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Introduction

Industry Background

According to the United Nations Conference on Trade and Development (UNCTAD), the tourism
sector suffers approximately US$4 trillion loss due to the COVID-19 (UNCTAD 2021). Referring to
figure-1, source from UNCTAD, points to the fact that the GDP loss percentage from tourism sector
for Hong Kong is just behind that of United States of America ranked No. 15 in the world. Based on
estimates from the Hong Kong Special Administrative Region government, Hong Kong's GDP
declined 8.9% during the first quarter of 2020 (www.hk-lawyer.org). Hong Kong's tourism industry
is one of the main pillar industries that contribute heavily to the economy and employment. Tourism

accounted for 4.5% of the GDP and 6.6% of employment in 2018 as compared to 2.4% and 3.6% in
2020 (HKMA 2021).

Figure 1 — Financial Loss in GDP in Tourism Sector

Estimated losses in GDP by region from reduction in tourism (percentage)
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Hong Kong hotels are known around the world for their excellent performance. Data collected from
Hong Kong Hotels Associations, amongst 104 members hotel, hotel occupancy rate reached 90% on
a yearly basis in 2019. According to the Hong Kong Tourism Board (HKTB) reports, total number
of visitor arrivals in 2020 is 3.5 million, down by 93.6 percent when compare to 2019
(www.discoverhongkong.com). The majority of the annual total was accounted for by arrivals in
January 2020 alone (Figure 2) (www.discoverhongkong.com). A worldwide pandemic Covid-19 hits
Hong Kong on January 23, 2020 with the first COVID-19 case (Cheung 2020). After the COVID-
19 outbreak spreading worldwide in February 2021, Hong Kong enacted strict quarantine measures
and restricted access to foreign visitors in mid-March. Hong Kong Hotel practitioners are experienced
to overcome various crisis in the past including global crisis like the Gulf War in 1991, the Asian
Financial crisis in 1997, the Severe Acute Respiratory Syndrome (SARS) outbreak in 2003 (The
Edge Market 2020), and the Swine Flu outbreak in 2009. The industry is struggling to survive in

the face of unforeseen challenges running from profitability to survival.

Figure 2 — HKHA Members Hotel Room Occupancy, Average Rate and Yield for Jun 2021

All Members Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Deac
Occupancy 2019 * 92.78% 92.04% 92.41% 89.65% 88.42% 87.78% 87.50% 68.04% 65.11% 69.92% 66.12% 61.80%
Occupancy 2020 * 58.88% 2814% 28.51% 29.58% 3363% 40.87% 45.21% 46.19% 48.87% 50.82% 48.79% 53.68%
Occupancy 2021 * 45.85% 49.62% 49.91% 54.33% 54.36% 52.49%

Net Difference 20121 -10.03% 21.48% 21.40% 2475% 20.73% 21.62%
Ave Rate 2018 * §129483 §132604 8136158 §129797 8114666 5108593 3102185 §936.36  S87784 595366 381537 381678
Ave Rate 2020 * 882954 SBE344  EESAD 865528 8550.08 §57365 8525.27 852054 885121 858916 854138 362229
Ave Rate 2021 * §62375 985728 560628  3647.00 3643.40 $647.33
Up/{Dowim) 2021 in % -24.81% -0.83% 3.62% 16.52% 16.96% 12.64%
Yield 2018 * 8120138 8122048 8125832 8118410 81013.84 $935.68 889424 863706 857152 G667 860529 850474
Yield 2020 * 543844 BMB666 GBS 8427 MBR0Z 823446 S2ITR0 S24043 526038 520043 B260E3 333402
Yield 2021 * 830489 332613 330262 339154 334872 §404.51
Up/(Down) 20121 in % S7E2% TAT2%  81.38%  114.00%  80.02%  7253%
Y-TD ear Response for Jun
All Members Ayerage  Ended Avg
Occupancy 2019 * 90.55% 80.40%
Occupancy 2020 * 36.63% 42.48%| |No. of Hotels
Occupancy 2021 * 53.26% 2015 105
Net Difference 20/21 16.63% 2020 104
Ave Rate 2019 * 51,252.30  31,109.52 2021: 104
Ave Rate 2020 * 5545.80 $585.04
Awve Rate 2021 * $638.12 No. of Hotel Rooms
Up/(Down) 20021 in %| -1.80% 205 42,3358
Yield 2019 * 51,133.98 5852.09 2020 42716
“Yield 2020 * $238.00 5248.55 2021: 42,593
Yield 2021 * $339.84
Up/iDown) 20/21 in % 42.79%

Source: Hong Kong Hotels Association (Jun 2021)
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Hotel Classifications

Classifications of hotels are designed to meet the expectations of guests and hotel properties. There
are different ratings available around the world or on different platforms. In North America, a
diamond rating system is used and is managed by the American Automobile Association (AAA)
founded in 1902. The symbol of world-class luxury went from five diamonds to one diamond by
meeting the industry-leading standards of AAA inspections (Www.aaa.com). In Europe, hotels are
rated by stars and categorized under the services provided. Five-star hotels offer hotels with a 24/7
reception desk staffed by hotel stars union, and one-star hotels offer only daily room cleaning
(www.hotelstars.eu). In Hong Kong, the Hong Kong Tourism Board oversees the classifications of
hotels and latest update in 2018. Hong Kong Hotel Classification System will grade hotels under
five major components —facilities, location, staff-to-room ratio, average achieved room rate and
business mix.! Hotel classifications then represent by High Tariff A, High Tariff B and Medium
Tariff Hotel (Appendix 1) based on the composite scores. Ratings based on stars are more widely
accepted by the public, as well as in China which is managed by the China National Tourism

Association.
Brand hotels

Hotel chains including international names are available in Hong Kong. Four out of the ten largest
hotel groups operate in Hong Kong (Figure 3) and Marriott is the top amongst the list. Hotel owners
usually hire management companies to manage their properties and pay them a substantial
management fee. Brand-name hotels are said to have competitive advantage as they have a stronger
brand reputation against competition. Service excellence is often upheld by a higher staff-to-room
ration. In most cases, hotel groups are supervised by head/corporate offices. According to Kaplan
and Morton (2004), companies run by corporate offices starts with a deficit on their balance sheet.
Other words, the costs are higher and resources are tighter, under COVID-19 pandemic, when
comparing to other operations. Moreover, management companies and hotel owners sometimes
convey conflicting messages, and with multiple layers of managers are remarkable to study, along

with the level of strategic barriers posed by the COVID-19 pandemic.

! Appendix 1 — Hong Kong Hotels Classification System 2018 by Hong Kong Tourism Board



Figure 3 — Top 10 Hotel Groups in the World

RANKING 2021 - TOP 10 HOTEL GROUPS IN THE WORLD

EVOL. ROOMS

1 MARRIGTT INTERMATIONAL % 7.551 7351 1,400,289 | 1358400 1,889 3.1

2 JIN JIANG . 10,304 9518 | 1,087,994 20036 67958 7
HILTOM WORLDWIDE g 6422 6055 1,010,257 | 962364 47393
IHG * 5964 886,036 .31
WYNDHAM HO ‘=_'= £a41 9,280 795,900
ACCOR () 139 753344 | 730886 @ 22458

+2 7 HLUAZHY . 6802 5205 | 60737 | 492936 114200 | 233

8 CHOICE HOTELS = 7147 7153 597977 | 590897 7.080 1.2%
oy - 20591 | 43000 549000 | 1200000 -6S1000  -543%

0 BTH HOTELS " . 47m 4216 | 430224 | 403757 26467 6.6%

Source: Hospitality ON. (Apr 2021).

Lean Service Hotel

The industry has been moving towards lean service hotels in recent years because of the rising costs
(Erwin et.al 2015). Due to generational differences in travel, Millennials, Generation X, and
Generation Z are looking for different experiences in comparison to boomers. Lean service hotels
aim to maximize customer satisfaction, provide high quality service to all customers by minimize
resource use, maximize productivity, and increase efficiency (Rauch et. al 2016). In general, these
hotels are run without star ratings and are usually classified as boutique or selected service hotels.
Hotels with familiar brand names, such as Best Western, Holiday Inn Express, and Ibis are under this
classification. These hotels operate on a lean model or with fewer resources and at a lower operation
cost. Theoretically, these types of hotels may survive a disruptive business environment better than
traditional or top-brand hotels under cost differentiation. Moreover, a leaner staff-to-room ratio with
fewer management layers, will there be fewer barriers for strategy implementation? This study will

look into this aspect with insights.

Quarantine Hotel

For protection against the COVID-19 virus, the Hong Kong Special Administrative Region
government implemented a restriction prohibiting arrivals from selected areas and requiring them to
stay in government selected quarantine hotels starting from December 2020. At present, 36 hotels

are available for visitors, providing 10,000 rooms (www.coronavirus.gov.hk). The hotel operators

opted to collaborate with the government and to comply with the relevant government requirements.
During COVID-19 period, this is considered a new business model that has been undisturbed. Several
hotel groups including top brand names such as Sheraton, Marriott and Mandarin Oriental Groups
have chosen to be a designated quarantine hotel. It is possible that staff members will resist the idea
of implementing such a strategy owing to mistrust or opposition. An examination of how strategic
barriers impact the implementation of a strategy for this specific type of hotel is of particular interest

to this study.

Problem Statement

Theoretically, strategy management is about building strength on performances. In the past, the
industry has encountered challenges such as financial crises or travel restrictions imposed by the
World Health Organization in 2003 influenced by SARS and 2009 under the threat of Swine Flu
outbreaks. Hotels in Hong Kong have learned their lessons and the impact the travel ban had on
competing environment. Historically, there is a short-term effect on Hong Kong Hotels from such
incidents, or some academies studied the period under crisis management, and the business bounce
back is strong. The tourism and travel industry are one of the most threatened industries under
COVID-19 pandemic and business disruptions still persist over 20 months from January 2020.
Massive drops in global demand resulting from travel restrictions and international borders are
closings (UNWTO 2020). The hospitality industry, as part of the tourism and travel industry, suffers
from the same problems. As mentioned previously, Hong Kong hotel practitioners may have insight
into the challenges due to a travel ban from previous solid experience. Worldwide studies have been
published on the COVID-19 period, however, there have been no studies that examine the hospitality
industry specifically with regards to strategic management, in the context of the strategy gap, in Hong

Kong.

Strategy formulation is based on accessing the competitive environment (Porter 1985) and internal
resources and capabilities (Barney 1991). Based on Porter's Five Forces model, a firm's competitive
advantage is based on making strategic choices to defend or manipulate the force to maintain its

advantage against its competition (Porter 1985). An effective hotel management involves leveraging
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resources and capabilities in order to maximize profitability. The resources include both tangible
and intangible assets, from furniture to skills such as the management skills possessed by the pool of
employment. Intangible assets make up more than 75% of the market value of an average company
(Kaplan and Morton 2004). Companies, especially in the hospitality industry, manage assets they
cannot see or measure. Most strategic initiatives fail between 70 and 90 percent (Kaplan and Morton
2004), and strategic choices can differ from one to another. There are apparently different approaches
to managing a business portfolio at different environment. Depending on strategies, it will be
interesting to see who survives, who struggles, who fails, and who succeeds after COVID-19 (Chuck
2021). This study will only evaluate barriers to implementing the chosen strategy, not the reasons for

choosing the strategy.

Research Questions

By addressing the above problem statement, this study attempts to provide an answer by examining
the types of strategic barriers and how do strategic barriers influence strategy execution during
COVID-19 pandemic period? Strategic barriers are identified by Kaplan & Norton (2001) as vision,
people, management, and resources. In other research, strategic barriers can result from other aspects
such as culture, leaderships, communications, time, cost cutting, trust, goals and many more. This
study will use Kaplan and Morton (2001) as our grounding theory and code the other factors into
themes under the four principal barriers. Tt is crucial to examine what is affecting implementation,

especially during unfavourable periods, when performance must be maximized.

Different categories of hotels will control different levels of resources, as is evident, in the aspect of
tangible and intangible. Staff levels may differ in between types of hotel. Moreover, operating
facilities will also be different. For example, a five-star hotel is required to operate with a spa, a
swimming pool and at least five restaurants. When profit centres such as restaurants and spas are
forced to close during regulations of government under COVID-19, strategic decisions are more
difficult to make when comparing to a lean service hotel business model. It is imperative to
understand what are the key barriers for hoteliers to successfully implement their strategies during
Covid-19? What are the differences and similarities among the barriers encountered in different types

and categories of hotels?

Relevance and Importance of the Research

A strategy gap analysis is essential for ensuring the implementation of business strategy. Knowing
strategic barriers can help companies to optimize available resources during strategy implementation
in order to avoid abusing resources and making mistakes. In the period of COVID-19 pandemic,
business conditions are unfavourable, risks are high and the window of opportunity is limited. It is
the purpose of this study to provide hotel practitioners with insight into overcoming challenges over
this specific period. Study participants will be interviewed regarding the challenges faced by the

types of hotel they operate and the strategy gaps they experience.

There are several reasons why this study is significant:

* Itis intended to serve as a record for Hong Kong Hotel practitioners during the covid-19
outbreak.

¢ To get a better understanding of the hospitality industry from hotel leaders and the different
hotel classes.

* To identify the key strategic barriers that influence hotel practitioners in strategy execution
during covid-19.

* To discuss how these barriers may vary between different types/classifications of hotels.

Literature review

Key Concepts, Theories and Studies

Strategic management is one of the most cited topics with over 4 million times at google scholar.
Influential studies and theories are introduced by academies in the past decades. Professor Peter
Drucker published his book of strategic management in 1964 describes and illustrates how to manage
discontinuities by repeating and changing processes (Maciariello 2018). In 1985, Professor Michael
Porter presented his book Competitive Advantage, introduced Porter's five forces (Porter 1985), a
framework mostly used in analysing business competition. The Resource Base View, presented in
1991 by Professor Jay Barney, complements the external forces by focusing on a firm’s internal
resources (Barney 1991). The balance scorecard was introduced by Kaplan and Norton in 2001 as a
tool for strategic management. Research and theories are concentrating on analysis, formulation, and

implementation of strategies.

Sustaining competitive advantage is the key to strategic management and will competitive advantage

last even at COVID-19 pandemic period? A generic strategy, according to Porter (1985), is either
10



cost differentiation, product differentiation or focus strategy. If strategy is properly implemented, a
company with a competitive advantage will be able to outperform its competitors. Over the years
Professor Michael Porter published numerous books and articles on competitive advantage. Through
his work, Professor Porter has explored the bases of competitive advantage and its sustainability
through the lens of conceptualizing a firm’s resources and capabilities. In recent years, Professor
Porter takes a broader concept of competitive advantage and apply it to nations, from industries to

political and geographic units implying that competitive advantage is more than just a theory.

Professor Jay Barney studies a firm's internal sources of sustained competitive advantage (Barney
1991), theories for how a firm creates strategic value focused on gathering resources from multiple
stakeholders. Resources alone do not enable a firm to form and implement strategies. A firm’s skills
and abilities allow them to compete more effectively with other players in the industry. A firm can
achieve greater organizational performance, explicit value creation mostly in terms of profit, only
when internal resources and capabilities are utilized efficiently and effectively (Barney 1991). The
concept of a firm's resources mainly refers to tangible and intangible assets. Intangible resources are
resources without any physical appearance owned and controlled by a firm. Brand reputation, human
resources, trademarks, intellectual property, trust, leadership and teamwork are group as intangible
resources. Different from physical resources, intangible resources, for example, brand reputation to
some degree cannot be traded on the market, costly to duplicate, and takes a long time to build.

Intangible resources are more sustainable in nature, as a source of competitive advantage for a firm.

Most of these studies examine strategy under a stable environment on performance and growth.
Theoretically, companies should maintain business performance during challenging times if they
have a competitive advantage over their competitors. When faced with the unexpected changes and
challenges of a COVID-19 pandemic, will a firm with a competitive advantage survive? Will
strategies be able to sustain in a disrupted environment? Top-brand hotels have a better reputation,
as competitive advantage, do top-brand hotels have a higher chance of surviving than independent

hotels during COVID-19 period?

Strategy is about choice (Porter 1985), a firm's choice based on its assessment on competing
environment. A company may need to make strategic decisions due to changes in the business
environment. Implementations of strategic plans and measurements are well defined and analysed
in a balanced scorecard (Kaplan and Morton 2001). The balance scorecard gives managers four

perspectives, including financial, customer, internal, innovation and learning. Looking at the goals
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and measures in connection with the four perspectives, managers can examine below (Kaplan and

Morton 1992):

« Is afirm well-received by customers? (customer perspective)
» In what areas is a firm good at? (internal perspective)
« Is afirm creating value through improvement? (innovation and learning perspective)

«  What is a firm’s approach to shareholders? (financial perspective)

Key Debates and Gaps in Existing Knowledges

Professor McGrath of Columbia Business School pointed out strategy in most literature is evaluated
on a stable and undisrupted environment (Bell 2013). Professor McGrath argues that sustainable
competitive advantage does not exist (HBR 2013). It is more important for a company to focus on
capturing opportunities as soon as identified rather than focusing on establishing a sustainable
competitive advantage as part of strategy (HBR 2013). In fact, there is an essential need for a strategy
to make a difference in a volatile and unsettled environment. A variety of frameworks like SWOT,
Porter's Five Forces, Resource-Based View, and Balanced Score-Card are commonly used to
evaluate strategy formulations and implementations. Unofficial research indicates approximately 20
to 50 strategy frameworks from various scholars are available. Using the strategy frameworks
described above, a solid blueprint of a business should have been built. What are the chances a
company will survive in these tough economic times if they follow these blueprints? In order to
successfully implement strategy, there will always be challenges. Study on the strategy gap or

strategic barriers, or the gap between profitability objectives and actual profitability levels, is lacking.

The purpose of this study is to bridge a research gap that is seldomly investigated. In light of the
COVID-19 outbreak, it is critical to understand the challenges on strategy implementation. In limited
study by Kaplan and Norton (2001), nine out of ten companies failed to successfully implement
strategy. A people barrier, or human resource barrier, stands out to be a strong barrier. The same
study, Figure 3, cites management, vision, and resources are also barriers to strategy implementation

(Kaplan and Norton 2001). This analysis reveals the following:

e Only 5 percent of the workforce understands the company's strategy. In other words, 95

percent of the workforce lacks vision.
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» In 25 percent of cases, managers will align incentives with their strategies. In 75 percent of
cases, there are no incentives for staff to execute strategy.
¢ Almost 85% of executive teams meet less than one hour a month discussing strategy.

* In 60% of organizations, budgets and strategies are not linked.

Figure 3 — Strategic Barriers

Only 10% of
organizations execute
their strategy

Barriers to strategy Execution

~

/

\

.

Vision People Management Resource
Barrier Barrier Barrier Barrier
Only 5% of the Only 25% of 85% of 60% of

workforce managers have executive teams organization
understands the incentives linked spend less then don’t link budget
strategy to strategy one hour per to strategy
month
discussing
strategy

Source: Ahmad and Rajuddin (2006)

Research design and methods

Research design

A qualitative method and exploratory nature are chosen for this study. Method is chosen due to the
complexity of hotel industry which is also known as people industry (O'Gorman & MaclIntosh 2014).
Intangible resources are the most valuable part of this industry, owing to the nature, it is hard to
measure scientifically. This research is aim at looking for insights which can be shared from the
research unit. In addition, research units are chosen in specific to look at cases and representation for
the period of Covid-19 pandemic in Hong Kong. The aim of this study is to identify the key strategic
barriers that influence Hong Kong hotel practitioners in strategy execution during COVID-19
pandemic. Moreover, this study will measure if these barriers differ among various classes of hotels

within the defined research unit.
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This study is designed to collect primary data from semi-structured interviews with head of hotels,
the department heads or assistant department heads of the research unit. The interviewee is invited
to share their experience as a leader, leading through unexpected dynamic business environment,
overcoming challenges and strategic barriers in operating a hotel. Interviews are ideal to be
conducted face-to-face, by zoom or other digital platforms. On the other hand, telephone interviews
will also be considered if chosen by interviewees. All interviews are planned to be recorded.
Researcher will prepare a written transcript for each interview, and will be passed along to
interviewee for validation in order to ensure all data collected is accurate and unbiased. Snowball
sampling will also be considered to recruit more data due to interviewees are relatively rare and

difficult to find within the research unit.

In addition, secondary sources data will also be analysed, including trade journals, trade magazines,
and association reports. Research findings from hotel internal reports and hotel inspection tours are

planned if approved by study participants.
This study may expect the following findings (F):

» F1: Hotels are experiencing some level of strategic barriers under the impact of covid-19.
> F2: Different classes of hotels will experience different level of barriers.

> F3: Hotel practitioners can learn to overcome with insights share.

Methods and Sources

Research focus is constrained to the study period of January 1, 2020 to December 31, 2021. The
research participants must be servicing the study unit within the define study period. Moreover,
participants must be in current job position within the define study period. The participants should
be leading and servicing the research unit during this defined study period. This particular study
period was described as an unexpected and dynamic business environment. As a result of such
conditions, participants will be interviewed to obtain the insights on relevant research objectives of

this study.

Research Unit

The secondary aim of this study is to measure if these barriers differ among various classes of hotels
within the defined research unit. As such, one representation of each of the following classes of

hotels will be invited:
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+ Hotels owned or managed by international brands. Brands such as Hyatt, Four Seasons
Hotel, Accor, Marriott International, InterContinental Hotel, Peninsula, etc.

5-star or 4-star rating Hotels which hotel properties are running with accommodations and
food & beverage outlets and other revenue units including spas, etc.

+ Selected service hotels which hotel runs only accommodations with least hotel services and
usually less staff.

+ The research unit which is the one of 36 quarantine hotels that reacted to COVID-19 and
worked with government and provided accommodations and meals for 14 to 21 days during

quarantine.

Semi-structured Interview

Researchers will invite hotel leaders to share their experiences in order to achieve the research goal,
as such, head of hotels, general managers, department heads or assistant department heads of study
unit will be invited. To acquire primary data, semi-structured interviews are prepared (Appendix 2).
An overview will be provided by the researcher before the interview begins to provide participants
with a brief concept. Participants will also be encouraged to share examples, stories, and experiences
with the researcher. When answers do not match variables or themes of strategy barriers, researcher
will probe for additional questions. After the interviews, validate the content with the participants to
confirm that the interpretation is correct. Variables will be coded and aligned based on theoretical
concepts. In addition, data from the interviews will be analyzed using thematic analysis. Data on a

nominal scale for some of the responses from the interviews.

Limitations of Study and Considerations

Similar to many other studies there are challenges and expected limitations on this research. Firstly,
a qualitative research method is used in this study, which could result in interpreter bias and the
subjectivity of results. Primary data of this study is collected from semi-structure interviews with
head of hotels and leaders of departments. Then, the data collected will be themed and content coded.
Despite the best effort, possibility of subjectivity cannot be disregarded. Furthermore, if data
collected from interviews, such as conversation and stories, are not objective, then this can indicate
defective risks related to the period and incident. An interview transcript will be prepared at the end
of the interview for the participant to validate and minimize bias impacts on data collection.
Secondly, the sample size is relatively small. As per Hong Kong Hotel Association, there is only
104 member hotels in Hong Kong. One sample hotel of a defined class, out of 104 hotels, is picked

15

to represent a research unit may address the limitation on research generalization. Therefore, this
research used one representation of different hotel classifications, allowing for a less generalized
analysis. Thirdly, the study does not produce any scientific data and there is no validation for a
broader population that could be generalized or applied worldwide. This research study is limited to
Hong Kong Hotels only, and geographical representation is small. Thus, it is recommended that
further research be conducted at different geographical locations to improve dependability of this
stud. Lastly, this research period will target at least 20 interviews from sample research unit.
However, due to time constraints, as well as the volume of data received from the interviews, a deeper

analysis may not be possible within the limited resources.

Implications and contributions to knowledge

Practical Implications

The word strategy is a combination of two Greek words meaning utilise the forces and defeat the
enemies?. The paradox of strategy from The Art of War, by Sun Tzu, since 5" century B.C>. In
ancient times, strategy is always associated with unstable, uncertain and war. Since the 1960s, when
strategy management became popular, many academics have studied strategy development, analysis
methods, and strategy implementation measurement. Professor Porter emphasizes the five-force
model and value chain analysis when analysing external factors. Professor Barney emphasizes the
importance of resource base theory focusing on internal resources and capabilities of a firm. Kaplan
and Morton introduce balanced scorecard as a strategy implementation framework. However, few
academics investigate the obstacles to strategy implementation. The environment is stable and
homogeneous in most strategic theories. However, this is not the case in reality. Because the business
environment has altered as a result of COVID-19, creating a dynamic and unstable scenario, this
study will be valuable in determining how strategy barriers will limit the success of strategy
implementations. Knowing that the resources available at various hotel classes differ, strategy
obstacles are expected to differ. Other practitioners will be able to make better strategic decisions as
a result of the insights given by industry leaders. Furthermore, by identifying strategy
implementation gaps, it is possible to improve strategy execution in order to ensure predictable results

and add competitive advantages.

Previous research has focused on a stable environment, but the COVID-19 epidemic has created

uncertainty in the corporate environment. Hoteliers in Hong Kong have learned from earlier SARS

2 https://en.wikipedia.org/wiki/Strategy
3 https://en.wikipedia.org/wiki/The_Art_of War
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outbreaks in 2003 and the 2009 SWINE flu pandemic. In comparison to the COVID-19 pandemic,
which has swept the globe, the impact on travel prohibition is massive. There is lack of research
studies in this particular area for Hoteliers to learn from the impact. Researchers are focused on
COVID-19 pandemic impact on industry overall; yet, not covering strategy in particular. This study
will focus on strategy gap and intend to well cover on barriers of implementation. Looking into
identifying barriers can minimize the gap and improve strategy execution, value creation and obtain
competitive advantage. Identifying the barriers can improves process of execution. Minimize issues
with performance or efficiency of hotel operations. The importance is to avoid failure, facilitate
execution, improve value creation. This study aims to provide insights to hotel practitioners in Hong
Kong and hoteliers facing this problem may implicate other hoteliers in other destination. These
findings also provide insights to managers and factors that maybe useful in future when leading

strategic changes, developing strategy and planning.

Theoretical Implications

The theoretical contribution on identifying strategy barriers, or gap analysis, is to examine root cause
of challenges. Research by Kaplan and Morton reveals that only five percent of employees are aware
of a company's vision. In other words, it is necessary to study 95 percent of the workforce and the
causes of failures in communication with the workforce. By identifying the cause, this study is
providing the opportunity to improve business situation in the future. The hospitality industry
practitioners can avoid wasting time on the same problems by following the findings in this study.
Several studies have addressed the challenges faced by disruptive events in the past, this evaluation
on strategy barriers is not commonly addressed in existing academic literature. The absence of
foundational theories encourages further research. Though this is an exploratory study, the findings
will help to strengthen the strategic barrier model and develop a stronger theory in this area for future
research. This study suggests that firms can improve resources efficiency, minimize risks, and take

advantage of opportunities by minimizing strategic barriers to implementing business strategies.

17

References

Aczel, P. (2015) ‘Case Study Method’, International Journal of Sales, Retailing & Marketing, 4(9), pp.
15-22. Available at:
http://search.ebscohost.com/login.aspx ?direct=true&db=bth& AN=116381441&site=ehost-live
(Accessed: 9 August 2021).

Ahmad, A. and Rajuddin, M.R. (2006). Barriers to translate strategy into action: balanced scorecard
approach. In International Conference on Technology management.

Aladag, O.F., Késeoglu, M.A., King, B. and Mehraliyev, F. (2020). Strategy implementation research
in hospitality and tourism: Current status and future potential. International journal of hospitality
management, 88, p.102556.

Alan, C.B., So, S. and Sin, L. (2006) Crisis management and recovery: how restaurants in Hong Kong
responded to SARS. International Journal of Hospitality Management, 25(1), pp.3-11.

Anon (n.d.) www.aaa.com. AAA Inspections and Diamond Ratings — Diamond Rating Definitions.
[online] Available at: https://www.aaa.com/diamonds/diamond-ratings-definitions.html [Accessed
25 Aug. 2021].

Anon (n.d.) www.coronavirus.gov.hk. (n.d.). COVID-19 Thematic Website, Together, We Fight the
Virus, Designated Hotels for Quarantine. [online] Available at:
https://www.coronavirus.gov.hk/eng/designated-hotel.html. [Accessed 25 Aug. 2021].

Anon (n.d.) www.hotelstars.eu. Hotelstars.EU - Portal. [online] Available at:
https://www.hotelstars.eu/index.php?open=Criteria [Accessed 25 Aug. 2021].

Anon (2020) The Edge Markets. Cover Story: Overcoming tough times. [online] Available at:
https://www.theedgemarkets.com/article/cover-story-overcoming-tough-times. [Accessed 25 Aug.
2021].

Anon (2006) "Interview with Kaplan and Norton", Strategic Direction, vol. 22, no. 10, pp. 13.

Barney, J. (1991). Firm resources and sustained competitive advantage. Journal of management, 17(1),
pp-99-120.

Bell, Gareth (2013) "The end of the strategy world as we know it? Rita Gunther McGrath on how
sustainable competitive advantage may be a thing of the past: an interview with Rita Gunther
McGrath, Columbia Business School, USA", Strategic Direction, vol. 29, no. 8, pp. 37-40.

Cheung, Elizabeth (2020). "China coronavirus: death toll almost doubles in one day as Hong Kong
reports its first two cases". South China Morning Post. Archived from the original on 22 March
2020.

Chuck, Kelly (2021). The tale of two hotels in COVID times. [online] Insights. Available at:
https://insights.ehotelier.com/insights/2021/08/25/the-tale-of-two-hotels-in-covid-
times/?goal=0_e17a7bf7c4-38b17916£3-326528661&mc_cid=38b17916f3&mc_eid=483245999d
[Accessed 26 Aug. 2021].

D, OK, & Maclntosh, R 2014, Research Methods for Business and Management : A Guide to Writing
Your Dissertation, Goodfellow Publishers, Limited, Oxford. p.75 Available from: ProQuest Ebook
Central. [8 August 2021].

18



Discoverhongkong.com (Jan 2021). Press Release Hong Kong Tourism Board [online] Available at:
https://www.discoverhongkong.com/content/dam/dhk/intl/corporate/newsroom/press-
release/hktb/2021/01-2020-full-year-arrivals-E.pdf. [Accessed 5 Aug. 2021].

Gursoy, D., Maier, T.A. and Chi, C.G. (2008). Generational differences: An examination of work
values and generational gaps in the hospitality workforce. International journal of hospitality
management, 27(3), pp.448-458.

HKMA (Mar 2021) THE IMPACT OF INBOUND TOURISM BOOM AND BUST ON HONG
KONG’S LABOUR MARKET [online] Available at:
https://www.hkma.gov.hk/media/eng/publication-and-research/research/research-
memorandums/2021/RM02-2021.pdf [Accessed 25 Aug. 2021].

Hk-lawyer.org (Oct 2020). COVID-19 and Pure Economic Loss: Would Hong Kong Courts Permit
Recovery? | Hong Kong Lawyer. [online] Available at: http://www.hk-lawyer.org/content/covid-
19-and-pure-economic-loss-would-hong-kong-courts-permit-recovery. [Accessed 21 Aug. 2021].

Harvard Business Review. (2013). The End of Competitive Advantage. [online] Available at:
https://hbr.org/2013/08/the-end-of-competitive-advanta [Accessed 5 Aug. 2021]..

Hong Kong Hotels Association (June 2021) Hotel Industry Performance in June 2021.

Hospitality ON. (Apr 2021). 2021 worldwide ranking of hotel groups: global leaders slow down but
keep expanding their portfolios. [online] Available at: https://hospitality-on.com/en/hotel-
development/2021-worldwide-ranking-hotel-groups-global-leaders-slow-down-keep-expanding-
their.

Info.gov.hk (Mar 2008). North American hotel group opens second hotel in Hong Kong. [online]
Available at: https://www.info.gov.hk/gia/general/200803/28/P200803280210.htm [Accessed 21
Aug. 2021].

Kaplan, R.S. and Norton, D.P. (1992). The Balanced Scorecard—Measures that Drive Performance.
[online] Harvard Business Review. Available at: https://hbr.org/1992/01/the-balanced-scorecard-
measures-that-drive-performance-2.

Kaplan, R.S. & Norton, D.P. (2001) "The strategy-focused organization", Strategy & Leadership, vol.
29, no. 3, pp. 41-42.

Kaplan, R.S. & Norton, D.P. (2001) "Transforming the balanced scorecard from performance
measurement to strategic management: Part 1", Accounting Horizons, vol. 15, no. 1, pp. 87-104.

Kaplan, Robert S & Norton, David P (2001). Transforming the Balanced Scorecard from Performance
Measurement to Strategic Management: Part 1. Accounting horizons, 15(2), pp.147-160.

Kaplan, R.S. and Norton, D.P. (2004). Strategy maps: converting intangible assets into tangible
outcomes. Boston, Mass.: Harvard Business School Press.

King, C., Funk, D.C. and Wilkins, H. (2011). Bridging the gap: An examination of the relative
alignment of hospitality research and industry priorities. International Journal of Hospitality
Management, 30(1), pp.157-166.

Koop, A. (2021). When Will Your Country Recover from the Pandemic? [online] Visual Capitalist.
Available at: https://www.visualcapitalist.com/when-will-your-country-recover-from-the-
pandemic/ [Accessed 19 Aug. 2021].

19

Leinwand, P. and Mainardi, C.R. (2016). Strategy that works: How winning companies close the
strategy-to-execution gap. Harvard Business Review Press.

Leung, P. and Lam, T. (2004) ‘Crisis Management During the SARS Threat: A Case Study of the
Metropole Hotel in Hong Kong’, Journal of Human Resources in Hospitality & Tourism, 3(1), p.
47. doi: 10.1300/J171v03n01_05.

Maciariello, J.A. (2018). Drucker, Peter: The Drucker Strategic Management System.

Martin-Rios, C. and Ciobanu, T. (2019). Hospitality innovation strategies: An analysis of success
factors and challenges. Tourism Management, 70, pp.218-229.

Porter, M.E. (1985). Creating and sustaining superior performance. Competitive advantage, 167,
pp-167-206.

Mishra, S.B. and Alok, S. (2017). Handbook of research methodology. Educreation. [online] Available
at:
https://www.researchgate.net/publication/319207471 _HANDBOOK_OF RESEARCH_METHOD
OLOGY. [Accessed 5 Aug. 2021].

O'Gorman, K.D. and Maclntosh, R. (2014). Research methods for business and management.
Goodfellow Publishers Limited.

Okumus, F. and Roper, A. (1999). A Review of Disparate Approaches to Strategy Implementation in
Hospitality Firms. Journal of Hospitality & Tourism Research, [online] 23(1), pp.21-39. Available
at: https://journals.sagepub.com/doi/10.1177/109634809902300103. [Accessed 5 Aug. 2021].

Phillips, P.A. (2007). The Balanced Scorecard and Strategic Control: A Hotel Case Study Analysis.
The Service industries journal, 27(6), pp.731-746.

Rauch, E., Damian, A., Holzner, P. and Matt, D.T. (2016). Lean Hospitality-Application of Lean
Management methods in the hotel sector. Procedia CIRP, 41, pp.614-619.

Sandstrom, J.K. and Reynolds, D.E. (2020). Leading a successful hotel: A look at the general
manager’s ability to utilize multiple leadership styles. International Journal of Hospitality
Management, 89, p.102399.

Stonehouse, G. & Snowdon, B. (2007) "Competitive Advantage Revisited: Michael Porter on Strategy
and Competitiveness", Journal of Management Inquiry, vol. 16, no. 3, pp. 256-273.

Sudrez-Barraza, M., Smith, T. and Dahlgaard-Park, S. (2012) ‘Lean Service: A literature analysis and
classification’, Total Quality Management & Business Excellence, 23(3/4), pp. 359-380. doi:
10.1080/14783363.2011.637777.

Teixeira, K.R.M. and Carvalho, R.B. (2017). Perception of employees on their involvement in the
implementation of Cemig's strategy. REBRAE, 11(1), pp.56-71. [online] Available at:
https://www.researchgate.net/publication/321938213_PERCEPTION_OF_EMPLOYEES_ON_TH
EIR_INVOLVEMENT_IN_THE_IMPLEMENTATION_OF_CEMIG%27S_STRATEGY
[Accessed 5 Aug. 2021].

Tellis, W.M. (2015). Introduction to Case Study. [online] NSUWorks. Available at:
https://nsuworks.nova.edu/tqr/vol3/iss2/4/.

Tellis, W. (1997). Results of a Case Study on Information Technology at a University. The Qualitative
Report.

20



Tura, N., Hanski, J., Ahola, T., Stahle, M., Piiparinen, S. and Valkokari, P. (2019). Unlocking circular
business: A framework of barriers and drivers. Journal of Cleaner Production, 212, pp.90-98

UNCTAD.org (Jun 2021). Global economy could lose over $4 trillion due to COVID-19 impact on
tourism | UNCTAD. [online] Available at: https://unctad.org/news/global-economy-could-lose-
over-4-trillion-due-covid-19-impact-tourism. [Accessed 21 Aug. 2021].

UNWTO (2020). Impact assessment of the COVID-19 outbreak on international tourism | UNWTO.

[online] www.unwto.org. Available at: https://www.unwto.org/impact-assessment-of-the-covid-19-
outbreak-on-international-tourism. [Accessed 21 Aug. 2021].

21

0.06

Appendix 1- HKTB HK Hotel Classification System

2018 £ F;

bl

Hong Kong Hotel Classification System - 2018

The Hong Kong Hotel Classification System features five key
indicators. including “facilities”. “location”. “staff-to-room ratio”.
“average achieved room rate” and “business mix

Except for “average achieved room rate”. which is complied based on

results of the Hotel Room Occupancy Surveys. hotels are scored based

on the information they provide for the indicators.

The scoring methods for the five indicators are as follows:

3.1 Facilities - Separate assessments on F&B. IT. business as well as health
and related facilities are untaken to consolidate the score for facilities. The
scoring methods for individual components of facilities are shown below:
Components Score
F & B Facilinies 0to8 Based on number of F&B
(0.09) outlets
IT Facilities (0.05) 0to4 Based on the availability of such

facilities as laptop computer on
request.  m-room  broadband
access. free wifi and in-room
data port

Business Facilities 0to4 Based on the availability of such

(0.06) facilities  as  business centre.
banguet facilities. conference
meeting facilities and executive
floor.

Health and Other 0to6 Based on the availability of such

Facilities (0.05) facilities as  fimess  cenfre,
swimming pool. sports facilities
massage service. sauna’spa and
rooms for disabled guests.

32 Lacation Score

Tsim Sha Tsui. Central. Admiralty. Caunseway Bay and 5
International Theme Parls

Jordan, Mong Kok, Yau Ma Tei. Wan Chai and 4
Temmnals with/next to Immmgraton Clearance &
International Convention & Exhibition areas.

North Point. Sheung Wan. Western Districts, Hung 3
Hom. Shatin and Tsuen Wan

o

Other Kowloon and Hong Kong areas

Other NT areas and ontlying islands 1
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Appendix 2 — Interview Questions

SRR ST 33 Staff to Room Ratio (SRR) Scare
SRR »=1.00 3 SRR == 100 3
100> SRR = 0.50 2 1.00 = SRR >=0.50 2 Interview Questions
SRR < 0.50 1 SRR < 050 t
1 What is the major impact of COVID-19 to your hotel?
Please name min. 1 and max. 5 impact
— 34 Average Achieved Room Rate (AARR) Siore 2 How does it affects your hotel operations?
Please name min. 1 and max. 5 affects
3 AARR ==1400 3
2 1400 > AARR >= 850 2 = - 2
- 3 What choices have you made under the influence of COVID-13 impact?
1 AARR < 830 1

Piease name min. 1 and max. 5 choices

Note: Figures to be updated based on resnlts of the Horel
Room Occupancy Survay.

4 When you made your choice, what is your biggest barriers / obstacles / hurdles?
L 35 Binbuss Min(BM) Seare Piease name min. 1 and max. 5 barriers
2 % of Business Visitors == 20% 2 Measure them by % out of 100%
1 %5 of Business Visitors < 20% 1
Note: Figures to be updared based on resuits of the Departing Visitor 5 Please explain barrier 1 being an obstacles?
s Please explain barrier 2 being an obstacles?
fid e 4. The composite score of a hotel, which 1s compiled based on the scores Please explain barrier 3 being an obstacles?

obtained for the indicators and the weights of the indicators. is an
overall measure reflecting the category of the hotel. The weights of the

Please explain barrier 4 being an obstacles?

indicators are as follows: Please explain barrier 5 being an obstacles?
Indicat Weight = .
e S o = How did you overcome barrier 1 as an obstacles?
025 Facilities 023
0.20 Location 0.20 How did you overcome barrier 2 as an obstacles?
020 Staff to Room Ratio 020 How did you overcome barrier 3 as an obstacles?
) Ave Achieved Re R 2 N N
0 oAt il e How did you overcome barrier 4 as an obstacles?
01s Business Mix 015 - -
0 Overall 100 How did you overcome barrier 5 as an obstacles?
7 What have you learn from barrier 1 experience?
5. Based on the composite score compiled. the category standing of the What have you learn from barrier 2 experience?

e e e e L What have you learn from barrier 3 experience?

What have you learn from barrier 4 experience?

g_‘;‘r‘:a‘;‘;“g . Cotighsits 3‘;‘" (BC:(: What have you learn from barrier 5 experience?
igh Tariff A Hote =13
High Tariff B Hotel
Medium Tanff Hotel 8 Please share a few in-sight from this COVID-19 experience
Min. 1and max. 3
Hii SR Sl HE 6. Public hsting of hotels by categorv is not available. However.

individual hotels are informed of their respective category so that they

can compare their own performance against their category averages m
the hotel industry.

+ HniE

R BN 7.  To mantain a consistent base for data comparisen. a suspension period

1s in force before the caregory of a hotel 1s revised.

Source: https://partnernet.hktb.com/en/research_statistics/research _publications/index.html?id=3978
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