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Executive Summary 

Seacrest Lodge's strategic planning report's executive summary explores the challenges and opportunities in the rapidly changing hospitality industry, heavily influenced by digital booking platforms. Seacrest Lodge, a coastal retreat with declining revenue, occupancy rates, and customer satisfaction, is facing competition from platforms such as Airbnb and Vbro. The report's marketing analysis identifies these platforms as change agents, providing personalised, authentic experiences that traditional lodges find difficult to replicate. Customers' preferences have shifted towards experiential travel, necessitating accommodations that offer more than just a place to stay. Industry trends emphasise the importance of digital integration, sustainability, and personalised guest experiences. 

The financial overview reveals a significant decline in Seacrest Lodge's financial health, with revenue falling from £1,200,000 in 2021 to £950,000 in 2023 and net income turning negative. Digital platforms' competitive pricing and diverse offerings have significantly captured market share from traditional lodges, contributing to this decline.

A SWOT analysis highlights the lodge's strengths, such as its rich history and prime location, but also identifies weaknesses, such as outdated amenities and a poor digital presence. Identifying opportunities for differentiation and leveraging digital marketing, while also recognizing threats from the competitive digital marketplace and shifting travel patterns.

The report concludes with a strategic turnaround plan that focuses on increasing digital presence, diversifying service offerings, developing competitive pricing strategies, upgrading amenities, and prioritising customer engagement. This comprehensive approach aims to revitalise Seacrest Lodge, transforming it into a premier destination in the new era of hospitality by aligning with contemporary traveller preferences and industry trends. Continuous monitoring and adaptation of strategic initiatives are emphasised to reduce risks and ensure a successful turnaround. 
Introduction
Seacrest Lodge finds itself at a crossroads due to changing market dynamics and the growing influence of digital booking platforms. This report conducts a thorough analysis and strategic planning to address the lodge's declining revenue, occupancy rates, and customer satisfaction. We propose a multifaceted turnaround strategy for Seacrest Lodge that considers the competitive landscape, changing customer preferences, and industry trends. The strategy aims to improve the lodge's digital footprint, diversify its service offerings, refine pricing strategies, modernise amenities, and increase customer engagement. With this report, we hope to chart a course for Seacrest Lodge to navigate the challenges of today's hospitality industry and emerge as a distinguished destination for discerning travellers.

Marketing Analysis

The Seacrest Lodge, a once-thriving coastal retreat, has seen a significant decline in both allure and financial success, owing primarily to seismic shifts in the hospitality industry landscape. This market analysis explores how booking platforms like Airbnb and Vbro, evolving customer preferences, and industry trends shape the competitive landscape, aiming to develop a strategic plan for the lodge's revitalization.

Competitive Landscape
The introduction of digital booking platforms such as Airbnb and Vbro has had a transformative impact on the hospitality industry. Marques J. and Marques R.P. (2023) describe these platforms as democratised travel accommodations, providing guests with a diverse range of options that traditional lodges struggle to match. According to Akarsu et al.'s (2020) research, the appeal stems from their ability to provide unique, personalised experiences that align with the modern traveller's desire for authenticity and immersion in local cultures. This presents a formidable challenge for Seacrest Lodge; as demonstrated by Marques J. and Marques R.P.'s (2023) research, these platforms divert potential guests to more novel lodging options, often at a lower cost. The lodge's traditional model, once synonymous with luxury and relaxation, now competes against a backdrop of innovation and personalised guest experiences, which these platforms excel at providing.

Customer Preferences
Today's travellers are looking for accommodations that provide more than just a place to sleep. According to Elshaer and Marzouk's Tourism Recreation (2022) research, travellers seek experiences that allow them to connect with their destination on a deeper level, preferring stays that are unique, environmentally conscious, and reflective of local culture. Furthermore, the study concludes that platforms such as Airbnb and Vbro have facilitated this shift towards experiential travel by providing a plethora of options catering to this demand. Seacrest Lodge's failure to adapt to changing preferences directly correlates with its decline in customer satisfaction and occupancy rates. According to the Paulose and Shakeel (2021) study, the lodge must recognise and adapt to this new paradigm in which the value proposition encompasses not only physical amenities but also the overall experience and emotional bond that visitors form with their location.

Industry Trends
The hospitality industry is moving towards digital integration, sustainability, and personalised guest experiences. According to Das's (2023) research, technological advancements have not only altered the way accommodations are booked but have also increased guest expectations for convenience, efficiency, and customisation. Furthermore, Yadegaridehkordi et al. (2021) found that an increasing emphasis on sustainability and environmentally friendly practices has become a deciding factor for many travellers. Global uncertainties and a renewed appreciation for local travel are driving the rise of domestic tourism, offering Seacrest Lodge an opportunity to reposition itself. By embracing these trends, the lodge can attract a new segment of travellers looking for meaningful and sustainable travel experiences in the United Kingdom.
To summarise, the Seacrest Lodge's path to resurgence lies in recognising and strategically responding to the competitive pressures exerted by Airbnb and Vbro, modern travellers' evolving preferences, and overarching industry trends. A comprehensive strategy emphasising digital presence, experience-led offerings, and sustainability has the potential to reverse the lodge's fortunes and restore its status as a premier vacation destination in the new era of hospitality.

Financial Overview

The financial trajectory of Seacrest Lodge over the last three years is a stark reminder of the challenges that traditional lodging establishments face in the digital age. Trend analysis reveals a consistent decline in revenue, from £1,200,000 in 2021 to £950,000 in 2023, as well as a concerning shift from a net income of £300,000 to a loss of £150,000 during the same period. These financial indicators not only demonstrate declining profitability, but also highlight operational challenges exacerbated by rising operating expenses, which increased from £900,000 in 2021 to £1,100,000 in 2023.
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Description automatically generated]Curry's (2024) statistics show that the financial downturn coincides with the rise of digital booking platforms such as Airbnb, which, according to Biaco et al. (2024), have significantly disrupted the traditional hotel and lodge market.  
According to Sánchez-Franco and Aramendia-Muneta's (2023) Journal, several factors contribute to Seacrest Lodge's declining financial performance and the proliferation of these platforms. The study discusses how competitive pricing and diverse accommodation offerings on these platforms have shifted a significant portion of the market away from traditional lodges. Second, these platforms' preference for personalized and unique stays has attracted a demographic that would otherwise choose a lodge-like Seacrest.
Furthermore, the decline in the Average Room Rate (ARR) from £260 in 2021 to £210 in 2023, combined with a drop in occupancy rates from 65% to 50% in the same timeframe, demonstrates the lodge's inability to compete effectively in a changing market landscape. These financial indicators, according to Sánchez-Franco and Aramendia-Muneta's (2023) Journal, not only reflect the direct impact of booking platforms on Seacrest Lodge's revenue and profitability, but also highlight the broader market dynamics at play, challenging the lodge to adapt its business model and offerings to reclaim its market position.

SWOT 
 The SWOT analysis of Seacrest Lodge illuminates the complex dynamics at play, showcasing the lodge's internal strengths and weaknesses amidst a hospitality industry that is progressively shaped by booking platforms such as Airbnb and Vbro.
Strengths
Seacrest Lodge has a rich heritage and a prime coastal location, making it appealing to those looking for traditional luxury and relaxation by the sea. Its established brand and loyal customer base are valuable assets, providing a solid foundation for rebuilding and repositioning in the market. The property's extensive facilities, which include a restaurant, bar, and event space, provide diverse revenue streams and the potential for unique guest experiences.
Weaknesses
However, the lodge's offerings have become out of sync with current traveller expectations, as evidenced by declining service quality and amenities that are perceived as out of date. The lodge's reluctance or inability to adapt to digital trends has reduced its visibility and appeal, according to Fan et al. (2023), particularly among younger demographics who prefer online booking platforms for accommodation discovery and reservations.
Opportunities
The rise of platforms such as Airbnb and Vbro, while posing a challenge, also provides an opportunity for Seacrest Lodge to differentiate itself by capitalising on its strengths. According to Uger et al. (2020), there is a growing market segment seeking authentic experiences rooted in local culture and environment, which the lodge can offer in a unique way. Furthermore, leveraging digital marketing strategies described by Peter and Dalla Vecchia (2021) to improve online presence and adopting sustainable practices discussed by Shanti and Joshi (2022) could appeal to environmentally conscious travellers, aligning with broader industry trends.
Threats
The competitive pressure from Airbnb and Vbro discussed by Marques (2023) is formidable, with accommodations that frequently outperform traditional lodges in terms of cost, convenience, and personalisation. These platforms allow for a direct connection between hosts and guests, fostering the authenticity and local immersion that many travellers now seek. Economic fluctuations and changing travel patterns, exacerbated by global events, pose additional risks, affecting travel budgets and destination choices.
In conclusion, Seacrest Lodge must navigate a landscape in which its traditional strengths are both a foundation and a constraint. Embracing innovation, improving service quality, and leveraging its unique selling propositions are critical steps in countering the threats posed by digital platforms and changing consumer preferences.

PESTLE 
Political
The regulatory frameworks that govern the hospitality sector have a significant impact on operations. According to the Gurran et al. (2020) study, complying with stringent licencing, health, and safety regulations can be costly for traditional lodges. In contrast, platforms like Airbnb and Vbro navigate a less stringent regulatory environment, though this is changing as governments around the world begin to impose more regulations on short-term rentals to level the playing field.
Economic
Economic volatility influences consumer spending and travel habits. According to Gurran et al. (2020), economic downturns can result in reduced travel budgets, affecting both traditional lodges and booking platforms, albeit to varying degrees. Traditional establishments, with their fixed operational costs, may struggle more during economic downturns than the flexible cost structure of listings on platforms such as Airbnb.
Social
According to Paulose and Shakeel (2022), changing social trends, particularly the growing demand for authentic and personalised travel experiences, have a significant impact on lodging choices. While traditional lodges like Seacrest may provide standardised services, platforms like Airbnb thrive by offering diverse, localised experiences that cater to this evolving consumer preference.
Technological
According to Sanchez-Franco and Armendia Muneta (2023), technological advancements have democratised the hospitality industry, allowing platforms such as Airbnb and Vbro to disrupt traditional business models with innovative customer interfaces and booking processes. To stay competitive, traditional lodges must adopt new technologies that improve customer experiences from booking to staying.
Legal
Legal challenges, such as zoning laws and short-term rental regulations, can affect both traditional lodges and booking platforms. While traditional establishments are well-versed in navigating these regulations, Airbnb and Vbro have faced legal challenges in various markets, affecting their operations and potentially levelling the competitive landscape (Kreeger and Smith, 2024).

Environmental
According to Shanti and Joshi (2022), travellers are increasingly concerned about environmental sustainability. Traditional lodges, such as Seacrest, can use their environmental initiatives as a unique selling point. In contrast, the decentralised nature of Airbnb and Vbro makes it difficult to ensure uniform environmental practices across all listings, providing an opportunity for traditional lodges to differentiate themselves.
In conclusion, the PESTLE analysis highlights the complex external environment in which traditional lodging establishments operate. Understanding these factors is critical for Seacrest Lodge, as it seeks to strategically navigate the challenges and opportunities presented by the rise of booking platforms and changing travel preferences.

Strategic Initiatives
To revitalise Seacrest Lodge and adapt to the rapidly changing hospitality industry, a targeted turnaround strategy is essential. This strategy includes digital innovation, expanding service offerings, implementing agile pricing models, modernising amenities, and focusing on customer engagement and feedback.
Enhancing Digital Presence
The lodge will set up funds for a website redesign to improve navigation and online booking. Based on Fan et al. (2023) study, social media will be used to regularly highlight guest experiences and local attractions to increase engagement and bookings. Quarterly reviews of digital marketing efforts will ensure that investments lead to significant increases in traffic and bookings.
Diversifying Service Offerings
Collaborating with local businesses, we will introduce the "Local Flavours" culinary nights and "Adventure Weekends" packages to provide guests with unique experiences, following the model of Ngoc et al. (2023). Market research and guest surveys will help guide event and package selection, ensuring alignment with guest interests while minimizing financial risk.
Competitive Pricing Strategies
A dynamic pricing model will be implemented, using market data to adjust rates and create value-added packages that combine lodging with unique experiences. According to Abrate et al. (2021), pricing effectiveness and guest feedback will be regularly evaluated to ensure strategies meet revenue goals while not diminishing guest perceptions of value.
Upgrading Amenities
The guest rooms and communal areas will be upgraded with eco-friendly materials and smart technology. Upgrades will be planned to maximize cash flow, starting with high-visibility areas to generate immediate guest impact. The feedback trends will be analysed to identify service improvement opportunities.
Customer Engagement and Feedback
A CRM system will be implemented for personalised guest communication, supplemented by a digital feedback loop to collect insights after the stay. Quick action will be taken to resolve issues identified through feedback analysis, ensuring high satisfaction levels.
This strategic approach to Seacrest Lodge's turnaround is meticulously planned to increase its market appeal and guest satisfaction while carefully navigating the competitive landscape for a successful revival.

Conclusion
In conclusion, Seacrest Lodge's tailored turnaround strategy represents a comprehensive approach to navigating the challenges and capitalising on the opportunities presented by the changing hospitality landscape. Seacrest Lodge can effectively respond to competitive pressures from platforms such as Airbnb and Vbro by focusing on improving its digital presence, diversifying service offerings, implementing competitive pricing strategies, upgrading amenities with a focus on sustainability, and prioritising customer engagement and feedback. This strategy aims to not only revitalise the lodge's market position but also to provide guests with a unique and memorable experience, fostering loyalty and encouraging repeat visits.  To mitigate the potential risks associated with each strategic initiative and ensure the successful turnaround of Seacrest Lodge, it is crucial to carefully plan, execute, monitor, and adapt continuously.  The lodge's strategic focus on innovation, guest satisfaction, and operational efficiency positions it for a successful future in the hospitality industry.
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