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Developing a New Landscape for Customer Care:                          Strategy 2022-30



Executive Summary
The purpose of this report is to analyse and to critically evaluate the Youth Hostels Association’s (YHA) current strategic direction as well as its strategic options by using selected theories and analysis tools and to develop a revised strategy in the process. The new focus of the reshaped strategic proposal is on delivering innovative customer care that ensures future resilience and sustainable competitive advantage against a backdrop of a pandemic.
The report uses SWOT, PESTLE and Porter’s Five Forces analyses to examine the internal and external key factors influencing the organisation’s micro and macro-environment as well as its market competition. Upon evaluation of the organisation’s current strategic direction, the report identifies flaws in YHA’s current diversity and equality policy, a lack of personalised customer service, as well as poor handling of its workforce during the pandemic based on the YHA Cardiff Central case study.
In the process, the Customer Care: 2022 and Beyond task force presents a revised inclusion and equality policy, the launch of a mobile application for enhanced customer care, as well as an action plan for workforce retention during times of crisis. The report concludes by presenting senior management with key recommendations for the successful implementation of the new Strategy 2022-30 proposal.
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1. Introduction
For more than 90 years, the Youth Hostels Association (YHA), a charitable organisation and member of Hostelling International, offering youth hostel accommodation, activities and food services in numerous locations worldwide (MarketLine, 2020), has been a landmark for hostelling among predominantly young or socially vulnerable people. Its subsidiary YHA England and Wales operates more than 150 hostels and 45 campsites in England and Wales (YHA, 2021). The Covid-19 pandemic, however, has had a deep impact on the organisation, not only financially, but also socially, as for most hospitality businesses worldwide (Market Data Forecast, 2021). In fact, the pandemic has resulted in many hostel closures in 2020 as a result of global travel bans, causing many travellers and young people to lose access to accommodation, outdoor activities and day visits, or YHA employees to lose their jobs (YHA, 2020).
In March 2020, just one month after the Coronavirus was declared a pandemic, YHA launched its most recent 10-year strategy “YHA Strategy 2020”, including its 5-year priority proposal “YHA Strategy 2020-25”, as a gateway leading up to its centenary in 2030 (YHA, 2020). However, this strategy proposal only vaguely recognises the rising threat from this invisible enemy to public health and on the future of the organisation due to a lack of knowledge in how continue trading while protecting public health at the time.
For this reason, YHA has assembled a special task force to revise and update the current strategy, considering not only “The New Normal” of travel but also developing a new landscape for customer care. The emergency taskforce Customer Care: 2022 and Beyond uses YHA’s existing strategy proposal as a base for creating a revised strategy, building on industry trends, people empowerment and sustainable growth. The Customer Care: 2022 and Beyond taskforce consists of a dedicated team of YHA Board of Trustees members and members from YHA’s Executive Team, who have carefully analysed and critically evaluated the organisation’s current strategic direction.
[bookmark: _Hlk89974613]By conducting an extensive strategic analysis of the organisation using external and internal analyses, including SWOT and PESTLE analyses as well as Porter’s Five Forces analysis, the taskforce aims to assess YHA’s current position in the highly competitive budget accommodation market, before critically evaluating the organisation’s current strategic direction and strategic options for more customer care in this report. In the process, the task force will redefine YHA’s strategic direction to discover a new way forward for delivering innovative customer care ensuring future resilience and sustainable competitive advantages against a backdrop of a pandemic by proposing their own action plan and providing senior management with a summary of recommendations in line with YHA’s motto:
“Because where you go change who you become” (YHA, 2021).



2. The Customer Care: 2022 and Beyond Task Force
A team of five members from the Executive Team and Board of Trustees members was chosen for the Customer Care: 2022 and Beyond task force, which was named the ideal team size to maximise effectiveness within an organisational task force by Forbes (Potter, 2020).
YHA Operations Manager Lisa-Marie Bassler, who has previously worked for YHA Cardiff Central before its closure, has been appointed as chair of this task force. The team will also be joined by Anita Kerwin-Nye, YHA’s Executive Director of Strategy, Engagement and Commercial, who was a key contributor of YHA’s “Strategy 2020” and is YHA’s lead equality, diversity and inclusion (YHA, 2021).
Jane Price, an experienced HR professional specialising in culture and change programmes, is responsible for the development and delivery of the YHA People Strategy, supporting the empowerment and development of YHA staff and volunteers, and is the overall lead for the operational delivery of the YHA 10-year Strategy (YHA, 2021).
Barbara Kasumu, the Director of Membership, Talent and Inclusion for the National Union of students, and Hayley Barnard, a former Managing Director of MIX Diversity Developers who currently works in digital engagement, from the Board of Trustees will complete the team (YHA, 2021).
Additionally, the Customer Care: 2022 and Beyond task force has been working in close collaboration with YHA’s Chief Finance Officer William Howarth to discuss and approve the financial feasibility of the proposed strategy changes (YHA, 2021).



3. Main Findings of the Strategic Analysis and Critical
Evaluation of the Strategic Options

3.1 SWOT Analysis
	Strengths
	Weaknesses

	· Strong brand name with over 90 years of history and experience (YHA, 2021)
· Successful previous strategies
· Extensive brand portfolio ranging from hostel, camping and glamping accommodation in urban, rural and coastal locations (YHA, 2021)
· Flat organisational structure allowing decentralised decision-making
· Continuous leadership and management 
· Strong team of employees and volunteers that is cross trained in all departments of a hostel
· Existing loyalty programme with more than 140,000 members
· Broad volunteering scheme
	· Financially attenuated by Covid-19 pandemic initiating the sale of several properties (YHA, 2020)
· Low workforce retention due to high turnover of temporary volunteers
· Prone to employee lay-offs during times of crisis
· Practical implementation of proposed strategies during times of crises
· Bias of people in negative reputation of hostel accommodation
· No personalised mobile application or the use of technologies to enhance customer care

	Opportunities
	Threats

	· Repurposing of sites to accommodate key workers and vulnerable people
· Revised focus on volunteering scheme
· Launch of a mobile application
· Advertisement on the Airbnb platform
· Further investments in sustainable practices and technologies
· Branding and increased marketing
· Revision of diversity, inclusion and equality policies
	· Future implications of the Covid-19 pandemic, including travel restrictions, lockdowns and labour shortages
· Changes in consumer travel caused by Brexit
· Continuous labour shortages affected by Brexit legislation and policies
· Rising costs of conducting business
· Competitor activity from Airbnb and other budget accommodation providers


3.1.1 Strengths
Upon completion of a SWOT analysis, it was uncovered that YHA’s extensive brand portfolio, ranging from hostel, camping and glamping accommodation in urban, rural and coastal locations (YHA, 2021), is as one of the key strengths of the organisation.
The organisation’s flat organisational structure with a short chain of command between a big pool of so-called Team Members, the reduced middle management level and the Executive Team allows decentralised decision-making that focuses on each individual hostel’s unique needs, which can vary from large city centre hostels to small camping sites and is considered ideal for maximising efficiency and staff motivation (Doherty, Champion and Wang, 2010). Team Members are often cross trained in multiple departments, allowing them to be flexibly deployable on each site which reduces the overall staff costs (Senior and Fleming, 2006).
Unlike competitor Airbnb, YHA does not struggle to operate a guest loyalty programme in form of a YHA membership, which allows members to enjoy 10 percent off their stays across the network (YHA, 2021), and is found to increase brand loyalty among guests (Koo, Yu and Han, 2020).
3.1.2 Weaknesses
The Covid-19 pandemic has been described as “the most severe crisis we have ever experienced” by YHA’s CEO James Blake (YHA, 2020). According to Market Data Forecast (2021), the pandemic has not only resulted in more than 100 million job losses in the travel and tourism industry worldwide but has also had a direct impact on consumer travel, which resulted in temporary hostel closures and huge financial losses for YHA (YHA, 2020).
Being a charitable organisation, YHA relies broadly on a network of volunteers, which saves a considerable amount of employee costs on the one hand, but results in an unstable workforce during times of low demand, such as during the pandemic, on the other. As a result, an increasing need for fostering employee wellbeing and retention in their overall strategy and company culture could be identified (Mullins, 2016).
3.1.3 Opportunities
Unlike other key players in the sector, YHA does not operate a mobile application offering guests easy access to bookings or direct communication with individual properties. Considering an increased demand for hyperpersonalised customer care (Amar et al., 2020), a huge opportunity for providing a more personalised experience could be identified.
Additionally, YHA’s main competitor Airbnb can be used more efficiently to advertise their own hostels, as already found with YHA Ennerdale (YHA, 2021), to reduce its impact on YHA while simultaneously increasing their own marketing spectrum.

3.1.4 Threats
The ongoing Covid-19 pandemic remains the main threat to the highly vulnerable hospitality industry’s future. Since the reopening of their hostels, YHA has experienced significant labour shortages as a result of employee lay-offs in 2020, which are further aggravated by increasing labour costs as well as Brexit legislation (Liu and DeMicco, 2021). An unpredictable future of new travel restrictions, lockdowns, social distancing and work-from-home messages make strategic planning exceptionally difficult hence require continuous reviews of strategic progress and strategy feasibility (Market Data Forecast, 2021).




3.2 PESTLE Analysis
	Political


	· Impact of Brexit on domestic politics due to division of political parties (Mustafa, Hussain and Aslam, 2020)
· Political stability in the UK for several years

	Economic
	· Increasing operating costs for hospitality businesses in the UK, such as an increasingly labile energy market (Walsh and Ralph, 2021)
· Consumer price inflation in October 2021 negatively impacts the disposable income of consumers (Office for National Statistics, 2021)
· Use of governmental Covid-19 support schemes including the Furlough Scheme, VAT rate reduction and business rate holidays
· Continuous hospitality labour shortages conditioned both by Brexit and the ongoing Covid-19 pandemic (Liu and DeMicco, 2021)
· Likeliness of hospitality businesses experiencing challenges in filling vacancies more than twice as likely as in other industries (Office for National Statistics, 2021)

	Social
	· Positive growth in UK household spending compared to pandemic-hit year 2020 (Office for National Statistics, 2021)
· Spending on restaurants and hotels in 2021 (Q2) increased by positive 317.6 percent compared with Q2 in 2020 (Office for National Statistics, 2021)
· Rise in abuse of hospitality workers results in growing unpopularity of hospitality work (Hughes, 2021)
· Increased likelihood of mandatory vaccines against Coronavirus and its new Omicron variant in 2022 (Clarke, 2021)
· Expanding vaccine (booster) rollout and increased usage of vaccine passports in hospitality venues (Black, 2021)
· Stable levels of volunteering in the UK; yet the 25-to-34-year-olds are the least likely group to volunteer according to available statistics (Third Sector Protect, 2019)

	Technological
	· Increased demand for automation in hostel operations as well as use of artificial intelligence, mobile applications and chatbots to accelerate operations and communication in accommodation sector (Hotel Tech Report, 2021)

	Legal
	· Legal requirements to comply with the latest governmental Covid-19 rules impacting the freedom to conduct business
· Laws concerning restrictions on gatherings, movement of people and business operations imposed on hospitality businesses
· Brexit: Legal impacts on migration and free movement; EU Settlement Scheme allows non-citizens to continue to live, work and study in the UK (Mustafa, Hussain and Aslam, 2020)

	Environmental
	· Implementation of Covid-19 precautional measures
· Increased implementation of sustainable policies (Hallstrom, 2017)
· Commitment to reducing the hostel’s carbon footprint and decarbonisation as part of their CSR (YHA, 2021)
· Increased popularity of domestic outdoor adventure holidays (Office for National Statistics, 2021)
· Lower impact of pandemic on rural and coastal hostels or campsites
· Higher impact of pandemic on hostels in urban areas



A PESTLE analysis has uncovered various key factors relating to the macro-environment of the organisation, which are influencing YHA’s choice of company strategy from the outside (Corporate Finance Institute, 2021). Despite enjoying uninterrupted political stability for several years, the United Kingdom has been profoundly influenced by Brexit, which is impacting the hospitality industry in terms of work visas and trade agreements (HBAA, 2021).
A sharp rise in operating costs for hospitality businesses in the UK, as seen most recently in an increasingly labile energy market (Walsh and Ralph, 2021), as well as a reduction in the disposable income of consumers due to consumer price inflation (Office for National Statistics, 2021), will continue to have an economic impact on YHA and decide their profit margins. However, future governmental support as previously seen in the form of the Furlough scheme, grants or reduced VAT rates, may reduce YHA’s financial losses considerably.
Since the reopening of their hostels, YHA has been struggling to find employees and volunteers to operate them, which is conditioned not only by travel restrictions reducing the likeliness of potential volunteers interested in relocating to YHA sites, but also by new Brexit laws and policies affecting foreign workers. Reports about an increase in the abuse of hospitality workers is further amplifying this issue (Hughes, 2021). According to Liu and DeMicco (2021) “rising costs, worker shortages, unpredictable supplies of some foods, and in some cases, demand is so overwhelming that it is difficult to avoid customer dissatisfaction” hence a revised focus on customer care in times of crisis is pivotal.
While most hospitality businesses increasingly rely on automation and AI technologies to improve their operations and customer service (Hotel Tech Report, 2021), YHA lacks behind by not having noteworthy technology or mobile applications of their own. Numerous Covid-related precautional measures, environmental factors and changing Covid legislation impact the future of trading for the organisation, which has a negative impact on the implementation of strategy. Moreover, a disproportionate impact on urban, rural and coastal hostel locations requires a redirection of strategic planning towards those sites that have been most affected.
3.3 Porter’s Five Forces Analysis
To measure the level of competition within the budget accommodation industry, a Porter’s Five Forces analysis has been applied. Porter alleges that market competition is defined by profitability rather than by the biggest player of an industry (Investopedia, 2020). Profitability, on the other hand, is defined by five competitive forces and “the collective strength of the forces determines the ultimate profit potential in the industry”, according to Porter (1980, quoted in Dobbs, 2014, p.1).

3.3.1 Threat of New Entrants
It is generally understood that the less time and money it costs for a competitor to enter a market, the more an existing organisation’s position could be weakened (Investopedia, 2020). The threat of new entrants in the budget accommodation sector is particularly high due to the rise of sharing economy businesses like Airbnb, which allows ordinary people to list their properties on the platform, whereas brands like YHA require a significant amount of investment for each new hostel opening. Moreover, YHA’s financial capacity in assembling such capital for new hostel openings is limited since the organisation is focusing on creating value for society rather than making profit by being a charity organisation. Consequently, a focus on branding, quality and the viability of existing hostels rather than flooding the market with new listings is recommended.




3.3.2 Existing Rivals
Competitive rivalry within the sharing economy and budget accommodation market is intense due to comparably low product differentiation costs find Li and Srinivasan (2019). Despite Backpackers, St Christopher’s Inns and A&O hostels being YHA’s rivals in the hostel market, it is the Airbnb platform that currently presents YHA biggest threat due to its similar product offer. Unlike its competitors, however, YHA’s branding allows them to operate a successful loyalty programme, which Airbnb is found to be struggling with (Sampson, 2018). An increased focus on operating this scheme successfully by involving enhanced customer care is therefore desirable.

3.3.3 Threat of Substitute Products or Services
The threat of substitute products and services in the accommodation sector is particular high due to the plethora of different accommodation providers, types and price ranges on the market. According to Magretta (2012), those organisations that produce services without close substitutes usually have most market power.
Research found that with the rise of Airbnb, YHA loses a significant market share to the platform that offers a similar range of outdoor activities, tours or master classes (Airbnb, 2021). While Airbnb remains a platform of laypeople in the sector, which are difficult to oversee, YHA must elevate its focus on enhanced customer care to stay ahead of the competition.




3.3.4 Power of Buyers
Porter suggests that the number of customers as well as their ability to drive prices play a significant role in an organisation’s position (Dobbs, 2014). The Covid-19 pandemic has resulted in a sharp decrease in the number of YHA customers since the demand for travel accommodation has plummeted to nearly zero during national lockdowns and altering travel restrictions. A reduced number of customers not only triggers lower prices, but it also aggravates the power of these guests, who expect more lenient booking cancellation policies for them to book in the first place, resulting in YHA to lose out on profits. To drive bookings, a constant revision of the current terms and conditions of bookings with YHA via an easy access platform is therefore suggested.

3.3.5 Power of Suppliers
A tidal current energy market resulting in high prices and suppliers going bust (Walsh and Ralph, 2021) can greatly impact YHA’s operations, since the reduction of suppliers in an industry can drive up the cost of inputs (Investopedia, 2020).
Both the Covid-19 pandemic and Brexit have caused huge disruptions to procurement chains, and the rise in food and labour costs and inflation trigger YHA’s food providers to up their prices and therefore lower YHA’s profit margins (Liu and DeMicco, 2021).
This also applies to the number of volunteers supplying the YHA network with a free workforce, which is reduced during national lockdowns and travel restrictions. To reduce the threat of another backdrop during to the pandemic, an increased focus on maintaining and fostering the current YHA workforce is therefore necessary.

3.4 Critical Evaluation of YHA’s Current Strategic Direction and Options
3.4.1 YHA Strategy 2020 and Strategy 2020-25
YHA Strategy 2020 is a 10-year journey to its centenary in 2030, which was developed through work undertaken throughout 2019 and approved by the Board in February 2020 (YHA, 2020). Appendix 1 depicts a summary of YHA’s Strategy 2020-25 principles, which outlines the organisation’s key priorities for the next five years as part of their YHA Strategy 2020 proposal (YHA, 2020). The new strategy proposal aims to establish YHA as a leading national charity and social enterprise, and the organisation has therefore revised its mission and values to match the ambitions of this strategy (YHA, 2020). 
Building an inclusive organisation, where both employees and customers feel accepted, has become a key strategic direction for organisations (CIPD, 2021). YHA’s impact priority number one (Appendix 1) is to “promote social inclusion and equity of access” for all people, which currently being manifested in their extensive Inclusion and Diversity policy (YHA, 2021).
Research found that the physical implementation of this policy has caused outrage and complaints by several YHA guests in the past. Bannerman and Bennett (2018) identified that YHA have replaced their ‘single sex’ to ‘single gender’ dormitories, meaning that everyone identifying as a woman can stay in a female dorm, without the need for informing other hostel guests beforehand.
By welcoming transgender guests, YHA visibly follows a key development on the way to a more inclusive world, however, the way this is being dealt with raises the question whether the inclusion of a particular group can cause the discrimination of another (CIPD, 2021). YHA must therefore recognise the needs of all people, as stated in their manifest (Appendix 1), within the practical implementation of their current strategy. 

3.4.2 Covid-19 Strategy
3.4.2.1 Repurposed and Closed Hostels
In March 2020, YHA announced the temporary closure of all its hostels due to the progressing spread of the Coronavirus across the world (YHA, 2020). This has prompted YHA to revaluate its strategic options in terms of finding new ways to stay financially sustainable while sticking to its promise that “YHA is for everyone” (YHA, 2021). In the process, the organisation secured several contracts that resulted in the repurposing of many of its city hostels to accommodate key workers or to protect the most vulnerable in society. Upon evaluation of this new strategic direction, the task force has identified a major flaw in the involvement of stakeholders in the decision-making process (see case study).

3.4.2.2 Case Study: YHA Cardiff Central
One of the city hostels temporarily closed and repurposed during the early stages of the Covid-19 pandemic is YHA Cardiff Central. The award-winning 89-bedroom city centre hostel used to be one of YHA’s most popular and most profitable hostels across its network (YHA, 2021).
When YHA Cardiff Central closed in March 2020 as part of the nation’s first lockdown, the hostel’s entire workforce was put onto the UK government’s Furlough Scheme (YHA, 2020), while current guests were forced to vacate the property without support from YHA in where to go instead.
The hostel was temporarily placed under management of Cardiff Council, which repurposed the property to house Cardiff’s homeless (Seabrook, 2020). However, the hostel received bad publicity concerning drug abuse, violence and in-house deaths according to Seabrook (2020), resulting in the removal of all YHA logos from the in- and outside of the building. On the 8th of March 2021, YHA Cardiff Central was sold to Cardiff Council (Seabrook, 2021), causing the layoffs of its entire workforce.
Since the reopening of its other hostels on the 17th of May 2020, several new Covid-related measures such as YHA’s Generic Overall Covid Risk Assessment for individual properties as shown in Appendix 2 have been implemented.
Nevertheless, this case can be considered as a failure of YHA’s Strategy 2020, which implies the protection of its employees, volunteers and guests in times of crisis. Mullins and Dossor (2013) suggest that the lack of involvement of all stakeholders in changes to an organisation’s strategic direction can lead not only to dissatisfaction but also to failure in accomplishing the overall company objective.
The Customer Care: 2020 and Beyond task force will therefore use this case to reassess YHA’s current strategy to learn from past mistakes to protect stakeholders in the backdrop of another pandemic-related scenario.

3.4.3 Trend for Hyperpersonalisation
Personalisation has become an integral part of elevated customer experience find Amar et al. (2020, p. 2), naming “rising customer expectations and increased pricing and product parity” as the main reasons for this industry trend. According to Amar et al. (2020, p. 14) “the earlier organisations can start using a customer-centric and journey-focused approach to their omnichannel strategy, the sooner they will reap the benefits”. Nowadays, organisations are often found to develop their own mobile application to create value by presenting customers with direct access to products and services via search filters and best price offers using cookies and set preferences, aiming to increase customer satisfaction, purchases and ultimately profits (Ispahany, 2018).  
In the case of YHA, however, no such technology is currently being developed despite working in close collaboration with IndigoBlue, YHA’s digital innovation partner since 2010 (IndigoBlue, 2021), hence this will be integrated by the task force as a new way forward.
3.5 A New Landscape for Customer Care: Strategy 2022-30
“Strategy 2022-30” was developed by the Customer Care: 2022 and Beyond taskforce and is an extension to YHA’s existing “YHA Strategy 2020” proposal from March 2020. This revised strategy is a proposed action plan that reflects the Covid-19 pandemic as a new challenge for the organisation to succeed its goals, targets and overall company objectives (Mullins, 2016), and involves the knowledge the organisation has gathered nearly two years into the pandemic compared to the original strategy proposal, which was launched only one month into the pandemic (YHA, 2020).
The overarching goal of this revised strategy, which will be launched in January 2022, is to enhance and build a new social landscape for customer care in a world that has increasingly become socially distanced. “Strategy 2022-30” encompasses the following changes:

3.5.1 Hypersonalised Customer Care - The YHA App
The launch of a YHA App developed in collaboration with IndigoBlue, and in line with YHA’s priority number 7 (Appendix 1) “to prioritise our user experience including looking at every stage of the user journey”, aims to regain control over bookings that would have otherwise been lost. Customers will be able to search for properties using filter options, such as ‘pet-friendly property’, to review their booking status, to directly communicate with hostels and employees via a chat box, and to receive live updates about Covid-related changes such as local travel restrictions customised to each location and site.
The introduction of the YHA App will be three-phased. Starting with rural properties and sites, which have been operating nearly undisturbed over the past few months at the time of launch, to continuously adding urban hostels at the time of their full reopening to the system, and finally adding more and more functions for increased customisation to the app.
The latter is being aimed to achieve within the next two years, recognising that the organisation has had no previous experience in this field. This long-term approach will also include the introduction of customer profiles to both YHA’s Property Management System and the YHA App, because “the earlier organisations can start using a customer-centric and journey-focused approach to their omnichannel strategy, the sooner they will reap the benefits” and create value, an organisation’s main purpose (Mullins and Dossor, 2013), according to Amar et al. (2020, p.14). Furthermore, YHA will continue to advertise individual properties on the Airbnb platform as a way of proactively interrupting their competitor’s scope.

3.5.2 Diversity and Inclusion – All Means All
In line with the issues identified in YHA’s current inclusivity policy, Customer Care: 2022 and Beyond proposes the introduction of a number of mixed dorms rather than solely single-sex dorms as a practical implication to solve the heated gender debate. The aim is not to single out an individual group; the new wording implies that customers are being aware upfront that they might be sharing a room with another person from another sex or gender identity.
However, the task force recognises the issues that some guests may have with such room sharing hence also proposes that a revised terms and conditions sections via the YHA App offers guests to select the preferred room type at the time of booking. This will equip all parties with a sense of say in the matter.
According to Amar et al. (2020, p. 9), “driving company-wide change is never easy, so change management effort that is built around a shared purpose is crucial”, implying that YHA must not only change their inclusivity policy on paper, but establish it within the workforce.


3.5.3 Employee Empowerment during a Pandemic
It is generally understood that an organisation must take care of the people that take care about the customers in order for it to be successful in the long run hence a strategy not build prioritise our user experience including looking at every stage of the user journey around employees is one doomed to fail (Amar et al., 2020). The YHA Cardiff Central case study has shown that a huge opportunity in protecting employee welfare was missed.
Customer Care: 2022 and Beyond proposes to work in close collaboration with local Councils regarding the repurposing of hostels during another backdrop of the pandemic. Additional employee training in working with socially vulnerable people like homeless people will be provided in the future to ensure YHA employees can be flexibly deployed within city hostels that are being repurposed during a lockdown instead of being laid-off.
The training will be part of YHA Strategy 2020’s Campus and Curriculum introduction, which fosters new routes to employment for employees and volunteers alike. Furthermore, YHA employees will be informed during all stages of and changes to strategic directions, and actions plans will be communicated directly with employees using the staff login function of the YHA App.

3.5.4 Long-term Growth and Success
Finally, as part of Priority number 6 and long-term eight-year strategy, Customer Care: 2022 and Beyond proposes that YHA should aim to acquire new sites in city centre locations to reopen popular hostels, such as YHA Cardiff Central, to serve old regular guests and reemploy employees that were dependant on these sites by 2030. In March 2021, YHA announced to the search for a new property in Cardiff (YHA, 2021) and will continue to do so in the new year.

4. Conclusion
It has been demonstrated that a continuous review of an organisation’s strategic direction and options is pivotal to guarantee its long-term success and to maintain a sustainable competitive advantage (Mullins, 2016).
The report highlights the importance of enhanced customer care in our current climate of an increasingly socially distanced world. By repurposing some of its hostels, YHA had taken on a risky journey of making trade-offs between employee wellbeing for financial gains. The organisation cannot be blamed for revaluating their strategic direction at the time as they have done several times in the past (YHA, 2020), however, the way this was done turned out to be contradictory with the company values.
YHA Strategy 2022-30 was developed to direct the organisation towards the successful accomplishments of its overall goals and objectives as proposed in YHA Strategy 2020. It incorporates both short- and long-term perspectives that are feasible within the company network (Mullins, 2016). As with any strategy, a constant revision of its viability will be needed in the future (Bryson, 2018). This has become even more important due to the unprecedent developments of the ongoing Covid-19 pandemic.
The introduction of the YHA App will allow the organisation to provide its customers with tailored customer service excellence (Amar et al., 2020), while the revision of the one of their policies, which had shown a modern theoretical approach towards increased inclusivity but was not implemented accordingly in practice (Bannerman and Bennett, 2018), will help the organisation to work more effectively towards its overall goal.


For the new strategy proposal to be successful, YHA will need to continue including all stakeholders in decision-making processes without trade-offs in favour of singular parties or for their own financial benefits. The Customer Care: 2022 and Beyond task force recognises that the points raised in their Strategy 2022-30 proposal only touch on issues that need go more in-depth in the future, but hopes that it will prompt senior management to take the appropriate action in line with YHA’s motto:
“Because where you go changes who you become” (YHA, 2021).

5. Recommendations
The success of “YHA Strategy 2022-30” will depend on several key factors. The Customer Care: 2022 and Beyond task force proposes the following recommendations to senior management:
· To create and hire for the new role of YHA Customer Care Officer, who will be responsible for overseeing the practical delivery of the proposed new strategy and who will be reporting back to senior management and the task force chair about the current success of its implementation. Transparency in communicating the results of these reviews across the YHA network including all stakeholders is key (reference).
· A yearly revision of the proposed new strategy to reduce the risk of failure and to adjust where necessary. However, any changes must be communicated to all stakeholders accordingly.
· To formally apologise to former employees and guests of permanently closed hostels about the consequences of their circumstantial decisions at the peak of the pandemic and recognising the impact this has had on their lives to regain trust in the public eye.
· To conduct an employee and YHA member survey to gather feedback about the execution of the new strategy and the impact it has on their experience with YHA, as well as to reduce the risk of unattained expectations.
· To offer rewards and recognition for those employees driving YHA’s new strategy to success.
· A celebration of the success of the strategy by 2030 if successful involving all stakeholders with additional employee perks and new benefits for guests and members, who have supported the new strategy throughout, to increase the commitment to new strategies in the future.
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