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Executive summary
The Seacrest Lodge report examines how the resort's challenges and opportunities in the changing coastal hospitality market are influenced by the emergence of sharing economy platforms such as Airbnb and shifting consumer preferences. The PESTLE framework analyses political, economic, social, technological, legal, and environmental factors that impact the industry. Key findings highlight the impact of regulatory measures and economic changes on occupancy rates and profitability, the significance of adjusting to technological advancements, and the consumer preference for distinctive experiences. The report outlines the lodge's strong brand reputation and guest experience, but also points out weaknesses in digital marketing and price competitiveness. Recognising opportunities for differentiation and enhanced guest experiences through local partnerships, while also acknowledging threats posed by Airbnb's growth and changing consumer demands. The financial performance summary indicates a decline in key indicators from 2021 to 2023, underscoring the need for strategic reorganisation. The report suggests adopting a comprehensive turnaround strategy that leverages the lodge's core principles to adjust to market dynamics and position The Seacrest Lodge as a premier destination in the changing travel sector.










Introduction
The Seacrest Lodge is a renowned coastal resort known for its traditional hospitality, offering guests a blend of relaxation, scenic views, and exceptional service. The lodge is located in a picturesque coastal area and has been successful in attracting guests seeking a seaside retreat. Recently, there has been a significant shift in the operational and financial aspects of the hospitality industry, particularly in coastal areas. The emergence of sharing economy platforms like Airbnb and changing consumer preferences have created new obstacles for conventional establishments such as The Seacrest Lodge. The lodge needs to reassess its business model and strategic goals in light of these challenges. This report intends to evaluate The Seacrest Lodge's current standing in the competitive market and propose a comprehensive turnaround strategy. This strategy aims to take advantage of the sharing economy opportunities while upholding the lodge's core principles and enhancing its financial sustainability. The report examines market dynamics, financial performance, and internal capabilities to create a strategy for The Seacrest Lodge to regain its position as a leading coastal hospitality provider in the changing travel and accommodation sector.
PESTLE
Multiple external factors impact the diverse landscape of the coastal hospitality market, which encompasses both traditional seaside resorts and emerging sharing economy platforms like Airbnb. Understanding these influences requires a comprehensive analysis using the PESTLE framework, which includes political, economic, social, technological, legal, and environmental factors.
Political Factors Impacting the Coastal Hospitality Market
Political factors have a substantial impact on the coastal hospitality industry, particularly through regulations affecting the sharing economy, as outlined in the Celata and Bei study (2023).  The notable rise in Airbnb listings in coastal regions of England and Wales from 2019 to 2022 highlights the need for policy frameworks that address the interests of both traditional accommodation providers and sharing economy platforms.  Taxation and regulation by governments on short-term rentals can greatly influence the competitive environment, impacting market entry and operational expenses for both existing and new participants (Blood & Duncan, 2022).
Economic Trends and Their Effects on Seaside Resorts
Beach resorts are greatly impacted by consumer preferences and competitive pressures. Blood & Duncan (2022) argue that the emergence of Airbnb has brought about a new economic structure, creating challenges for traditional resorts such as The Seacrest Lodge in sustaining occupancy rates and average daily rates (ADR). A 12% decrease in occupancy rates and a decline in net profit margins from 21% in 2021 to 15% in 2023 emphasise the need for a strategic financial realignment to address pricing pressures and changing market demands.
Social Changes and Evolving Consumer Preferences
Consumer preferences have significantly shifted due to social trends, particularly the demand for authentic, localised experiences. Mody et al. (2022) discovered that travellers are seeking accommodations that offer distinctive and customisable lodging experiences, rather than simply a place to sleep. The rise in Google Trends searches for Airbnb in coastal regions indicates a shift in consumer behaviour, prompting conventional resorts to adjust and cater to the needs of contemporary tourists.
Technological Advancements Influencing Accommodation Booking
Technology is essential for revolutionising the reservation system for coastal accommodations. Online booking platforms, along with services like Airbnb, have significantly changed consumer behaviour according to Chen & Chang (2018). Seaside resorts must utilise technological advancements to enhance their online visibility, streamline booking processes, and offer personalised guest experiences in order to effectively compete in the contemporary digital age.
Legal Considerations Within the Hospitality and Sharing Economy
The legal structure governing the hospitality and sharing economy significantly influences market dynamics. Regulations backing short-term rental platforms can interfere with the conventional hospitality model, as seen in the regulatory structure that has facilitated Airbnb's expansion. Traditional businesses need to address legal complexities by promoting fair regulations that create equal opportunities and adjusting their business strategies to adhere to existing laws (Celata & Bei, 2023).
Environmental Concerns and Their Impact on Coastal Tourism
Environmental sustainability is becoming increasingly important in the tourism industry as travellers and stakeholders are growing more conscious of environmental issues (Pulido-Fernandez, 2019). Jarratt and Davies (2020) assert in their journal that coastal tourism is extremely susceptible to environmental challenges like climate change, sea-level rise, pollution, and habitat destruction. The hospitality sector needs to adopt sustainable practices to minimise environmental impacts and cater to the growing consumer demand for eco-conscious travel options.
The coastal hospitality industry is undergoing significant changes due to political, economic, social, technological, legal, and environmental factors. A comprehensive and strategic approach that considers various external factors is essential to ensure the success of traditional seaside resorts amidst these changes. In order to succeed in the evolving coastal tourism industry, one must understand the influencing factors and be able to adapt quickly and creatively to maintain competitiveness and sustainability.
SWOT Analysis
The Seacrest Lodge conducted an internal analysis using a SWOT framework to gain important insights into its operations, competitive position, and strategic direction in response to the evolving coastal hospitality market influenced by the growth of the Airbnb model.
Strengths: The Seacrest Lodge is known for its strong brand and reputation, built over years of providing top-notch hospitality services. The excellent location offers guests immediate access to coastal tourist spots, enhancing its attractiveness. The lodge possesses extensive expertise in traditional hospitality management, outstanding customer service, and the ability to offer a personalised and welcoming guest experience. These strengths are crucial assets that distinguish it in a market that is becoming more dominated by impersonal accommodation options. (Manhas & Tukamushaba, 2015)
Weaknesses: The Seacrest Lodge is encountering substantial operational obstacles, particularly in adapting to the digital-first strategy favoured by contemporary travellers. The lodge's dependence on traditional booking methods has limited its visibility at a time when online platforms are dominant. The inflexible cost structure of traditional hospitality businesses has hindered their ability to compete with adaptable Airbnb listings in terms of pricing, as it does not align well with current market trends and consumer preferences for value and convenience (Torres, 2021).
Opportunities: Seacrest Lodge can distinguish itself from Airbnb by utilising its extensive resort amenities and providing full-service hospitality. Lai's (2014) research suggests that the Lodge can offer distinctive travel experiences by collaborating with tourism agencies to integrate accommodation, recreational activities, and local exploration into comprehensive packages. Partnering with nearby producers to offer fresh, local cuisine can improve the guest experience, promoting a sustainable and authentic travel experience (Zhang et al., 2019). The Lodge's diverse strategy enhances its competitive edge and positions it as a premier option for travellers seeking top-notch coastal getaways, bolstering its market influence and appeal in the evolving hospitality sector (Lai, 2014; Zhang et al., 2019).
Threats: Airbnb's swift growth in coastal areas poses a significant challenge to The Seacrest Lodge's market leadership. Airbnb hosts benefit from reduced operating expenses and advantageous tax laws, which intensify the competitive landscape economically and regulatory. Mody et al. (2023) suggest that evolving consumer expectations and preferences for flexible and personalised lodging options are increasing the pressure on lodges to innovate or risk becoming outdated.





Financial Performance Overview
The financial trend of the Seacrest Lodge from 2021 to 2023 mirrors the significant market disturbances resulting from Airbnb's rapid expansion in coastal areas. From 2021 to 2023, the lodge saw a decline in key financial metrics such as occupancy rates and average daily rates (ADR), leading to a decrease in net profit margins from 21% to 15%. The coastal market saw a significant transformation when the number of Airbnb listings in England and Wales tripled, leading to increased competition for traditional accommodation providers like The Seacrest Lodge (Blood & Duncan, 2022).
Challenges and Risk Management
The Lodge encountered financial challenges because of heightened competition, shifts in consumer preferences towards unique and personalised lodging experiences, and rising operational costs. The combination of these factors, along with regulatory changes that promote the sharing economy, has placed traditional hospitality establishments at a disadvantage. The Seacrest Lodge utilised multiple risk management strategies to tackle challenges, including diversifying services with Airbnb-style accommodations, optimising operational costs, and embracing digital transformation via the Airbnb application (Torres, 2021).
Turnaround Strategy for The Seacrest Lodge
Proposal for Business Model Transformation: The Seacrest Lodge plans to pivot towards an Airbnb-based business model in response to market shifts and financial pressures. This transformation will involve converting the existing restaurant space into additional Airbnb rental rooms while retaining the bar to serve both overnight guests and the public.
Property Modifications and Investments: The restaurant conversion will necessitate a significant redesign to create self-contained units complete with en-suite bathrooms and kitchenettes. The resort investment will focus on modern, cost-effective modifications that appeal to a broad range of Airbnb users. The business will focus on installing high-speed Wi-Fi, smart locks, and energy-efficient appliances to enhance guest convenience and operational efficiency (Geng et al., 2022).
Marketing and Operational Strategies: Marketing strategies will capitalise on the distinctive selling features of private, family-oriented areas, along with the extra benefits of on-site facilities. The shift to an Airbnb model will optimise check-in and check-out processes using digital automation, leading to decreased staffing needs (Torres, 2021).
Cost Analysis and Financial Projections: The initial outlay for property modifications is projected to be recuperated within two years, assuming a conservative 10% increase in occupancy rates post-transformation. With the average Airbnb rate at £70.10, undercutting hotel prices, we anticipate a competitive edge in pricing. The repurposed rooms are expected to generate an additional 30% in revenue, considering the current occupancy trends and market pricing data (Witter Blog; Google trends).
Potential Challenges and Mitigation Strategies: The main challenge is to uphold service quality throughout the transition. A phased renovation plan will be executed to reduce the impact, ensuring the bar remains operational and a portion of the lodge is available for guests. We will address regulatory compliance and market penetration challenges by seeking legal advice and improving our online visibility.
The Seacrest Lodge is expected to experience a financial turnaround by taking advantage of Airbnb's increasing market dominance and the cost-cutting strategies resulting from converting the restaurant. The Seacrest Lodge's transition to an Airbnb model caters to consumer demand for distinctive, affordable, and secluded lodgings, securing its position as a strong competitor in the coastal hospitality industry.







Conclusion
An examination of The Seacrest Lodge using PESTLE and SWOT frameworks, along with an assessment of its financial performance and a turnaround strategy, highlights the need for adaptive change in response to changing market conditions. Various factors such as political, economic, social, technological, legal, and environmental influences impact the coastal hospitality market, presenting challenges and opportunities for traditional establishments like The Seacrest Lodge. The emergence of sharing economy platforms like Airbnb has transformed consumer expectations and competitive environments, requiring a shift towards adaptable, technology-focused, and customer-oriented business models.
The plan entails converting restaurant space into Airbnb rental rooms at The Seacrest Lodge to strategically take advantage of market trends. The lodge can leverage its strengths, improve its weaknesses, seize new opportunities, and reduce external threats. This strategy seeks to improve the lodge's financial performance and ensure its relevance and competitiveness in the growing coastal tourism market. The Seacrest Lodge is prepared to address the challenges of the sharing economy by incorporating innovation, sustainability, and strategic partnerships to provide a modern hospitality experience that meets the preferences of today's travellers and market needs.
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