


















 

[bookmark: _Toc74915431]Executive Summary

Introduction

RSD Consultancy has prepared the consultant's report on the operations of Sandals Montego Bay's Red Lane Spa in compliance with the Sandals Resort International (SRI) group. A thorough analysis was conducted focusing specifically on the spa, identifying issues affecting the daily operations and development. The analysis has outlined the potential to develop more sustainable practices. This will enable the spa to adopt a more suitable wellbeing concept, potentially generating higher revenue from sales, adding to the overall revenue of SRI. In its findings, the report has noted possible solutions and recommended avenues to consider in boosting the department's overall performance.

Current Issues

RSD Consultancy aims to guide the organisation to implement effective strategic plans to improve the spa’s overall performance. Several areas for improvement have been identified at the Red Lane Spa, using organisational behaviour theories and performance management theories. Also, a PESTLE analysis was used to evaluate micro and macro factors affecting the department, along with a SWOT analysis, observations, and staff discussions.  The use of both primary and secondary data has allowed principal issues and themes to emerge. Below are the current issues identified, which involve:

(a)  Recruitment and selection, and the overall performance management.
(b)  The lack of current wellness trends capitalising on the growing wellness market.
(c)  The ineffectiveness to generate additional revenue for the spa.

Findings

The report was prepared using a high level of expertise from consultants within hospitality and business management, employed in the consultancy firm. The collating and analysis of data enabled problems to be recognised that affect the spa's daily operations. These areas will need to be addressed to ensure the efficient operations of the department. Issues identified within the analysis have allowed a plan of action to be developed for use to enable the successful growth of the spa. 

Firstly, the findings revealed that the selection and recruiting process of employees needs to pool more knowledgeable and competent individuals to enhance the region's culture. The department lacks effective performance management (PM), as it has been identified that there is a deficiency in employee feedback.  The effective PM ensures that employees are being set; specific, measurable, achievable, realistic, and timely (SMART) targets and monitored, with periodic reviews, and appropriate rewards. Additionally, employees lack knowledge of current industry standards due to the lack of continuous professional development (CPD).
Secondly, the findings have revealed that the spa is heavily reliant on internal guests staying at the all-inclusive resort. Marketing to attract clients from outside is not included within the spa operations, which would allow market segmentation to achieve a broader business market.

Lastly, management’s neglect to capitalise on the growing wellness trend has resulted in some in-house guests visiting spas outside the resort. They travel to seek more wellness-related services from other local spas. This practice has resulted in lost revenue that could be gained from implementing an acute awareness of sustainable wellness principles within the services offered.

Analysis

Spas are an integral part of the growing wellness trend, which is presently a  £455 billion industry (Araujo et al., 2021). This department lacks numerous services to boost emotional wellness, which is crucial to the guests’ overall desire. With poor mental rising sharply between 2019 (20.7%) and 2020 (29.5%), wellbeing treatments could reduce the numbers. Poor mental health issues are expected to increase significantly with the spate of lockdowns since the report (GOV. UK, 2021). 

With the rise in demand for spas, the overall revenue for hotels has seen an increase globally. However, with the increased awareness of sustainability, individuals seek more green ways to work in harmony with nature, which the spa is failing to provide. Leadership has a vital role in training and mentoring employees on industry guidelines and trends. With the newly appointed role of the chairman Mr Adam Stewart, the focus is on expanding the brand with the recent opening of three new resorts. However, it is crucial to ensure effective management practices are sustained, encouraging growth in the spa already in operation. 

With the hotel awarded the Best Travel Luxury Awards, the spa has failed to capitalise on the brand by incorporating a wellness concept and utilising its purchasing power on inventories. The latter has resulted in lost opportunities due to poor management skills and a revenue manager, leading to a reduction in revenue. The loss could result in employees’ morale diminishing, leading to high employee turnover if the pattern continues.  

Recommendations

The spa is located in a region that attracts tourists daily, a positive covering one out of the four 'Ps' in marketing. The recommendation would be to incorporate the culture of the region within the spa menu. A market segmentation approach should be adopted, which has been proven to enhance guests’ overall experience. Strategic management tools need to be implemented for effective performance management, boosting productivity and employees’ morale. Additionally, the spa should employ a revenue manager knowledgeable of the spa sector.


Conclusion

Leadership is vital in any organisation and should be maintained in sustaining a competitive advantage. Implementing a wellness concept, culture, and a competent revenue manager would enable the spa to capitalise on its brand. In return, this process will increase revenue and prevent a high employee turnover.
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Introduction

The customer service experienced by hotel guests has a significant bearing on their perception of the quality of the organisation. Effective performance management can be indicated by 58% of staff staying with the organisations beyond three years of service (Aking, 2015). This report aims to provide RSD consultancy techniques to the Sandals Resort International (SRI) hotel group signature Red Lane Spa. 

RSD Management and Consultancy Ltd is a United Kingdom (UK) based firm operating internationally. The firm was formed in 2010 and has quickly established a reputation for guiding major international organisations in strategic planning and performance improvement, through the purveying of executive coaching and consultancy services. Based on the experience and proven record of the firm, SRI can expect to receive a valued and exceptional service.

The report will directly address issues concerning the Red Lane Spa in the Sandals Montego Bay property in Jamaica. Sandals is recognised as an international hotel brand with all-inclusive properties situated across the Caribbean (Sandals, 2020). Sandals is renowned for weddings and honeymoons, extending their branding by adding family-themed resorts to include water parks and different spas (Kingsbury, 2011; Hollebeek, 2019). With the Red Lane Spa an integral part of the Sandals' brand, RSD Consultancy firm has proposed to compile a report to address issues identified within the operations of the spa that could be modified and rectified. 

The consultancy firm will expect to execute in-depth research and analysis into the daily operation of the spa department, using observations, discussions, and harnessing the use of SWOT and PESTLE analysis. The employment of this strategy allows for the internal and external (micro and macro) elements to be thoroughly analysed within the spa department. Upon the collation and analysis of data, common pitfalls that can negatively impact businesses seriously will be identified, with problem areas affecting the optimum performance of the spa. The report will also outline recommendations for improving the operation of the Sandals’ Red Lane Spa.

[bookmark: _Toc74915434]Scope and Analysis 
Sandals Montego Bay 

Sandals operates within the hospitality industry's private sector, with their head office located in Jamaica (Gibbons, 2020). Jamaican entrepreneur Gordon Butch Stewart purchased and opened the first hotel, Sandals Montego Bay, in 1981 (Burton et al., 2020). This hotel is now the flagship of the Sandals brand. The purchase was made five years after John Issa, Sandals' major competitor, launched the Negril Beach Village Hotel in 1976 (Eversley, 2003). With the growth of these two major all-inclusive hotels, foreign hospitality entrepreneurs had increased interest to invest on the island,  increasing competition. Sandals has stayed on top of the competition, being the sole recipient of twenty-five consecutive awards for The World Travel Award’s Leading Luxury All-Inclusive Company (World Travel Awards, 2021). Sandals has developed a portfolio of twenty-five properties spanning over seven countries. Sandals Montego Bay has been refurbished into a twenty-seven-room hotel, from the initial dilapidated property purchased. The property comprises overwater villas, a spa, and butler services. Sandals have developed a positive reputation for catering for couples in love, being host to a vast number of weddings and honeymoons (Sandals, 2020).

Feedback on the Red Lane Spa has been positive on platforms such as TripAdvisor, with guests commenting on the products received from the spa as part of their welcome package (Tripadvisor, 2021). However, since the advent of COVID-19, the spa has been adversely affected, with the crumbling of visitor numbers receiving massage services. The hotel focuses on maintaining growth adapting strategies in line with the organisation’s mission (Moyle et al., 2020).

With the wellness business worth £455 billion industry, it is essential that the spa department addresses the issues and challenges faced, allowing guests' psychological and physical wellbeing to be maintained (Araujo et al., 2021). Guests visiting the spa for various reasons including physical health benefits and to balance their wellbeing, the consultancy has recognised potential threats to revenue that could prove detrimental. One primary tool used to recognise external factors is the PESTEL Analysis outlined in Table 1 below. This tool enables practical analysis of the main factors contributing to change in business environments (Sammut-Bonnici and Galea, 2015). The abbreviation represents Political, Economic, Social, Technological, Environmental and Legal factors. This tool can be used for the following:

(a) Strategic planning 
(b) Business planning 
(c) Product development 
(d) Organisational planning 
(e) Marketing planning.
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PESTEL Analysis
	Political
	· The countries rising debt and slow economy contributes to the vast promotion of tourism locally and overseas by government ministers (Scobie, 2016 and Brice 2019).
· With the sector heavily reliant on American tourists, the geopolitical affair with the previous American presidency demeaning third world countries could potentially have long term effects on the region's tourism.
· There is a lack of benefits from the country's world-renowned brand culture and international recognition (Johnson and Gentles-Peart 2019). 
· An increased rate of corruption leads to improper allotment of monies overseas, showing negativism between the growth in GDP and foreign direct investment (FDI) (Haughton 2017).
· The high poverty level does not reflect the country's international fame, with the gross domestic product (GDP) targeted to be 60% by the year 2026 (Schmid, Malcolm 2016).


	Economical
	· High poverty rate.
· The rising inflation cost is affecting local fishing villages (Macfarlane-Morris 2019).
· Emulating steps taken by the global south could increase and enhance economic growth also increasing development (Charles, Roberts 2019).
· The frequent fluctuation in the exchange rate.


	Social
	· The behaviour of intrepid tourists can negatively affect local cultural norms.
· Cultural trends of tourists affect the desire of locals (Sandals employees) to demand foreign products.
· The level of employment, which balances demographic change concerning education, age and gender, gives rise to satisfaction (Taylor and Woodhams, 2012).



	Technological
	· Technological innovations give rise to guests' satisfaction with the cleaning protocol implemented.
· Increase in demand for online booking using various platforms and Apps.
· Digital development in hybrid hospitality meetings (Curwen and Whalley, 2017).
· Enhancing productivity to meet the demand of guest arriving from developed countries (Spencer, Chevers 2018).

	Environmental
	· Initiation of waste management programme reducing the carbon footprint (Jamaica Observer, 2020).
· National ban on plastic by the government.
· Protection of coral reefs from erosion.
· Hotel safety measures are taken as a result of COVID-19. 

	Legal
	· Parity of wages between genders and the equal working rights implemented (Thame and Thakur 2016).
· Periodic review of hotel laws passed in 1890 (Murray, 2018).



Source: Author’s creation

The PESTEL analysis pinpointed systemic factors that affect the performance and growth of Sandals which are beyond their control. However, although many of the factors are uncontrollable, the implications need to be fully understood. Political factors are centred on the political circumstances of the host country and the global situation concerning the country (Johnson and Gentles-Peart, 2019). Economic factors could have a crucial influence on the business administration and its profitability, affected by inflation and tax duties. Consumer-based indices, Gross National Product (GNP) and GDP are economic indicators that continue to present areas requiring more information (Haughton, 2017). Social factors contribute to a principal role in global markets, with the business success attributed to research in this sphere (Singh et al., 2019). Social factors have a first-hand impact on how businesses acknowledge consumers and their desired influence. 

Innovation in technological changes is occurring more frequently, often coming from unexpected sources.  These factors push the organisation to assess and record matters that could potentially impact the business operation (Suttikun and Yuan, 2020). Technological factors can affect the management of Sandals in the following ways:

(a) Communicating with target markets in different ways.
(b) Producing goods and services in different ways.
(c) New avenues of distributing goods and services.

Technology can influence organisations. The consultancy is concerned that the spa stays abreast of changes, integrating technology considered to be ethical and appropriate (Postma and Wielenga, 2015).  In recent years, the environmental aspect of managing businesses has become vital. Actions taken by an organisation can have important effects outside of the host country, which could incur fines. For example, natural disasters such as hurricanes affect the Caribbean at particular times throughout the year. The last fifteen to twenty years have seen an increase in the number of bodies used to regulate organisations. Legal factors consider both the present and future legislation in terms of health and safety, employment, and COVID-19. Laws implemented as a result of the pandemic must be obeyed, with changes implemented periodically. There is a possibility that some legislation will remain post-COVID-19. 

Factors illuminated by the PESTEL Analysis affect organisations’ functionality causing significant implication costs that need to be considered when planning business strategies (Sammut-Bonnici and Galea, 2015). The combination of internal drivers, external micro-environmental factors and the PESTEL factors can be categorised as either opportunities or threats in a SWOT Analysis.
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SWOT Analysis
	Strengths
	Weaknesses

	
· Sandals have a strong focus on educational development, resulting in reduced labour turnover (Mitchell 2016).
· The organisation forms partnership  with renowned international hospitality schools, recruiting from the best (Burtaverde, 2016).
· Excellent brand recognition attracts high-end customers.
· Sandals strategically place their properties on the shores of the Caribbean sea.
· The internal ambience is sophisticated in terms of dedicated scent, interior décor and artwork which adds to the positioning strategy of the spa. 
	· The laws of the country within which the organisation operates.
· The workforce diversity to openly employ from LGBT groups is still a problem which is governed by the laws of the land, although LGBT guests are widely accepted at the property.  
· The wellbeing concept is not fully implemented, which could attract wellness travellers. 
· The financial cost relating to the spa for all-inclusive guests and not achieving economies of scale. 

	Opportunities
	Threats

	· The organisation could capitalise on the brand expanding to destinations such as the Seychelles.
· Sandals could attract travellers concerned to improve their wellbeing, generating more revenue from their spas.
	· Failure to fully implement a wellbeing concept could result in the spa losing revenue.
· The ongoing pandemic of COVID-19 has affected the organisations overall performance. 
· The popularity of more sustainable spas aimed at wellness tourism (rather than luxury).
· Economic situation worsening in other Caribbean countries.




The SWOT Analysis has recognised areas of strengths and opportunities associated with the performance of the spa. Factors including the large scale of the organisation have influenced the organisational design (Burton et al., 2020). Sandals strong brand recognition globally has enabled the organisation to successfully attract wealthy guests contributing to the continuous expansion across the Caribbean. Other variables such as leadership characteristics in motivating employees have contributed to a high level of repeat guest bookings (Cote, 2017). However, management has not recognised an existing gap regarding the absence of a well-designed wellbeing concept in the wellness tourism trade. Relying on the all-inclusive concept to generate footfall driving revenue is not achieving economies of scale.  This strategy is a threat identified since COVID-19. Visitor numbers have declined, severely impacting revenue; this should be addressed immediately. 
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Discussion
Description of the selected hotel department.

Spas are essential within hotels, used for healing therapies through to total relaxation. The spa’s primary goal is to sell “experience” through a high quality of services. This service will enable guests to experience positive emotions, strengthening the level of repeat guests to the spa to have the same positive experience (Lo et al., 2015).  Spas play an essential role in the growing wellness trend, with hotels including various services and facilities to boost emotional wellness, which is vital to guests’ needs (Lee et al., 2018). 

The rising demand for spas has boosted the overall revenue for hotels. Furthermore, it can be argued that the spa is an integral part of the hotel. Therefore, it is paramount to ensure efficient administration, enabling the services to be effective. Industry knowledge is crucial, requiring spa managers to keep up-to-date with current trends. Continuous professional development (CPD) will enable efficient services tailored to guests, based on their state of wellbeing. 

The spa offers the following range of treatments and services: massage, facials, manicure, pedicure, steam rooms, saunas, body scrubs, wraps, hydrotherapy pool and Jacuzzi (Sandals, 2020). However, pricing is often charged separately for spa treatments from the general, all-inclusive culture of the organisation. Analysing the operations of Red Lane Spa at Sandals Montego Bay will involve a thorough analysis of the services rendered to identify problematic areas to address.
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Hierarchy of Sandals 

At the top of the tall hierarchical structure is the chief executive officer (CEO) and chairman of Sandals Resorts International, Adam Stewart. The role was appointed in 2021, after the passing of the former chairman Gordon Butch Stewart, in January 2021 (Hauser, 2021). Mr Stewart holds a BA (Hons) degree in hospitality management from Florida State University. It could be argued that Mr Stewart was groomed for the role of CEO by his father, the late Gordon Butch Stewart, having previously worked as deputy CEO. The previous tenure would have equipped Mr Stewart with valuable experience in being able to efficiently conduct the day to day operations of the organisation to achieve success. However, the focus is on the large scale operation to open three new properties in the home town of the previous CEO. These new properties are; Sandals Dunn’s River Ocho Rios, Royal Dunn’s River Ocho Rios, and Beaches Runaway Bay (Myers and Sandals, 2021). 

Following a recent analysis, the spa’s management team seem to have been rather overlooked by senior management. The organisational design consists of a tall hierarchical structure dividing top management from the employees at the bottom. This structure is designed to dissect labour into different tasks outlined by Mintzberg (Mullins, 2020). Burton et al. (2020) noted factors such as the large scale of Sandals, which have impacted the design. 

In contrast, Drucker insists that organisational structure alone does not forge quality performance (Drucker, 2007).  On the other hand, Cote (2017) expresses other variables, including leadership characteristics in motivating staff. A mechanistic structure is embedded comprising rigid rules and procedures set by the management of Sandals.

There are factors responsible for the success of Sandals. These factors include (a) Enhancing workplace talent through CPD encouraging growth, outlined in table 3 below [this factor has resulted in reduced labour turnover (Mitchell 2016)], (b) Principal factors (beliefs, values, and norms) affecting the macro and micro-environment of the culture of the company (Armstrong et al., 2014). Other factors are effective performance management techniques, partnering with international hospitality schools in pooling prospective talents, and efficient response to guests, treating each guest as a very important person (VIP) (Burtaverde, 2016).

[bookmark: _Toc74915439]Table 3
CPD Framework
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The culture embedded within the organisation plays a significant role in the international stature of the workplace, contributing to the success of Sandals. Hofstede and Minkov (2011) outlined that psychological environments are part of the culture of organisations. Culture is defined as a collection of thoughts programmed into the mind of individuals that recognises people of one tribe or category from individuals of another. 

Trompenaars and Turner (1997) concluded the model of the seven dimensions of culture, distinguishing cultures based on preference. Contrastingly, Wood (1998) has directly denounced the problem of hegemony, highlighting that culture adds to social life, requesting account of cultural formation. 

Sandals maintains competitive advantage by attracting and retaining worthy employees (Bull et al., 2020). However, although having corporate offices in the United Kingdom (UK), Sandals is not listed in the Times Best 100 Companies (Carpenter, 2021). Evidence pinpointed lack of appraisals contributing to low motivation. Herzberg's two-factor theory figure 1.1 below illustrates motivator and hygiene factors acting independently. The factors should be used as a tool to motivate staff (Hur, 2017). In contrast, international accolades have been won over the last twenty-five consecutive years for The Best Travel Luxury Resort (Jamaica Observer, 2020).

[image: Why is Herzberg's theory of motivation called the two factor ...]
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The organisation’s net surplus has increased over the period 2018-2019. Sandals has neither stock capital nor stockholders, as they are limited by guarantee (Sandals Foundation, 2020). This method ensures that guarantors' monies are secured in the likelihood of insolvency. However, a set fee, although relatively minor, is subtracted from each guarantor. 
Being the largest hotel chain throughout the Caribbean, the role of culture shapes the purchasing parity with the hotel using United States Dollars (USD) (Gilboa and Mitchell, 2020). As for parity in currency, the USD is more valuable than the Jamaican dollar and other Caribbean currencies. This comparison led the late CEO to open the company after the government of Jamaica issued a tax levy on imported good to businesses earning foreign currency (Appelhoff et al., 2016). The company holds solid purchasing power allowing creditors finances to be held onto for more extended periods to increase the organisation's cash flow. Additionally, bulk purchasing of inventory (stocks) is conducted, exercising the bargaining power of the hotel. 
The company’s gross profit margin has increased by 1%, with the return on capital employed (ROCE) up by 1.21%. However, the cash flow for 2020 is forecast to return a loss due to the current ongoing pandemic of COVID-19 (Sandals Foundation, 2020). Even so, the analysis revealed that while no non-current assets were sold, Sandals turned over almost half of its inventory in contrast to the previous year, consequently increasing revenue. The organisation’s mission statement is 'Do more than the customer expects’. Customer satisfaction has improved while containing cost (Sandals Foundation, 2020). 
However, despite the financial success throughout areas of the hotel, it is now apparent that the spa has failed to achieve the same financial success. With wellness seen as a growing trend, guests are wandering offsite to receive massage in other locations that enhance the wellbeing and cultural concept of the region. The problem could have resulted from the absence of a revenue manager assigned to oversee the spa's finances. This process would allow an efficient marketing information system (MKIS) to be in place to gather information for decision making (Bhasin, 2017). This is a problem that needs to be rectified.
For the spa's financial performance to be of success, the overall financial operation has to include addressing the following areas: cash flow forecast, balance sheet, profit and loss statement, monthly financial report, capital expenditures and quarterly operating statement (Bhamornsathit and Katawandee, 2016). These areas should not be ignored and should be managed by competent individuals.
[bookmark: _Toc74915442]Property management 
Analysis has revealed that Sandals has invested deliberately in the training of their staff, which resulted in the adaptation of the Gray and Paryono conceptual model of workforce education and development systems (Paryono and Gray, 2004).  The company is the first and sole hotel on the island offering an educational progression programme in the form of Sandals Corporate University (SCU) (Brown et al., 2011). The avenue chosen is also essential as the organisation grows when the employees grow intellectually (Whitmore, 2017).
In today’s economy, more businesses are operating on a global scale as competition keeps rising. More onus is on the hotel to implement ethical practices that fuel employee retention and more extraordinary, property management performance. This method regulates the push and pull strategies, pushing the brand to guests and pulling guests to the brand, creating a continuous relationship (Baumgartner and Ebner 2010). The ethical intelligence applied by the hotel is aligned with the moral code of the environment in which it operates.
Additionally, with modern technology being ubiquitous, it is paramount to implement an effective and reliable property management system (PMS) to enhance the business daily operations. With the vast availability of systems on the market, Oracle Opera has been widely used within the hospitality industry, boasting a high range of functionalities. However, despite the popularity of Opera PMS, Sandals has invested in the Agilysys Vision One PMS. This choice is in line with the company's ethos of creating a memorable guest experience, which has positively impacted the company. The investment made, has contributed to the success of the brand's unique position as a luxury hospitality icon.
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Investigations into the spa’s operation have identified issues contributing to the lack of efficiency to capitalise on the growing wellness market to drive substantial revenue. The following areas are to be addressed, working with the existing team.

[bookmark: _Toc74915444]Recruitment and Performance Management 

Studies have shown that recruitment acutely affects the company's performance in achieving its goal (John, 2019). Recruitment is the process of discovering new staff, which depends upon locating, attracting, shortlisting and identifying suitable prospective candidates (Robbins et al., 2018). Effective recruitment and selection process helps to ensure that the right individuals are employed (Goldstein et al., 2017). Therefore, the spa needs to recruit skilled employees to enhance the experience of their guests. However, there are threats involved with this process, such as legal requirements, societal changes and the host country associated with employment laws (Ployhart et al., 2017). 

Inadequate performance management (PM) has enabled staff to operate without the requisite knowledge of wellness education and sustainable principles. An effective PM would rectify this by encouraging employees' progress (Altin et al., 2018). From observation, the spa will be required to introduce CPD to their employees, enhancing their education in line with current trends to cater for guests’ demands. Employees satisfaction equals the satisfaction of guests.  However, the spa will first be required to adopt the sustainability and wellness concept. More emphasis needs to be placed on recruiting to the spa employees who hold a higher level of qualifications in wellness or spa background than hitherto. 

Halls (1917), cited in Ployhart et al. (2017), noted recruitment challenges constitute a significant problem, with macro forces as a crucial point in recruiting policies, currently influencing the recruitment and selection process. Sandals must realise the benefits of hiring qualified candidates. Considering the principle that qualified employees add to the organisation's capital depth is essential (Sikora et al., 2016). The issues could be addressed as part of their CSR strategies in visiting schools to highlight the importance of wellness and sustainability. 

[bookmark: _Toc74915445]Cultural Wellness Experience 

Sandals emphasises green tourism, reducing emissions (Johnson et al., 2019; Pham et al., 2019). Sandals is at the forefront, being the first property in Jamaica to provide electric car charging ports for guests, which has sustained competitive advantage. However, from observation and discussions, the same sustainable principles are not emulated by the spa. 

Additionally, with wellness classed as a growing trend and the likelihood of wellness holidays forecast to increase coming out of the pandemic, the concept of wellness is not fully implemented by the spa. The spa should be revisiting its marketing mix, which is designed to attract guests in the confines of the hotel. This area has resulted in missed opportunities for the spa to accommodate guests seeking the wellness experience. Culture is another element that should be addressed. Guests booking Caribbean holidays expect to live the Caribbean dream. Although the organisation's culture is ingrained within the hotel, cultural consideration as to the mindset and leadership philosophy of the region is essential for cross-cultural management, as illustrated in figure 1.2 below (Minkov and Hofstede, 2011).
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[bookmark: _Toc74915446]Figure 1.2 (Minkov and Hofstede, 2011)
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Generating revenue is the backbone of any business that is not a not-for-profit organisation. Areas observed and researched demonstrated that more revenue could be generated, attracting sales if the spa were marketed as an additional wellbeing centre, attracting locals. With Sandals an all-inclusive resort, the concept of enclaved tourism is often perceived as hotels which are islands operating to themselves, excluding local revenue. In other words, the spa is reliant on guests staying at the resort to use the spa services. 

Packaged deals are not designed concerning room bookings, which could encourage more guests to use the spa. With the statistics showing an exponential growth in wellness contributing to the current £455 billion industry, guests expect more from spas working in conjunction with nature to alleviate psychological and physiological conditions (Geri et al., 2019). Individuals visit spas for various reasons that do not always include massage services. Designated spaces used for local historical storytelling could potentially influence the revenue, as guests seek more balanced wellbeing from spa services. Additionally, working with the ministry of health in the region to promote wellbeing could foster patients' referrals to use the spas.

[bookmark: _Toc74915448]Findings and Results

Consultancy reports are prepared by individuals with the requisite knowledge and experience within the field, collating and analysing data for clients lacking the time and knowledge. The analysis pinpoints existing problems that could influence the business's daily operations. Upon completing the spa analysis, areas have been identified that need addressing to allow the efficient and smooth running of the spa. Remedying these issues would require constructing and developing a plan of action for the spa using recommendations that need to be implemented for successful growth. Table 4 below outlines the findings and results. 
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Table 4
Findings and Results
	Areas of Concern
	Potential Impact
	Recommendations and Solutions

	Recruitment
	The analysis revealed issues within the operation of the spa. The recruiting of inept staff is  identified, resulting in lack of skill set and experience required to work in the department. Spa concierge lacks service knowledge resulting in guests’ complaints. Biased recruitment has contributed to unfavourable management from overseas hospitality schools, lacking knowledge of the region's cultural norms.
	Recruitment should target appropriate candidates with previous experience. Selecting these employees would ensure that an adequate amount of training which has led to certification is guaranteed. Additionally, the spa needs to invest in training employees already employed by the organisation to ensure efficient skillsets are gained. 

	Performance Management 
	The lack of effective performance management contributes to poor performance of spa employees being undocumented within the feedback provided. There is a gap in effectively managing the performance of employees against targets set. 
	Management should evaluate and document the performance of staff in ensuring targets set are achievable and met. Employees should be reassured, when highlighting dissatisfaction, that there will be no negative repercussions (Armstrong, 2017).

	Financial Improvement
	The goal is for the company to improve its overall performance yearly. However, each department has to contribute by upselling or implementing efficient strategies to drive sales. The spa fails to capitalise on the growing wellness market to increase revenue. The spa has failed to exercise the buying power of the Sandals brand in increasing its cash flow.
	The spa could utilise the location, growing herbal plants to manufacture organic aromatherapy oils. These oils could be sold to increase revenue. Cash flow could increase by agreeing to longer creditor days with suppliers.

	CPD
	The lack of CPD is identified as an issue threating the continuity of growth within the sector. 
	Management should outline a framework structure for the development of each employee. The process should be continuous, allowing employees to fully understand the concepts behind the knowledge and skills gained (Eraut, 1994). 

	Marketing
	Marketing is limited to guests staying at the resort.  
	Marketing should influence the brand to sell spa products to global destinations.




Over the decades, Sandals have been stimulating aptitude by partnering with schools and permitting work placements to bring prospective candidates up to industry standards. The age of individuals is considered, which has a no impact on the selection and recruitment process, since this would be age discrimination. Age and career experiences can enhance the Personal Organisational (PO) fit, allowing the experience of the employee to add value to the company (Dovespike et al., 2019). 

Porter and Lawler’s theory outlined in figure 1.3 below should be applied, influencing extrinsic and intrinsic rewards to sustain low employee turnover (Ongori, 2007). The theory outlines that introducing rewards enhance satisfaction. However, the client has failed in applying a suitable recruitment and selection process as explained in figure 1.4 below, in failing to pool the required candidates for the department. Subsequently, training and mentoring becomes the next step for the client regarding existing employees (Aloqab et al., 2018). Previous studies conclude spas should recruit competent candidates to fill vacancies (Yang et al., 2017).
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Effective PM contributes to the effective management of the employees. However, two-way cooperation must exist within the realms of  PM, between the employees and management (Horn, 2009). The focus should be on managing employees against targets set in a timely manner to achieve customer satisfaction (Altin et al., 2018). Inadequate managing of people resources has been identified as an area to improve from the above analysis.

The stability of an organisation is often based on its financial performance. The department lacks control over its financial management, which threatens increasing its cash flow. Competent revenue managers are explicitly needed to conduct the operations of the spa. The STR report could be used to analyse financial data and MKIS to drive revenue, sustaining competitive advantage (Saillajah et al., 2019). Also, more competent, and qualified employees through the application of CPD, could increase guest satisfaction sustaining repeated guest bookings.

The spa being marketed within the enclaved resort restricts the level of sales, in return affecting the department's success. Additionally, failing to capitalise on the marketing of wellness, which is rising in popularity, prohibits the department from taking advantage of a niche market within the industry. The spa should offer day spa services to locals, using locally manufactured organic aromatherapy oils, with wellbeing at the forefront of all their policies.

[bookmark: _Toc74915452]Table 5
Plan of Action
	Number
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget

	1
	Recruitment and CPD.
	Recruit talents knowledgeable about the cultural aspects of the region. Desist from hiring overseas staff for roles not perceived suitable for locals. Candidates should be pooled and selected based on their wellness and spa educational experience. Training (CPD) should be used to keep abreast of industry trends and standards, motivating and rewarding with certificates.

	With local universities offering hospitality management degrees, internship programmes should be offered, giving unbiased opportunities to local interns (Guest, 2017). Recommendation would be to invest in local hospitality schools, supplying ultra-modern learning provision. Appelbaum, Batt (1994) cited in Appelbaum et al. (2016) outlined an application first presented by Baily (1993), focussed on the AMO model, with applications to enhance staff. 
(A) abilities, 
(M) motivation
(O) opportunity 

	Two months.      
	April 11, 2021.
	£10,000.00

	2
	PM and Financial Management.
	The solution would be to document staff progress by having a systematic process (Altin, et al., 2018). This method should be centred on goals to guarantee that the performance of staff members are managed effectively against structured targets recorded with feedback provided (Farokhi and Roghanian 2018). Efficient management of inventory could improve the return on capital employed (ROCE). Total assets could improve by selling outdated non-current assets depreciated, to improve ROCE performance (Drury, 2018). The brand's buying power needs to be exercised to increase its cash flow.


	Morale would be boosted, with psychology playing a significant role (Moulin, 2017).
This would result in rewards being given for various performances such as employee of the month and quarter.
	One month
	May 10, 2021
	

	3
	Wellness Experience and Culture.
	Change of signage to include wellness. Include soft-wellness by making treehouses for historical storytelling and relaxation. Seawater treatments could be effective from a cultural viewpoint due to location.
	The outcome could potentially boost the influx of tourists seeking wellness holidays coming out of the lockdowns and looking to embrace other cultures.
	Three month
	June 11, 2021
	£15,000.00

	4
	Consultancy Fees
	--
	--
	--
	--
	£25,000.00
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Recommendations

The spa needs to apply a bottom-up approach, enabling lower-level staff members to feel more valued, increasing self-worth. Tools for evaluating strategies are recommended to be implemented, such as pre-emptive management and recognition, CPD, performance monitoring, evaluation appraisals and progress checks. These tools would enable clear goals in ensuring targets are met, as outline in table 6 below.

[bookmark: _Toc74915454]Table 6
[image: ]



Another problem that needs to be rectified is the financial management of the spa. Employing a revenue manager assigned to the spa is recommended, managing the department capability to generate increased revenue by offering packaged deals in collaboration with the hotel's room rates. Exercising the brands buying power to match that of the overall hotel property would result in effective stock control measures (Terwiesch et al., 2020).

Finally, with wellness a growing trend globally, recommendations would be for the spa to include the concept of wellness and sustainability principles, looking at their market segment in marketing wellness holidays. The signage could be change to Red Lane Spa and Wellness Centre. The practice could potentially see the spa being rewarded with the green globe certification, which could be used as a marketing tool to attract more guests to the spa.


[bookmark: _Toc74915455]Conclusion

As requested by the client, the report has been used to provide valuable recommendations based on data collated and analysed, along with periodic observations and consultation with staff, looking at the design of the spa. Applying both a PESTLE and SWOT analysis has enabled the consultancy to capture the background operations.  Several issues have been recognised that should be resolved to ensure the adequate performance of the department. As consultants, the principal role involved visiting the site on several occasions, observing and talking to staff and the management team in identifying areas of concerns affecting the department's smooth operation. Additionally, data gathered allowed the analysis to review similar areas of concern, outlining recommendations for the client, based on theoretical findings and factual implications.

The findings have revealed that although the brand boasts worldwide recognition in winning several accolades, attention to the spa was diminished with accolades such as The Best Spa of the Year missing from the department’s portfolio due to a lack of effective performance management. Other areas of the report identified inefficient financial management affecting the department's cash flow. 

Significantly, the concept of wellness is missing from consideration by management, resulting in lost revenue as travellers seek more sustainable ways, working in harmony with nature. Additionally, the demand for wellness holidays could increase post-COVID-19 which could incur a further loss if the policies are not addressed. However, with the recommendations made for the client, the department could gain a competitive advantage in the market, increasing customer satisfaction which will result in significant growth in the near future.
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