrest Lodge can anticipate a bright and prosperous future by having a clear vision and resolutely implementing the proposed strategies.
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