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Executive summary 
The Seacrest Lodge, with the profits it used to enjoy in the past, has started losing its revenue, occupancy rates, and customer satisfaction. This report presents a financially viable turnaround plan to re-orde the lodge's financial health and rebuild its reputation. Research gives strategic insights into the main obstacles, e.g., expenditure overruns, social adjustment, and market changes. Proposed initiatives include an upgrade, marketing campaigns, and quality service enhancement. The operations will benefit from effective leadership and risk management, ensuring profitability, excellent guest experience, and long-term sustainability. The lodge will remain prudent in adopting the changes, listening, and responding to the guests' needs while retaining its lead position in the industry.
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Introduction 
Seacrest Lodge, located amidst the breathtaking scenic coastline, is a gem destination where guests come to unwind and enjoy the great luxury. On the other hand, the once-prosperous resort is now challenging as it faces many problems. Decreasing revenues, occupancies, and client satisfaction gave rise to issues of its future capability to exist. Realizing that the time for action is now, the boss has involved the consultants' help in determining the feasibility of a turnaround strategy to save the business. It emphasizes that turning-around strategies for troubled companies are critical. Businesses such as The Seacrest Lodge can eliminate obstacles, revamp their operations, and become the best in the market using selective interventions and specific strategies (Abd Rahim et al., 2020). In this report, we take a closer look at the exact specifications of what the Seacrest Lodge is going through; we analyze its challenges and develop a turnaround strategy to make the lodge resilient, thus profitable, and sustainable.
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	Company
	Revenue (GBP)

	The Seacrest Lodge
	£1,200,000

	Seaside Oasis Resort
	£1,500,000

	Coastal Haven Retreat
	£1,800,000

	Oceanview Paradise Hotel
	£1,400,000

	Total Market Revenue
	£6,900,000


To calculate the market share percentage, we sum the revenue of The Seacrest Lodge and its competitors:
Total Market Revenue = £1,200,000 + £1,500,000 + £1,800,000 + £1,400,000 = £6,900,000
Market Share Percentage for The Seacrest Lodge = (Revenue of The Seacrest Lodge / Total Market Revenue) * 100
Market Share Percentage for The Seacrest Lodge = (£1,200,000 / £6,900,000) * 100 ≈ 17.39%
Market Share Percentage for Seaside Oasis Resort = (£1,500,000 / £6,900,000) * 100 ≈ 21.74%
Market Share Percentage for Coastal Haven Retreat = (£1,800,000 / £6,900,000) * 100 ≈ 26.09%
Market Share Percentage for Oceanview Paradise Hotel = (£1,400,000 / £6,900,000) * 100 ≈ 20.29%
Increasingly, customer behaviors in the hospitality industry show signs of change resulting from technological development, demographic changes, and changing consumer behaviors. The primary preferences of guests today are convenience, customized experiences, and commitment to environmental sustainability (Ahmad, Mobarek and Roni, 2021). To some extent, online travel agencies and review platforms facilitate a vast amount of information for guests; consequently, the guests are highly dependent on the opinions of other guests or peers.
Not only that, but the COVID-19 pandemic also modified consumer behavior by putting more meaning into health, hygiene, and contactless services. Those businesses that take up digital solutions, extend a high degree of cleanliness, and offer flexible booking will gain an edge over others in the fierce market competition. We can obtain views of customer feedback through sentiment analysis techniques because they play a crucial role in perception and experience understanding. We can pinpoint common patterns, strengths, and weaknesses through the reviews analyzed from multiple sources, such as online platforms and guest feedback. Such analysis allows the tourism above business to be customized to guests' needs and ensure their satisfaction, loyalty, and promotion (Citra et al., 2020).
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	Financial Ratio
	2021
	2022
	2023

	Gross Profit Margin
	(£300,000 / £1,200,000) * 100 ≈ 25%
	(£150,000 / £1,100,000) * 100 ≈ 13.64%
	(-£150,000 / £950,000) * 100 ≈ -15.79%

	Net Profit Margin
	(£300,000 / £1,200,000) * 100 ≈ 25%
	(£150,000 / £1,100,000) * 100 ≈ 13.64%
	(-£150,000 / £950,000) * 100 ≈ -15.79%

	Return on Assets (ROA)
	(£300,000 / £2,150,000) * 100 ≈ 13.95%
	(£150,000 / £2,120,000) * 100 ≈ 7.08%
	(-£150,000 / £1,850,000) * 100 ≈ -8.11%

	Return on Equity (ROE)
	(£300,000 / £620,000) * 100 ≈ 48.39%
	(£150,000 / £580,000) * 100 ≈ 25.86%
	(-£150,000 / £300,000) * 100 ≈ -50.00%


For the past three years, we have experienced a decline in both revenue and net income, which has brought 2023 Negative profit margins. The decrease in the gross profit margin has been steep, from 25% in the first half of 2021 to -15.79% in the first six months of 2023, showing a dramatic drop in profit levels. In the same fashion, the net profit margin also decreased following its downward trajectory, indicating the hotel's deteriorating financial position. The ROA (Return on assets) has decreased over the three-year period as well, implying that the lodge has become less profitable regarding its assets (Ginting, 2021). This means that the lodge may not be making profits by realizing the actual value of its assets.
ROE decreased by 98.4% in 2023 and 94.6% in 2022. This implies that the lodge's return on equity (ROE) has declined significantly; hence, the profitability of the lodge relative to its equity is deteriorating severely, raising concerns about its long-term sustainability. The worsening report on the financial performance of The Seacrest Lodge indicates, troublingly, the state of the whole entity and its viability. A negative profit margin and declining returns for assets and equity indicate operational problems like decreased revenues, increased expenses, or asset utilization effectiveness. This may prevent the lodge from carrying out the necessary upgrades, maintaining competitive prices, and meeting financial obligations such as debt (Herman, Zsido and Fenyves, 2022). Resolving these matters is very crucial for the lodge's financial stability and the chance of its success among many other hotels.
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	Expense Category
	2021 Expenses
	2022 Expenses
	2023 Expenses
	Variance Analysis

	Operating Expenses
	£900,000
	£950,000
	£1,100,000
	Variance = Actual Expenses Budgeted Expenses


In 2021, actual operating expenses aligned with the budget of £900,000. However, in subsequent years, operating expenses increased to £950,000 in 2022 and £1,100,000 in 2023, indicating cost overruns and potential inefficiencies. Further analysis is required to identify specific cost drivers contributing to the variance (Huang, Sim and Zhao, 2020).
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	Year
	Occupancy Rate
	Revenue
	Relationship

	2021
	65%
	£1,200,000
	As the occupancy rate increases, revenue tends to increase.

	2022
	60%
	£1,100,000
	Despite a slight decrease in occupancy rate, revenue remained relatively stable.

	2023
	50%
	£950,000
	A significant decline in revenue coincides with a decrease in occupancy rate.


The analysis reveals a strong correlation between declining occupancy rates and revenue decline. As occupancy rates decrease, the hotel's ability to generate revenue from room bookings diminishes, impacting overall financial performance.
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Outdated amenities and declining service quality can harm customer satisfaction, leading to reduced repeat business and negative word-of-mouth (Jha and Rangarajan, 2020). Guests expect modern amenities and exceptional service; meeting these expectations can result in better reviews and increased demand. Investing in upgrades and training programs to improve amenities and service quality is essential to enhance customer satisfaction, increase occupancy rates, and drive revenue growth. The Seacrest Lodge must prioritize addressing these issues to regain competitiveness in the market and improve profitability (Kabir and Chowdhury, 2022).
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	Proposed Strategy
	Investment Cost
	Expected ROI
	Breakeven Point

	Renovation and Upgrades
	£500,000
	£800,000
	62.5% occupancy increase

	Marketing Campaign
	£100,000
	£300,000
	33.3% increase in bookings

	Service Quality Enhancement
	£50,000
	£150,000
	20% increase in customer satisfaction


Conducting a cost-benefit analysis helps us assess the feasibility of the strategies in question and identify their expected ROI and breakeven levels. The renovation and upgrade program demands a huge start-up investment of £500,000. Still, it will eventually lead to an ROI of £800,000, which will come from the more guests that lodging facilities will attract with the improved amenities. We break even with margin rates of 62.5%(Levytska et al., 2020). Likewise, a marketing campaign which costs £100,000 is predicted to make an extra income of £300,000 through an increase in the booking number. The breakeven point of this strategy is achieved if bookings rise by 33.3%. Through the £50,000 investment, projected to enhance service quality, we anticipate an ROI of £150,000 due to increased customer satisfaction. This pricing strategy breaks breakeven even when a 20% acceptance rate is achieved.
Theoretical frameworks such as McKinsey's 7S model and Kotter's change management model are excellent sources of support in implementing turnaround strategies. McKinsey's 7S model emphasizes seven key elements that must be aligned for organizational success: joint strategy, structure, systems, shared values, skills, style, and staff (Liu et al., 2022). The Seacrest Lodge may evaluate the unity between these factors and holistically implement its turnaround strategies. Kotter's 8-step plan outlines a sequential approach to organizational change, beginning with creating a sense of urgency and ending with the improvements as cultural norms in the company. Such a framework may guide The Seacrest Lodge in using its recovery approaches and creating an operational context that encourages positive changes. This is where organizational theory comes in. Theoretical frameworks can help The Seacrest Lodge tackle the intricacies of organizational change and optimize the effectiveness of turnaround endeavors (M Allo, 2021).
Strategic options need to be assessed in light of their alleged misfit with the lodge's key strengths, weaknesses, opportunities, and threats (SWOT analysis). Renovation and upgrades utilize the lodge's legacies of a beautiful setting and opportunities for premium services and simultaneously address weaknesses, such as old-fashioned amenities. The marketing campaign exploits possibilities to impress new guests and enhance the company's market dominance. Service quality improvement prevents damage caused by negative customer feedback and declining customer satisfaction (Ma et al., 2021). Through SWOT analysis, the Seacrest Lodge can better align their strategies to ensure that they are competing on their strengths and areas of strength, minimizing weaknesses and exploiting opportunities, neutralizing threats, and thereby providing a successful turnaround.
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	Year
	Occupancy Rate
	Average Room Rate (GBP)
	Forecasted Revenue (GBP)

	2024
	55%
	£230
	£1,127,500

	2025
	60%
	£240
	£1,296,000

	2026
	65%
	£250
	£1,422,500


The forecasted revenue growth estimates the positive changes in occupancy rates and ADR. The occupancy rate is expected to rise from 55% in 2024 to 65% in 2026 and then move to a predicted average room rate (Oktalina, 2020). Sensitivity analysis enables us to understand the changes in financial projections due to altering economic conditions. Through the management of critical variables, including average occupancy rates, average room rates, and operating costs, we may discover essential risks and opportunities. If occupancy rates drop because of the economic downturn, the revenue projections may have to be revised downward. Just as well, in the case of the economy worsening and the decline of demand for luxury rooms, revenue projections can fall short of the target (Prabowo and Korsakul, 2020). Uncertainties and risks are mitigated by using real-life scenarios and forecasting the financials. By considering several possible outcomes and their occurrence probability, businesses can make decisions with a base and design contingent plans. This includes determining significant sources of revenues and expenses, evaluating their variability, and developing the proper approaches for their management. Scenario planning is a valuable tool that gives businesses a chance to predict issues, grasp opportunities, and adjust to the volatile market environment, which, in turn, improves the accuracy and reliability of financial data (Purba and Bimantara, 2020).
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Clearly outlining the timeline implementation of the created strategies is necessary to operate the turnaround plan successfully. Each tactic, for example, refurbishments and upgrades, marketing campaigns, and service quality improvements, shall have a set up of timeframes with precise benchmarks and deadlines. Interdependencies among different initiatives should be considered and addressed, while budget and personnel constraints should be considered to set practical and attainable timelines (Setiawan and Rosa, 2023). Monitoring and re-adjustment become crucial during the execution process to guide resolutions of deviations or unforeseen challenges early.
One of the vital elements for the success of the turnaround plan is change management and leadership. Good leadership gives vision, control, and motivation that can be used to advise the team on the journey of the transformation process. Leaders must explain the need for change, create trust, and work on collaboration and a high ownership culture. Change management strategies like stakeholder engagement, communication strategies, and training programs effectively address the problems associated with change (Rista Sihombing, Maffett and Rico Nur Ilham, 2022). This helps with a more straightforward and smooth transition. Analyzed leaders can successfully implement the turnaround plan by developing a flexible and conducive organizational culture, which can help overcome challenges, lead with obstacles, and navigate towards strategic goals.
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	Potential Risks
	Likelihood
	Impact
	Mitigation Strategies
	Contingency Plans

	Cost overruns
	High
	High
	Implement strict budget controls. Regularly monitor expenses and compare them against budgeted amounts. Identify cost-saving opportunities(Shabbir and Wisdom, 2020)
	Allocate emergency funds or seek additional financing to cover unexpected expenses.

	Resistance to change
	Medium
	High
	Communicate the benefits of change clearly and transparently. Provide training and support to employees. Involve employees in the decision-making process (ÜNVAN, 2020).
	Offer incentives or rewards for embracing change

	Market fluctuations
	High
	High
	Diversify revenue streams to reduce dependency on volatile markets. Conduct regular market analysis to anticipate trends and adjust strategies accordingly.
	Develop flexible pricing strategies and promotional offers to adapt to changing market conditions (Xue et al., 2020).
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Finally, the turnaround strategy being portrayed for The Seacrest Lodge is anchored on a thorough review of the resort's financial performance, market dynamics, and operational issues. Looking to critical issues, including falling profitability, aging services, and customer dissatisfaction, will allow the hosts a degree of positioning in the competitive hospitality domain for greater sustainable growth and success. The action plan backed by effective leadership, change management, and risk mitigation strategies gives an implementation direction to execute the proposed initiatives successfully. The business is underpinned by innovation, customer-centricity, and adaptability; hence, it is better placed to revive and recover and again be declared the best vacation destination.
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