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[bookmark: _Toc181909885]Executive Summary
Competitions within the hospitality business are reaching a peak, fuelled by accelerating digitalization, changing consumer expectations, and an emerging alternative accommodation provider type of Airbnb. Due to their rather select nature, travellers expect far more customization, greater value for money, and attention to the environment-a pressure that poses daunting challenges for the traditional hospitality provider to meet. Moreover, the rise in technology also enables minor players to compete through better online visibility and efficient service by customers, thereby exerting more pressure upon established businesses to innovate continuously. With more options for lodging facilities targeting the low-budget customers, price competition has increased and forces hotels to give great reasons for that charge through better service and unique value propositions. Consumer preference is also shifting towards eco-friendly and socially responsible brands that require an enormous amount of investment in sustainable practices, particularly for those wanting to stay in the game.
Hospitality businesses must concentrate on embracing technology that makes the experience for their customers engaging as well as efficient. For instance, through customer relationship management systems and advanced booking platforms, it increases guest engagement and provides insights into a customer's preferences. This means they can customize their services. To stay top of mind, digital marketing is also a requirement, particularly social media channels where brands can engage directly with consumers and create brand loyalty. It is no longer a choice but a necessity to attract the present-day traveller, who has more environmental concerns. Adding green practices, such as conserving energy, minimizing waste, and sourcing materials locally, can help hotels strengthen their brand and attract conscious consumers for the long haul.
There is a direct relationship between workforce development and training as staff significantly contribute to experience success for guests. For the investment in skills of employees, hospitality businesses can ensure quality service, low rates of staff turnover, and build a committed team that can enhance the reputation of the brand. The unique guest experiences can be a final differentiator for hotels. These places could provide local cultural immersion, seasonal packages, or wellness-based services in order to distinguish from competition. All these unique offers result in a memorable stay experience that cannot easily be replicated in non-traditional accommodations.
For the hospitality industry to survive in this highly competitive market, it needs to look more towards technological innovation, sustainability in practices, workforce development, and unique guest experiences. These strategies have aligned with the current demands of the consumers and deliver a solid foundation for long-term growth within the rapidly changing market.
The operational challenges most likely being faced by the Guesthouse Zarasai are thoroughly evaluated in this consultancy report, and focused recommendations are made to improve their performance and tackle major issues affecting occupancy, guest satisfaction, and seasonal demand. Found alongside the beautiful Lake Zarasas, Guesthouse Zarasai is near where great seasonal fluctuations occur, with very high occupancy rates in summer, as people seek open-air activities, and plummeting low in winter. Some of the underlying causes, cited in the report, for the fluctuations above include: inadequate infrastructure, limited marketing, inconsistency in customer service, and lack of winter-oriented amenities overall. These have resulted in lower levels of guest satisfaction, less attractiveness for the winter seasons, and brand visibility has gone down as well.
The report lists several recommendations in four main areas: infrastructure upgrades, enhanced marketing efforts, improved communication with guests, and staffing flexibility. Upgrades on the crucial infrastructures are upgrading room facilities, sound insulation improvement, and improvements in heating, which should be constant throughout the winter months. These upgrades will make the hotel appealing to guests by eliminating some of the concerns raised due to comfort and noise. The marketing techniques include running seasonal campaigns, increased social media presence, and forming alliances with local business houses to gain more exposure. Winter visitors can be acquired through bundled packages. Its marketing campaigns will stabilize the occupancy rate and attract broader clientele for the hotel.
It has been pressed that it needs to address response times and booking confirmations as such problems that have always cropped up. Hospitality CRM system will thus help to streamline communications with the guest, while feeding back mechanisms after every stay will ensure a constant source of service improvement. Employee training on customer service will ensure all their interactions with guests through integration that are well within high standards of service. Flexible working hours and cross-training are encouraged to fit into the seasonal demand curve and to even out the order of operation. This way, staff will be able to handle various needs of guests throughout the year and know when to switch gears to peak periods and not to maintenance or marketing when off-peak.
Change management is the essential tool for the smooth process. With the help of participative change management principles, the hotel should involve staff in planning and implementing such changes, thus engendering buy-in and reducing resistance. Training along with clear communication will ease transitions concerning new systems, marketing roles, and also operational duties.
A measure of success could be seen in terms of occupancy rates, guest satisfaction scores, revenue growth and employee satisfaction with targets for improvements in each of the aforementioned areas. The estimation of implementation costs at about €28,000 is going to be more than a good payback, as it will increase year-round occupancy, revenues, and overall guest satisfaction. All of this would position Guesthouse Zarasai for the scenario of sustainable growth, making it a preferred destination for both summer and winter visitors, securing a competitive advantage in the regional hospitality market.







[bookmark: _Toc181909886]1. Introduction
[bookmark: _Toc181909887]1.1 Report Overview
This consultancy report focuses on Guesthouse Zarasai, Lithuania. The Guesthouse Zarasai is a wonderful place to stay in the picturesque town of Zarasai, northeast of Lithuania, close to Latvia. This hotel is a small to medium enterprise located in the heart of Lithuania's Lake District, near Lake Zarasas, one of the country's most beautiful lakes, along with other natural attractions. This location avails to guests a peaceful sojourn accessible to quite a number of outdoor activities, such as fishing, boating, hiking, and winter sports, making it attractive to lovers of nature and those who love adventure (Skačkauskienėand Jotkaitė, 2023).
Even though it welcomes many guests, Guesthouse Zarasai has one main problem: seasonal change in occupancy. Lithuanian seasonal variation leads to a decrease in hotel occupancy during off-season, influencing revenue stability, staffing, and costs. This calls for a strategic solution to improve occupancy throughout the year and maintain consistent financial performance (Brykovaet al., 2023).This is an important issue for Guesthouse Zarasai to continue to thrive and be sustainable in the long run. Fluctuating occupancy rates pose operations challenges in terms of maintaining a stable workforce, optimal service levels, and overhead cost management. A lower occupancy level in off-season definitely prevents the hotel from sustaining profitability and makes it less competitive in the market where hotels must ensure a rich customer experience on a constant basis (Pilukienė, 2023). Guesthouse Zarasai can only sustain its competitiveness if it has a focused approach towards all of its target customer groups throughout the year and operationalizes a strategic pricing as well as marketing strategy to accommodate seasonal solicitations.
[bookmark: _Toc181909888]1.2 Brief Overview of the Consultancy Firm
This consultancy report is prepared by Oliver Wyman, being one of the world's leading consultancies on organizational solutions and an area of expertise in providing data-driven, strategic solutions designed to help organizations improve business performance (Wyman, 2020). Based on rigorous analytical frameworks, Oliver Wyman is renowned as being geared to the changing markets and increasing efficiency of an organization. It has a strong history of working with the hospitality industry, assisting companies to optimize operational strategies in order to enhance the customer engagement and sustainable growth (TAKE and AT, 2018).
[bookmark: _Toc181909889]1.3 Rationale of the Report
This report will apply several strategic frameworks in order to outline different options and make comprehensive analysis of the issue and identification of tailored solutions in addressing Guesthouse Zarasai's occupancy challenge. It will provide insight into some of the external macro-environmental factors affecting Guesthouse Zarasai, including political, economic, social, technological, environmental, and legal influences, to be able to identify the external pressures and opportunities that could influence occupancy trends. Following the PESTEL analysis, a SWOT analysis will determine the strengths, weaknesses, opportunities, and threats for this hotel (Žmegač, Čolig and Drezgić, 2024). This two-pronged approach thus provides a comprehensive understanding of both external factors to the organization and internal factors affecting occupancy rate in the hotel.
The TOWS matrix will then be used in the report to derive specific strategic options. By cross-referencing the now identified internal and external factors of the SWOT analysis, the TOWS matrix allows the creation of workable strategies that take advantage of Guesthouse Zarasai's strengths and opportunities while rectifying its weaknesses and countering the external threats (Venkatachalam, 2018). In this way, robust solutions will be provided that are aimed at achieving stabilization of occupancy within different seasons, revenue maximization, and maintaining competitive advantages (Ekaterina, 2016).This consultancy report shall provide an all-rounded, practically applicable solution to present Guesthouse Zarasai with a solution that will help in solving the seasonal occupancy issue that affects it, thereby providing the hotel with resilience in volatile times while furthering long-term growth.
[bookmark: _Toc181909890]2. Analysis
[bookmark: _Toc181909891]2.1 Key Issues and Causes of the Emerging Challenges for the Hotel
Guesthouse Zarasai is a hotel located in Lithuania, and has an issue of maintaining stable occupancy levels due to strong seasonal fluctuations. 
1. Revenue Instability and Fixed Costs
Seasonal lows in occupancy translate into volatile revenues for Guesthouse Zarasai and impact its stability regarding finances (Karamanet al., 2023). Generally, hotel rooms are highly occupied during summer holidays; however, off-season experiences an increase in vacant rooms, thereby directly increasing the revenue downfall(Ding and Keh, 2016). Thus, this revenue instability puts a strain on budgeting and efficiency in cost management. According to a report by Statista (2023), in European boutique hotels at summer touristic destinations, 30% to 40% of occupancy is derived during the winter period. These levels represent far higher than material revenue gaps.
Since Guesthouse Zarasai generates seasonal revenues, the space is not able to recover fixed costs such as property maintenance, utilities, and other essential staffing throughout the year, irrespective of occupancy levels. Besides, boutique hotels incur much higher costs to maintain luxury (Kasiriet al., 2017). As hotels are in off-seasons, rooms, restaurants, and even amenities are underutilized, causing pressure and inefficiency in terms of dollars. For these reasons, a pull strategy of guests throughout the year will go a long way to stabilize revenues and secure the bottom line (Roy, 2023).
2. Challenges in Workforce Management and Employee Retention
Seasonal fluctuation in guest volume also impacts Guesthouse Zarasai to maintain a stable workforce of quality workers since during peak season, the hotel needs to increase its personnel to meet demand and during this season, typically short-term or seasonal workers are hired and in a low season, the hotel faces lower labour demand, hence their hours are reduced, and they may even face temporary layoff (Aliet al., 2021). This lack of job security and predictability does not motivate company employees much as many individuals favour stable work schedules that are predictable. It is written in the European Commission report on hospitality labour published in 2024 that lack of job security and no opportunities for career promotion is the main cause of high turnovers in seasonal hotels (Mohammad, 2014).
High turnover rates create training costs and undermine service consistencies. Boutique properties like Guesthouse Zarasai, which need a more tailored guest experience, would be undermined by high staffing churn. In addition, transient employees may not have the experience or training to ensure superior service. This might compromise guest experiences, at least during peak seasons (Vives, Jacob and Payeras, 2018). A flexible staffing model with cross-training and off-season, reduced-hour contracts may strengthen job security but boost service quality.
3. Reputation and Guest Satisfaction Issues
Guesthouse Zarasai's reputation as a small-scalehotel is founded on the consistent service delivery. During peak seasons, however, it could experience delivery issues of services to more guests (Ghaniet al., 2022). The issues can be defined in terms of longer wait times, less personalized services, and reduced availability of amenities, which can negatively impact the guest experience. Conversely, the guest may find the hotel less lively during off-peak seasons (Adekuajoet al., 2023). This may affect satisfaction in and reduced chances of returning guests.
Guest satisfaction is paramount for a boutique hotel since most rely on mouth-to-mouth referrals (Ruand Jantan, 2023). Besides, online reviews, with most finding accommodations through boutiques at 85%, as stated in different studies, and good service would be crucial to maintain its good ratings (Silva, Silva and Martins, 2019). Systematic mechanisms, such as after-stay surveys, may also give insights to Guesthouse Zarasai regarding issues in its services, which it will act on immediately to better its guest experience. 
Additional Issues Identified by the Online Feedback Domain:
Seasonality in the Guesthouse Zarasai is high, peaking in warmer months but also dropping sharply in the winter season. There are several reasons contributing to this:
Location and Seasonal Tourist Attractions: The tourist-house appeal is mainly because of its picturesque location against the background of Lake Zarasas, which attracts tourists during summer for boating, fishing, and hiking (Dogruet al., 2023). During the colder months, outdoor activities lose their attraction, reducing tourist interest and occupation. Additionally, as of November 2023, a total of about 253,000 arrivals at accommodation establishments in Lithuania was recorded (Statista Research Department, 2024). For the entire considered period, the month with the largest number of arrivals was July 2023 which shows a good potential for the Guesthouse Zarasai to work on its service standardization and sustain through the competitive scale (Bardukova, 2023). 
[image: ]
(Source: Statista Research Department, 2024)
Lack of Year-Round Attractions: Although the village is quiet, there are hardly a few attractions that can be visited throughout the whole year to keep people occupied during the lean season (Ari, 2023). Seasonal tourism only makes hotels dependent on supply and demand patterns; the hotel site will struggle during off-peak seasons because it cannot attract a clientele out of tourism peak (McKercher, Prideaux and Thompson, 2024).
Accommodation and service issues: There are several complaints raised by the guests on the noise level, because the hotel was located along the busy street, and truck traffic would disturb the peace. Poor soundproofing in the rooms worsened it more (Urme, 2023). Old interior designs of the place, which were not properly furnished with appliances and having some parts that needed repair and maintenance, did not live up to the comfort and modernities expected by the guest. The management's inability to communicate effectively, such as the non-receipt of booking confirmations and the lack of response from management, makes the experience of the guest even worse. Its basic infrastructures such as shared bathrooms and limited heating especially during winter make it less attractive during the winter months (Singh and Hassan, 2024). There is nothing within its infrastructure or packages offered to attract a niche client base that caters to winter sporting requirements or leisure activities inside.
Marketing and Awareness: As of now, the hotel has a very low profile with reliance on localized reservations (Grossi and Mussini, 2021). Without an effective online presence and seasonal promotions, during the off-peak months, the property cannot attract the attention needed in adequate measure and thus contributes to spikes in occupancy (Candra, Mahaputra and Mahaputra, 2023).These can be solved through better infrastructure, additional winter packages, and further marketing to stabilize year-round occupancy.
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[bookmark: _Toc181909892]2.2 PESTLE Analysis
	Political 
	Lithuanian political dynamics favour the hospitality industry. Regional policies as well as local government regulations, such as tourism taxes or restrictions on outdoor activities during winter, could affect the operations of the hotel, especially in the off-season (OECD, 2022).

	Economic 
	Lithuania's economy has only recently been on the rise, but it is still fragile and dependent on any economic fluctuations. The Lithuania Hotels market is expected to reach US$266.60m in revenue by 2024. The annual growth of the revenues is projected at 3.19% from 2024 to 2029, but a decline could challenge reducing consumers' expenditure on leisure travel (statista.com, n.d).

	Social 
	After the Covid-19, people, especially from the neighbouring countries such as Latvia and Poland have started preferring Lithuania for their travel destination (Nuseir and Elrefae, 2022). However, the guest experiences and demands have been heightened in the recent past and they prefer more standardization of services. 

	Technological 
	The uptake of more digitized practices is evident in the hospitality sector in Lithuania, such as online booking and social media advertising. The Guesthouse Zarasai seems to have a poor online footprint, whereby the house would be incapable of attracting clients throughout the year. An improvement in infrastructure, coupled with better heating and noise insulation, would work to improve the guest satisfaction.

	Legal 
	The hospitality industry in Lithuania is also under stiff regulations by the EU on carbon emissions and other emissions in general, such as through the EU Emissions Trading System (ETS) (Leenders,Liefferink and Smeets, 2024). All businesses operating in this sector are expected to monitor and report their carbon footprint with the view of reducing carbon emissions in their operations.

	Environmental 
	Lithuania's attitude toward sustainability can affect hospitality. Tourism is becoming more and more 'green'. The growing popularity for the sustainable development goals is now framing the Lithuanian hospitality sector. 


[bookmark: _Toc181909893]2.3 SWOT Analysis
	Strength
	Weakness

	· This location is beautiful and is near to the picturesque lake Zarasas. Summer activity boating and fishing attracts the tourists to enjoy it, in peak tourist season (VisitZarasai, 2020).
· This accommodation has competitive rate with the others in the surroundings and has been attracting some budget-conscious tourists.
· The visitors appreciate the place as clean simple rooms and nice, maintained kitchen facilities shared.
	· It is a case of huge seasonal dips in occupancy when the cold weather sets in and one has to stay indoors, during which time the outdoor tourist-related activities are very minimal with very minimal tourists present (Górska-Warsewicz and Kulykovets, 2020).
· Guest House is rather poorly equipped with infrastructure. Amenities such as shared bathroom facilities, bad sound proofing, and poor heating systems may deter guests to visit during cold seasons.
· The hotel has low marketing relevance or prominence, and off-season does not make much aggressive promotion to attract visitors. This hotel mostly depends upon local and mouth-only bookings.
· Some guests have lamented that the administration lacks a proper response system, which gets them aggrieved.

	Opportunity
	Threat

	· Offer winter-related packages or indoor activities to bring guests to the property during off-season and stabilize occupancy year-round(Pai et al., 2024).
· Increase the use of digital marketing and seasonal promotion fort better exposure of the property to attract guests.
· Increased demand for sustainable travels can be used as an opportunity to also adopt and demonstrate eco-friendly practices on the premises of the hotel and showcase those eco-conscience travellers.
	· Hotels located nearby, offering modern comforts and better all-round facilities, will attract the potential guest.
· There may also be economic constraints, like disposable income reduction - wherein reduced disposable income may translate to a reduced travel budget during the off-season.



[bookmark: _Toc181909894]2.4 TOWS Analysis
	TOWS
	Opportunity 
	Threat 

	Strength 
	(SO Strategy): Packages targeting eco-tourists can be created based on the location: a pretty venue near Lake Zarasas and the price is quite attractive. Digital marketing should be maximized to increase visibility.
	(ST Strategy): Utilize the allure of the hotel’s location and affordability to standout in a sea of competitors. Promote eco-friendly initiatives to bring budget-conscious, environmentally conscious guests for peak seasons.

	Weakness 
	(WO Strategy): Outdated infrastructure requires renovation, such as investment in heating and soundproofing improvement. What's important is that off-season marketing efforts will need to be effective enough to create awareness throughout the year.
	(SW Strategy): Enhance communication with guests and operations so that there is no dissatisfaction. Upgradation of infrastructure as an off-season measure to remain competitive and prevent further decline in winter bookings.



[bookmark: _Toc181909895]3. Recommendations and Change Management
[bookmark: _Toc181909896]3.1 Recommendations to Solve Problems at Guesthouse Zarasai
In the following recommendations, a solution to the identified problems in Guesthouse Zarasai in its current operational and structural issues will be derived. These include seasonal fluctuation of occupancy rates, poor infrastructure, ineffective communication, and lack of marketing initiatives. If implemented properly, these recommendations shall stabilize the occupancy levels and improve guest satisfaction in the Guesthouse.
I. Infrastructure Improvements and Renovation
One of the major problems Guesthouse Zarasai suffers from is that of outdated infrastructure. The noisy rooms, poor acoustic insulation, and poor heating in winter have been major complaints(Wei, 2024). Again, during winter, old furnishings and the shared bathrooms are not really appealing to guests, who look up for a warm stay.
Recommendation:Upgrading rooms and facilities at the hotel is further undertaken by renovating rooms with superior insulation for noise, nice and comfortable bedding, and modernized bathrooms (Sattoro‘g‘li, 2024). Installation of individual heating systems in the rooms and improving the shared bathroom facilities will make it an attractive one throughout the year.
Cost Factors: The hotel is not too big and heavily relies on seasonal tourism; thus, renovation should not be very expensive. The total renovation cost of the room section could be around €20,000. 
[bookmark: _Hlk181876923]Implementation strategy: It can be phased in starting with the guest rooms most used. It can hire a local experienced hospitality upgrade contractor to do the renovations during its off-peak periods (Turner and Hesford, 2019). The changes should be done during the off-season, minimizing the disruption of guests.
Change Management Strategy: The staff would have to be brought along for this recommendation, and there would have to be a widely communicated timeline of the work and the benefit the staff will reap with these changes (El-Sayed and Abed, 2023). Staff will need to be included in the decision-making of which style or elements of the decor, thus obtaining buy-in. This means participation can decrease the resistant-to-change and ownership in the change process.
II. Marketing and Branding Service to Enhance
The hotel does not have marketing at all times throughout the calendar, causing it to appear invisible in low seasons. Although it attracts people to visit during summer seasons, there is very minimal development in the winter season (Khan, Hakeemand Naumov, 2018). The house should therefore have a good marketing mix that showcases the products during all seasons.
Recommendation: To undertake seasonal marketing campaigns for summer and winter (Jiang and Wen, 2020). The following would be suited for presentation in the hotel as eco-friendly during summer and tailormade packages, which can fit the winter season of coziness and could be indoor specific, such as spa treatment or cultural tours around the local area in the cold months.
Cost Factors: Invest in the development of an online appearance- user-friendly website and management of social media account presence (Foroudi, 2019). Assume investment of €3,000 annually for advertising, promotion, and creating digital content.
Implementation strategy: Partnering with local enterprises could be lucrative, such as tour operators, restaurants, or attractions for packages during off season to increase occupation and broadening guest experiences (El-Said, 2020).
Change Management Strategy: There would be a need for training in digital tools and strategies among marketing staff and management. Training may be stepped up, starting with social media marketing, then gradually advancing to more complex website management and SEO (Aliet al., 2021). Staff must be led in understanding the benefits of having customers throughout the year and incentives for successful campaigns can be used in motivating the team.
III. Improving Communication with Guests and Customer Service
One of the key issues with Guesthouse Zarasai is poor communication with the administration, primarily with confirmations of the booking and questions from guests (Mmutleand Shonhe, 2017). This is an essential focus area to improve guest satisfaction and efficiency in operations.
Recommendation:
a) Customer Relationship Management System: A CRM system should be adopted for facilitating centralization of guest information, management of bookings, and streamlining communication (Bharwani and Jauhari, 2017). A CRM system can enable staff to easily respond to questions from guests and track preferences, which ultimately enables more personalized experiences, hence increasing guest satisfaction while being operationally efficient.
b) Guest Feedback System Design: It is a systematic feedback system that will collect guest input after staying. This can be electronic surveys that contain various ratings of the guest's experience on aspects such as communication, facilities, or services (Poudeland Thapa, 2019). Through systematic collection and analysis of this feedback, the hotel will be able to handle any problems quickly and respond accordingly.
c) Customer Service Training: Train all staff members on communication skills, best practices in customer service, and conflict resolution. This would improve guest interactions, as the guest's needs would be promptly and professionally met.
Change Management Strategy:
To make the implementation of these recommendations smooth, staff must be trained on the CRM system. A step-by-step guide should be provided and a "champion" for the system can be appointed to help colleagues (Mmutle and Shonhe, 2017). Furthermore, the feedback system must be explained in detail so that staff understand its importance and how it will improve the quality of service. Staff must be motivated and rewarded to seek guest feedback so that operations can be continuously improved.
IV. Staff Working Hours and Organizational Changes
To ensure the effective implementation of high guest services, effective marketing, and seasonal offerings, Guesthouse Zarasai is likely to experience changes in the staff working hours and duties (Teng, 2019). Thehotel will be able to operate smoothly in peak seasons and continue to maintain its operations when it goes off-season. 
Recommendation:
a) Flexible working hours: It should be in place during peak seasons, mainly because more guests come to the hotel at that time. The firm will require a more formal shift pattern in the off-season so that you can carry out renovation work, marketing campaigns, and other maintenance activities (Rahimiet al., 2017). In this way, the hotel will be operationally efficient during all seasons, capturing the varying demand of your guests.
b) Cross-Training Staff: The staff must be trained to do various things, for example, reception, housekeeping, and customer service (Hatet al., 2024). This flexibility will allow the worker to adapt during busy periods. Business will continue as usual, if some few workers are unavailable. Cross-training improves teamwork and resource allocation.
Change Management Strategy:
There should be a clear communication plan to facilitate successful organizational changes. The staff needs to be informed beforehand about the changes in working hours and what is expected of them in the new role (Guzzoet al., 2021). They can be brought together sometimes to discuss problems and ensure support throughout the transition process. Change will also afford employees some time to get accustomed to them. For motivating the staff, rewards or bonuses should be given for accepting flexible hours and for cross training (Shamimet al., 2017). This would engage collaborative workers and reduce complications during transition.
Flexible working time and cross-training allows Guesthouse Zarasai to increase the operation's efficiency, manage resources, and have a flexible-friendly work environment.
[bookmark: _Toc181909897]3.2 Detailed Cost Breakdown
The improvement strategies suggested for Guesthouse Zarasai operations and overcoming the seasonal fluctuations that it faces will require initial investment in several main areas. Here are the anticipated costs in detail:
Improvements and infrastructures (€20,000): Upgrade the hotel infrastructure to increase the quality of the experience for the guest and increase off-season visitors. It includes an upgrade on the heating systems for better winter comfort and better soundproofing for rooms as well as a common area upgrade (Rahimiet al., 2017). The renovation will address the issues guests have been complaining about in relation to undesirable room conditions, noisy environments, and lack of amenities in the colder months. It is intended to elevate the occupancy rate during off-peak seasons in addition to realizing a general enhancement of guest satisfaction.
Marketing and Branding (€3,000): The most significant portion of the budget goes to marketing and branding. This includes digital advertising, social media campaigns, and new branding that would increase visibility and attractiveness to more people (Shamimet al., 2017). Seasonal campaigns and targeted advertising during the off-season will establish an awareness level and ensure there are prospects who know they will have a destination to go to during such seasons. Enhanced marketing will ensure that the visitors, all the year round, especially in winter, arrive.
Staff training and cross-training(€5,000): €5,000 will be invested for providing training to enhance the skills of staff in the proper implementation of the new systems. The same investment will go towards customer service training, communication skills, and cross-training in other areas like reception and housekeeping (Shamimet al., 2017). Then changes can be easily adapted according to increased flexibility in operational activities when there are high demands during the peak seasons or off-season.
Total Estimated Costs: €28,000
[bookmark: _Toc181909898]3.3 Measurement and Evaluation of Success
Guesthouse Zarasai will measure the success by the range of defined key performance indicators, which embrace the two, the main target such as operational improvements and improvements in terms of financial so that hotel can evaluate recommended strategies on their efficacy (Phuong and Tran, 2020). These metrics shall measure changes implemented success and provide insight for further improvement.
Occupancy Rate: Keep an eye on both peak and off-peak season occupancy. For example, if there is a 10-15% hike in occupancy during the winter, it would indicate that off-season packages and indoor offerings were successful in attracting customers to the hotel (Michopoulou and Moisa, 2019). Monitoring peak-season occupancy will also reveal if marketing has opened up more opportunities for the hotel.
Guest Satisfaction Scores: Repeat surveys conducted in specific areas - communication facilities, and guest experience would measure guest satisfaction. Higher ratings on those measures would indicate the success of those communication initiatives, customer service training, and new offerings (Yang, Mao and Tang, 2018). Achieve 10% to 20% increase in guest satisfaction scores over six months.
Revenue Growth: Overall revenue growth would be a marker of success in this regard; ideally, it would show an increase in income in off-seasons (Hayeset al., 2021). A 5-10% growth from year to year in revenue, and especially in reservation and booking in the off-peak season, would signify successful implementation of seasonal packages and more robust marketing and diversified offerings. For it to grow at least by 5% in non-peak months after the first year.
Employee Satisfaction: Employee satisfaction should be measured by periodical surveys and feedback sessions. This will help establish whether the staff is adapting properly to new roles, flexible working hours, and training programs introduced (Phuong and Tran, 2020). High employee satisfaction, measured through positive results of the survey, would reveal that the workforce is highly motivated and fully engaged in the changes. Ideally, employee satisfaction should rise 15-20%.
[bookmark: _Toc181909899]3.4 Potential Benefits To Be Experienced By The Hotel, As Result Of Implementing The Recommended Strategies
Several proposed benefits will be realized with the Guesthouse Zarasai proposal: 
Year-round occupation will be increased: Different seasonal packages of indoor facilities plus targeted marketing campaigns bring more visitors in the off-season, reducing occupation level fluctuations and stabilizing revenues for the entire year (Baquero, 2023).
Greater Guest Satisfaction: High-quality infrastructures, such as room upgrade and heating, will ensure greater comfort for the guests during the winter months. Efficient communication and customer service will guarantee greater guest satisfaction and great reviews for a repeat business and referrals.
Revenue Growth: The hotel will realize significant growth in overall revenue because guests flow in all year round, especially during the off-season (Al-Ahmir, 2023). Bundled packages and promotions will generate additional income streams.
Staff Morale and Efficiency: Cross-training and open communication will result in an adaptable and motivated workforce that can serve better and run the show more smoothly, especially when things get hectic during peak seasons (Alvarez-Ferreret al., 2018).
Brand recognition and competitive advantage: A stronger web site presence, coupled with robust seasonal marketing, will build the reputation of the hotel to attract a bigger audience and establish it as a competitive player in the regional hospitality market.
[bookmark: _Toc181909900]4. Action Plan
	Problem
	Solution
	Desired Outcome
	Time and completion date
	Budget

	Poor room interior infrastructure 
	Improvement of the existing rooms, noise-proofing solution and better heating, bathroom facility improvement; interior design improvement in general.
	Guest comfort will be increased and this will lead to better ratings, especially during the winter periods, by a reduction in negative feedbacks related to room conditions.
	3 months, start date December 2024, end date February 2025
	€20,000 (for renovation, new furniture, and heating system)

	Branding and Marketing 
	Launch an online marketing campaign for year-round visitors, search engine visibility for local website, and seasonal offers. You may have arrangements with other local businesses to specifically create packages for tourists
	With this strategy comes specific results: increased brand awareness of the hotel among the people living in the locality; higher occupancy during off-season; improved site traffic. The hotel will emerge more visible and have a better reputation in the local hospitality market.
	4 months 
December 2024 to March 2025
	€3,000

		Improving Communication with Guests and Customer Service



	



	A CRM system for smooth communication, in-house regular training for the staff about customer service, efficient feedbacking.
	An improved guest experience, fast response time, higher guest satisfaction and positive reviews.
	Around 5 months 
From Jan 2025-May 2025
	€5000



The action plan points out three main areas for improvement: the infrastructure of the rooms, branding and marketing, and customer service. Room refurbishments and improvements to noise-proofing, heating, and bathrooms: €20,000. This would be completed by the end of February 2025. Branding/Marketing €3,000.  It will launch branding and marketing campaign to increase off-season bookings. Raise brand awareness and optimize online presence. Completed in March 2025. Introduction to CRM system and train staff: €5,000 The guest communication will be optimized, and the service quality will improve, thus ensuring excellent comments and scores from guests. This effort will be completed by May 2025. The initiatives include strategies for enhancing guest experience and achieving increased year-round occupancy to further solidify the hotel's position in the competitive local market.
[bookmark: _Toc181909901]5. Conclusion
Major problems facing Guesthouse Zarasai relate to seasonal cyclical fluctuations in occupancy and outdated infrastructure, along with improper marketing. These combine to negatively impact the overall performance of the hotel. However, by thoroughly analysing both its internal and external factors, using SWOT and TOWS analysis, a big set of suggestions and action plans has been proposed for the rectification of these issues.
Issues identified include poor room conditions, an unfavourable winter season for guests, lack of tourist attractions all throughout the year, and marketing strategies cannot yield positive results to improve the occupancy for the whole year. Guestrooms will be upgraded with better heating, soundproofing, and renovated bathrooms to achieve a higher rating from guests, especially during winter, but most of the negative feedbacks are expected to be minimized and maximize the positive ratings, thereby raising the reputation of the hotel in maintaining higher levels of occupancy all throughout the year.
A strong marketing strategy is another recommendation. Establishing an online campaign targeting can provide visibility in the search engines and thus increase brand presence and popularity among visitors, especially in off-seasons. Improved cooperation with other local entrepreneurs to build tourist packages will increase the hotel’s outreach while promoting mutual collaboration among local entrepreneurs, hence higher occupancy in traditionally slower months.
Further, the installation of a Customer Relationship Management system, together with providing more training to the employees concerning customer service, would greatly promote communication with guests. These will eventually reduce response time on guest dissatisfaction issues, increase effective service delivery with minimal errors and deliver services constantly of high quality. Positive experiences among guests raise higher satisfaction levels, producing more positive reviews for the hotel as a whole.
An approach of this nature will eventually yield fruits in terms of guest experience, brand visibility, and a higher occupancy rate throughout the year. Guesthouse Zarasai can consider differentiated offerings toward specificity in needs between the winter and summer visitors and cease relying on high season as much. In doing so, a more sustainable business model is structured and thus becomes stable enough to ensure stability even during off-peak months.
The successful implementation of these strategies will still require careful execution and ongoing monitoring. Direct time and budget frameworks for each of the proposed solutions are contained in the implementation plan and will have periodic assessments as to the impact of each intervention. Feedback from guests and staff will be highly required in estimating well the interventions, with performance metrics such as occupancy rates, guest satisfaction scores, and online presence measuring how effective changes are.
Considering the size of the hotel and its growth potential, these prices are very reasonable in implementing these strategies. In alignment with positive improvements to be expected, the budgets will certainly return positively once they move into higher occupancy rates, improved guest reviews, and strong brand recognition. Lastly, proper management of this change through applied change management practices will ensure that this transition is seamless, as there will be buy-in among the staff members and guests, respectively.
Conclusion Overall, if these recommendations are adopted by Guesthouse Zarasai, it will overcome the problems it is currently facing and reaffirm its competitive advantage in the market. Completing infrastructure projects, targeted marketing efforts, and guest service improvement will take the hotel to a new level of success and place it on the list of a destination attracting tourists all year round, both locally and internationally.
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