Strategic Management








University of Wales Trinity Saint David


MBA – Tourism Management

	 









Coal Exchange Hotel Cardiff's Digital Transformation Strategy


Assignment

Jaliya de Silva - 1803778


Table of Contents

Executive Summery	2
Introduction	3
Strategic analysis	3
SWOT analysis	4
Review of the external environment of Coal Exchange Hotel	5
Influences of political and economic existence	6
Review of the internal environment	9
The personalized experience	11
Hospitality industry and latest Technology	13
Personalized Hotel App	13
Major Advantage to The Hotel	17
Conclusion	18
Reference:	21
Appendix	23




[bookmark: _Toc69078567] Executive Summery

Owing to changing consumer tastes, innovative technologies, intense market competition, and the current pandemic situation, the way luxury hospitality services are consumed has changed dramatically in recent years. As a result, to serve the mobile-driven guests, high end accommodation are forced to have a truly seamless and customized experience. along with a personalized hotel app, a hotel can collaborate with a guest at several modes of communication during the customer journey, ensuring an outstanding experience at all times. Hotel apps increase consumer satisfaction while also increasing revenue for the hotel. As a result, a variety of features, particularly the ability to order room service through the app, will result in increased revenue and customer value. Additional revenue can be produced by some customers by using push updates, and discounts should be considered according to the hotel's strategy.
While this creation of a hotel app is dependent on budget for technology and infrastructure in order to sustain with the technology, also, not all features can be introduced on the fly, and hotels must prioritize the most relevant and necessary features first. In addition, whether to create a hotel's unique branded app or collaborate with a third-party provider must be determined.
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COVID-19 has impacted every industry around the world, with the hotel industry being one of the hardest hits. According to our findings, full recovery to pre-COVID-19 levels could not occur until 2023—or later (Krishnan et al., 2020). Investors have common perspectives on hotel companies' prospects, as shown by the UK hotel industry's underperformance. Hospitality, like so many other sectors, can undergo both minor and major changes. In this report, we'll look at a few various flow scenarios for a Welsh hotel. On the customer side, the author will look at what visitor’s claim will make them feel safe when traveling, such as contactless check-ins and check-outs, as well as an increased focus on hygiene. Therefore, Hospitality companies need to implement strategies to gain the competitive advantage during the post covid period. 

[bookmark: _Toc69078569]Strategic analysis 

In strategic management, strategic analysis is a fairly latest term which seems to be the core idea of strategy management (Evans, 2015). Research does not offer clear advice about what to do to succeed, rather it offers a more in-depth look at the market and the organization's working, which in turn helps management make decisions about performance.
When planning a strategy for a company, it should be performed in order to consider the factors affecting the profitability of the organisation. It is possible to split analysis into two sections: external and internal analysis. External and internal analysis can also be split into macro-environmental and micro-environmental analyses (Freeman, 2010, pp. 122–123). 
[bookmark: _Toc69078570]SWOT analysis 
The most commonly used analysis in the world is a SWOT analysis. It is made up of four components: strengths, weaknesses, possibilities and risks (Wilde et al., 2018, pp. 27–28). The first two (strengths and weaknesses) form part of an organization's internal climate, and the last two (opportunities and threats) are part of an organization's external environment. This is because an organization's strengths and weaknesses can be affected, but it can't do much about the opportunities and challenges it faces, such as policy reforms, conflicts, pandemics, rivalry, and so on. It's the product of a mixture of internal and external assessments (Studies, 2019).
An organization's strengths are the skills that differentiate it in the marketplace and allow it to fulfill its objectives. These skills may be a brand, a facility, a brand or something that allows it to gain an edge over rivals. The lack of such skills can be perceived as a defect. Weaknesses can take many forms, including poor building design, poor staff selection, problematic managers, and poor vision on the part of some managers. It can be something that prevents the company from establishing a powerful front for rivals. Typically, tactics do not rely on a company's weak points. Opportunities are what the corporation describes as ways of reaching targets or helping to accomplish objectives. Finally, risks are factors that may cause the accomplishment of goals and priorities to be delayed. Threats are most often seen as coming from rivals, but they may also come from the government or community. Owing to big shifts in environmental concerns and regulations, many companies have changed the way they work in recent years (Wilde et al., 2018).  A SWOT analysis should concentrate on factors that have a direct effect on the organization's past success, factors that influence future results, and variables that set the organization apart from its competitors. SWOT analysis cannot be used as a basis for permanent assumptions since an organization's external environment changes all the time.
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The hotel has a broad and loyal customer base. Families, couples, groups, and business travelers all enjoy it. It encompasses almost every aspect of the hospitality sector. This is due to the reputation it has built along the line, which encourages others to be interested in it. This is supported by the fact that it is a huge hotel with a long history of the industrial revolution era. The Hotel building was the words biggest coal exchange hub. 
As for the competition aspect, hotel is situated in heart of welsh capital. Cardiff is a very popular destination for tourism visitations, there are quite a number of competitors in the game. Thus, there are only a handful of other hotels in the immediate vicinity that provide similar facilities, but this hotel benefits from its location and proximity to public transportation.
When it comes to technological aspect, the equipment it uses needs to pay extra more attention. It should be up graded in order provide customers the best quality of experience as well as encourage employees achieve the best results. The technology is followed by the requisite equipment. 
Overall, the hotel was performed well in terms of profit before the COVID outbreak, so from that subjective viewpoint, it is a profitable enterprise. It has a decent reputation, and it will keep up with it more than anything else old customers return year after year, and new customers discover it through the distribution networks channels.
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With the current pandemic and Brexit situations, the UK faces immense political and economic challenges with the closures of many major companies and continuing lockdowns. This has influenced gravely to the hospitality and tourism industry.  With the coronavirus affecting the entire world's population, governments all over the world have taken stringent steps to help stem the disease's spread. Bars, restaurants, hotels, gyms, and other leisure facilities has forced to close as part of these efforts to limit social interaction.
Hotel occupancy rates in 2021 are expected to be 55 percent across the UK, the lowest since benchmarking started, and it may take four years to recover to pre-COVID-19 levels. This is a sobering fact for an industry that had seen a decade of expansion following the global financial crisis (PricewaterhouseCoopers, 2020). Forecasting hotel demand is extremely difficult due to the large number of factors affecting COVID-19 constraints. The availability of a vaccine that can be distributed rapidly and widely is critical to demand recovery and consumer trust in travel (Deloitte, 2020). 
· Social 
Concerns about unemployment will reshape not just the labor market but also people's attitudes toward hospitality jobs. Many hospitality graduates, who had been flooded with deals and prospects, were now fighting for their lives. Recent graduates are up against an onslaught of seasoned employees who have been furloughed due to a dramatic increase in unemployment rates across sectors since the spring of 2020. After months of struggling to find steady, stable jobs, former hospitality workers are turning their attention to alternative industries. Natural disasters, political unrest, climate change, and recessions all have a significant effect on the hotel industry, so it's understandable that hotels can have difficulty finding competent associates (Net, 2021).
· Technological 
Customers who previously only interacted with brands through physical channels are now engaging with them online in unprecedented numbers, through blogs, applications, and distribution options. Since the crisis began, smartphone app downloads have soared across a broad variety of categories, as consumers migrate online (Koslow et al., n.d.)
The role of technology in hotel operations and the guest experience is crucial. In the industry, the use of artificial intelligence to reach customers with the right messages is widely acknowledged. Predictive research has made it possible to personalize product recommendations in the food and beverage industry. Therefore, Coal Exchange Hotel must learn to better use online platforms while protecting customer data to succeed in the dynamic online environment. Moreover, Personalization is more important than ever before in order to increase value and exposure (Wiener et al., n.d.)
· Environmental 
Some customer behaviors and preferences have shifted as a result of the pandemic. Lockdowns, the inability to fly, teleworking, social distancing, and strict safety policies have mostly influenced the conduct, interactions with others, and outlook on life. According to a survey conducted by Booking.com, customers have developed new perspectives on travel and tourism as a result of the crisis. When it comes to travel activities, some new trends include "greener" destinations, trips closer to home that led to increased use of private transportation, the ability to operate remotely, and rural tourism (Net, 2020). 
Prior to the pandemic, people, businesses, and international organisations such as the United Nations had already made sustainability a priority. Reduced and conscientious consumption, as well as minimal waste, would be more prevalent in consumer behavior. In the future, people will be more interested in sustainable goods, responsible labels, eco-friendly practices, ecological products, and environmental issues (Net, 2020). Therefore, Coal Exchange Hotel needs to focus on key areas like energy efficiency, water conservation, waste management, buying and supply chain management, food protection, and environmental health.
[bookmark: _Toc69078573]Review of the internal environment

This segment is about the hotel's internal atmosphere and how workers view it. Organizational structure, resource management, control, preparation, and organizational culture are the five subcategories of the study.
· Strength 
Location
The hotel’s most important strength can be defined as its location. It is located in a very popular area of Cardiff, close to Barry Beach and Cardiff Bay. Also, it is close proximity to all other touristic locations. 
Hotel Service
According to the UCG's responses, the hotel has the ability to facilitate a variety of services to its guests such as latest fitness room, huge reception hall, conference rooms, two restaurants and one lounge, a hairdresser, and a souvenir shop are among the hotel's amenities. All these facilities are available on the hotel's premises, and all guests are welcome to use them.
· Weaknesses
Coal Exchange Hotel demonstrates vastly lack of Artificial Intelligent Technology facilities, Although technologically assisted systems (such as kiosks, computers, and robots) are often costly to implement, they are usually obsolete in two years, and the Return on Investment (ROI) can be difficult to calculate. 
· Opportunities 
Technology has opened up a slew of new growth opportunities, such as using streaming technology to interact not only with colleagues and other business contacts, but also with visitors. Hybrid meeting formats will continue to exist, although large conferences will likely grow much larger and more global in scope. To measure ROIs, new pricing models will be needed, and anything done before COVID19 will be called into question. Client centricity, on the other hand, was and will continue to be more critical than ever; anything that works digitally should be a part of the hotel's offering (Celestra ,2020). 




· Threats 
The world accepted IT so quickly that it didn't have time to consider the implications. When introducing something different, it's important to proceed with caution and keep an eye out for warning signs. It's no different when it comes to incorporating business tools. Although they have the ability to help companies, if they are not used with caution, they can be harmful.
With the technological advancements, According to The World Economic Forum, cyber-attacks are one of the high risks to global companies (WEF). Unauthorized security breaches are attempts to gain access to sensitive company assets such as financial records, personal information, or intellectual property. Hackers often gain access to company systems solely to disrupt business operations (Srivastava, 2017). 
Coronavirus poses a serious threat to the hotel industry. If a person touches a surface or object with viral particles on it and then touches their mouth, nose, or eyes, they may contract the coronavirus. Since the virus's lifespan on surfaces is determined by the type of material used, hotels are at risk as a result. (Woodward, n.d.). 
According to PwC study, hotel trading performance in the UK is expected to decline dramatically in 2021 as a result of the COVID-19 pandemic. Hotel occupancy rates in 2021 are expected to be 55 percent across the UK, the lowest level since the 1970s, and it may take four years to recover to pre-pandemic levels (PricewaterhouseCoopers, 2020.).
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It is important to better understand the consumers and their desires in order to have a more personalized experience. Beyond simple segmentation, evaluating and tracking their shifting preferences, and creating authentic interactions, it is unavoidable to collect and evaluate consumer data in order to classify consumers. As a result, identifying consumers as distinct characetristics rather than statistical categories is critical. With the continual t presence of the internet and the resulting openness of knowledge, the importance of "knowing your customer" has grown even more (Plessis et al., 2017). For a more detailed market segmentation, the ability to collect, access, and analyze larger data sets is needed, as well as the ability to bypass conventional segmentation methods (Richard, 2017). In the era of "big data," segmentation entails incorporating activity-based data (such as website, smartphone, and purchase history), social network profiles, and social impact, as well as sentiment data, into studies. This change in focus from market segmentation to individual perceptions and desires would have an effect on the customer acquisition and service processes. Aside from that, the information gathered during the customers' stay should not be overlooked. This entails recalling the customers' preferences, reviewing the specifics of the events they participated in, the services they used, and the food they purchased during their stay. Using this information, the next visit can be even more personalized and refined to the needs of the consumer (Rohit Talwar, 2019), including marketing and issue-specific offers (Oracle Hospitality, 2016).
A "total service model" can also be used to provide a customized experience. Almost every features of what the guest sees, encounters, and uses during their stay can be customized using the model. Customers can thus choose their exact specifications from a menu of options to personalize their stay, beginning with the booking process, bed type, and payment method, among other things (Talwar, 2011). Finally, luxury hotels may either reach out to a prospective customer at the most appropriate time and via the most appropriate route, or inspire current customers to stay loyal (Richard, 2017).
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The hospitality industry is one such industry where technological advancements have had a huge effect on how hotels function and perform today. Countless hoteliers are increasingly relying on artificial intelligence, or AI, to improve personalization and meet customer expectations. When digital technology and related data become more widely used, ethical issues about their use are bound to emerge, especially when personal information of ordinary citizens is at stake. The hospitality industry, in particular, collects and stores large amounts of data. Furthermore, in order to accommodate modern visitors, digital payment gateways have become a requirement, resulting in widespread data processing.  


Recommended Digitalization Strategy for Coal Exchange Hotel 
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Customers expect personalized contact on the corresponding point at the right time, so hotels and resorts must invest in devices that support them to provide such an interconnected, seamless, and personal touch through various networks, devices, and customers. (Büyüközkan et al., 2019). When it comes to travel-related mobile device behavior and preferences, travelers consider the smartphone to be the single most important thing to bring with them, perhaps more important than bringing a toothbrush (Stone et al., 2020). As a result, smart phones is quickly becoming one of the most critical aspects of a customer's relationship with a hotel, as well as an essential tool for the contemporary voyager. It's used for pre-trip planning and booking, as well as in-destination engagement and post-trip interaction (Matt et al., 2015). Hotels must participate in mobile applications, either their own proprietary software or a third-party app, in order to provide consumers with such a seamless mobile experience {Citation}. Hotels can connect with guests, provide on-demand services, and collect data in real time with such an app, often known as a "digital concierge," regardless of where the guest is located (Mercan et al., 2020).  The app's data and analytics are powerful tools for personalizing the consumer experience and meeting the journey's most critical touchpoints (Bisoi et al., 2020). 
Although the importance of a traditional concierge in a luxury hotel, especially in this era of emerging experiential luxury, a ‘digital concierge' approach does allow for a much broader scope of guest interaction.(Bisoi et al., 2020).  It ensures that all requests made via the app are met with virtual assistance 24 hours a day, seven days a week, enabling guests to access both traditional and manual services at the touch of a button. (Wiener et al., n.d.). Only more complex issues that need human assistance and cannot be resolved via the app are referred to the concierge on-site. As a result, the concierge will devote more of his time to more personalized, authentic experiences with and guest, which is extremely valuable given that personalization of the guest experience is a hot topic in the industry.(Schyma and Hospitality, n.d.)
Many of the features in the personalized hotel app are meant to boost engagement and loyalty. Regardless of where the app's users are on their journey – whether they're researching and planning a vacation, actually staying at a hotel, or even writing a review online – the app provides tailored features and content based on the resources they're most likely to require at the moment.(Richard, 2017). Mobile check-in and check-out, mobile keys, room service bookings, loyalty plans, and other features can all be integrated into the app, but they differ by provider. (L and M, 2020).
Hotels can capture data more easily and store it in one location with the digital app. As a result, facilities and a more customized experience can be tailored to the specific requirements of the guest. It can also improve operational performance while also improving quality and consistency. Since every guest's data is registered, hotel employees can anticipate demands, produce a significant share of repeat visits, and increase referrals from previous guests. Furthermore, a successful app implementation leads to improved guest contact, increased customer retention, and increased customer loyalty (Oracle Hospitality, 2016). Rising revenue sources is another important aspect of justifying the expenditure. Additional revenue can be created by making the deals transparent and getting them all in one tool. Reduced costs are another advantage of the app, as paper and printing costs can be reduced by digitizing documents, and all guest information can be conveniently updated whenever (Valenduc and Vendramin, 2017). The use of this technology enhances market competition, and hotels looking to distinguish themselves as pioneers in comfort and convenience among their guests should be concerned about the needs of modern guests (Hospitality’s Broadest Technology, n.d.). Finally, a hotel app is the perfect medium for creating accurate, timely, and personalized experiences for visitors, as well as delivering useful information to employees when they need it.
Main Features of Mobile Apps
· Mobile-Check-in/Checkout 

In addition, it has the capacity  to book your holiday via the app, it can also be availed for mobile check-in and check-out at the hotel. The customer will be notified when the room is ready. This choice adds value to the customer by giving them more power and allowing them to access reservation details from their smartphone, resulting in clarity, trust, and promptness. Customers can also request late check-out via the app rather than going to the front desk, and they can obtain their hotel bills digitally on their computer (Damnjanović et al., 2020).

· Mobile Key
	After completing the mobile check-in, app users will use their smartphones to unlock 	their room door. This allows the guest to bypass the front desk line and proceed 	straight to their bed, ensuring a smooth journey (Talwar, 2011).

· Chat in-app
	Hotels can use in-app messaging to communicate with their guests before, during, and 	after their stay, as well as provide a quick and instant answer to frequently asked 	questions, thanks to automation. Staff will be relieved of answering the same 	questions over and over again, freeing up time for more important activities. Guests 	are guided to speak directly with hotel staff for special requests that include personal 	assistance (Wahyuni et al., 2020). The new artificial intelligence (AI)-based 	‘chatbot' technology will simplify this even further and eliminate human interference 	(L and M, 2020).

· Room upgrade 

Guests are provided (or may request) an upgraded room for a fee through the app upon arrival or the day before arrival. This feature is a simple upsell tool that enhances the customer experience.

· Messaging in real time
	This feature allows for acknowledgement and personalized offers at the right time and 	place during the customer's stay. Based on consumer data and enabled portals at 	hotels, personalized and informative content can be added to the feature. For example, 	welcome guests with a personal greeting when they arrive at the hotel, or provide 	information about the hotel gym's location, hours, and facilities to guests who 	normally exercise during their stay (Wolf, 2017). This feature can also be used to 	provide real-time information to visitors, such as spa and restaurant availability and 	last-minute prices (Maksimović et al., 2017).
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Hotel can capture data more easily and store it in one location with the digital app. As a result, facilities and a more customized experience can be tailored to the specific requirements of the guest. It can also improve operational performance while also improving quality and consistency. Since each guest's data is kept on file, hotel employees may anticipate requests, produce a significant number of repeat visits, and increase referrals from previous customers. Furthermore, procedures are quicker, and human errors are reduced (Kazandzhieva & Ilieva, 2018). Furthermore, an effective app implementation improves guest connectivity, increases overall customer satisfaction, and increases customer loyalty (Oracle Hospitality, 2016). Rising revenue sources is another important aspect of justifying the expenditure. Additional revenue can be created by making the deals transparent and putting them all in one place. Rising revenue sources is another important aspect of justifying the expenditure. Additional revenue can be created by making the deals transparent and getting them all in one tool. Reduced costs are another advantage of the app, as paper and printing costs can be reduced by digitizing documents, and all guest information can be conveniently updated whenever required (Matt et al., 2015)
The use of this technology enhances market competition, and hotels looking to distinguish themselves as pioneers in comfort and convenience among their guests should be concerned about the needs of modern guests (Intelity, 2016b).  Finally, a hotel app is the perfect medium for creating accurate, timely, and personalized experiences for visitors, as well as delivering useful information to employees when they need it. Delivering such experiences on a consistent and large scale is becoming increasingly important(Burnett and Lisk, 2019). 
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Since smartphones are becoming increasingly important in the context of travel, whether before, during, or after a stay, hotels must understand and build mobile strategies to meet the needs of their customers. Furthermore, the increasing competition in the lodging industry adds to the need for the hotel industry to stand out. This research looked into how different hotel apps' features would generate additional revenue while also respecting the desires and needs of customers (Ravenelle, 2020). 
To distinguish themselves and generate additional revenue, hotel apps should go beyond basic functionality such as check-in/check-out, mobile key, in-app chat, loyalty services, and special requests. Customers expect local information and services that are appropriate, timely, and focused on their hotel's location to enhance their stay. To produce additional income, features such as ordering room service, scheduling spa appointments, booking events and facilities on and off property, making hotel restaurant reservations, late-check-out options, and room upgrades should be available in the app. Mobile payment, for example, is another function that provides a smooth journey and meets consumer expectations (Maksimović et al., 2017).
In terms of the app's ability to order room service, it's critical to provide an attractive and insightful visualization in addition to the convenience approach. The ordering process can be influenced by presenting the menu in a simple format with appealing images Seeking information about dietary restrictions and food allergies, as well Assisting the guest with information such as the processing schedule and the chef who will be preparing the food results in a more personalized and straightforward service. Menu recommendations, on the other hand, will take into account prior orders from regular customers. Target markets may also be used to alert  special menu or highlight choices available, but they should be sent to guests in order to maximize profits
The hotel, its clients, and its approach all have an impact on whether or not discounts are offered while buying services via the app. Hotels which often use special offers should start by finding goods and services that consumers would only use if they were given a discount, such as booking wellness treatments and arranging on- and off-property services and services at a 10- to 20-percent discount(O and P, 2020).
In fact, the integration of new technology into a working hotel must be considered. Adjustments to key factors are by far the most difficult issues of digital technology. To successfully transform a corporation, there is a lot related to leadership and cultural shift. The aim is to change the culture of the business to make it more creative and sustainable. 2018 (Bain & Company). The hotel's staff should be taught how to use technology to make the best use of the information gathered during their jobs. Aside from that, working habits must change, new capabilities must be learned, and skills must be improved. (L and M, 2020).
Each guest's person specification must be accessible and kept up to date in order to provide personalized services. In addition, the Hotel must adapt to technological change, such as fitting custom locks on the doors for mobile keys and sensors for location-based services. Another thing to consider is data protection.
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Appendix 
The Hotel 
The Coal Exchange hotel in Cardiff, United Kingdom, is the company that the author focused on in this assignment. It is a four-star hotel located right next to Cardiff Bay, in Wales. It is part of the Eden Grove Limited, one of the UK’s mid-scale hospitality chains that has properties in different destinations across the United Kingdom. 
The hotel's primary business philosophy is to provide customers with lodging, but it also has a broad variety of other services, restaurant, fitness centre, spa, sports, entertainment, hairdressing, conference facilities. Author   will concentrate only on this individual Hotel's strategy, not on the chain in general.
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