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Executive summary


Introduction
This consultancy report is being prepared at the request of the Hilton worldwide holdings for the Hilton hotel in Cardiff as they brought to our attention that their business has been experiencing adverse effects of seasonality. This is a widespread problem of hospitality sector in Wales, and literature from as far back as the late nineties and persists to this day and the study of these patterns of supply and in hospitality is still seen as vital to the industry's growth and development. “In our opinion, one of the key issues of tourism is understanding how to manage seasonality successfully.” Yabancı, O. (2023. p,2) Echoes the sentiment that this issue is still relevant to the current hospitality industry in Wales. Its states that,” Wales shows much larger seasonal variations than the other two regions in both the short and long holiday market, and some 6 0 % of all domestic holiday expenditure is typically generated in the three months of July, August, and September. Tackling the problems associated with the seasonality of demand, therefore, is a crucial issue for the tourism industry in Wales.” Koenig, N. and Bischoff, E.E. (2003. P,231) This illustrates the challenges posed by seasonality to hospitality organizations in Wales. there are many causes of theses seasonal fluctuations in demand, Lundtorp et al. (1999) stated “five common reasons for seasonality which are climate and the true seasons of the year, human decision factors, social pressure and fashion, sporting seasons, inertia, or tradition”. Other literature by Cannas (2012 p,1482) groups the major causes into three, that is, the weather, timing decisions for example when schools are on vacation and calendar effects, for example, during the religious festivities. which are illustrating common factors that are proven drivers behind seasonality of hospitality sector in Wales and indeed wider a field as seasonality being a significant aspect that characterizes tourism, Butler (1994) and Hartman (1986) view it as an occurrence that is not easy to control or modify. Alshuqaiqi (2019 p,1480) illustrating the intrinsic link between the Hospitality industry and seasonal fluctuations in demand and how difficult it may be to change consumer habits.
 The hotel we will be consulting on is the Hilton hotel Cardiff located at Kingsway, Cardiff, CF10 3HH, United Kingdom. Booking.com (2024) where the hotel is marketed as “in the heart of Cardiff, this luxury hotel is in the city center, looking out over Cardiff Castle and City Hall. It has large, air-conditioned rooms, a 20 yards heated pool, a gym, sauna, steam room and Jacuzzi. The Hilton Cardiff is 200 yards (about 182.88 m) from the shops of Queen Street and just a few minutes’ walk from the night life of St Mary’s Street. The Principality Stadium and Cardiff Central Rail Station are both 0.8 miles away. The modern luxury rooms have mini fridges, magazines, and large flat-screen TVs. Rooms are available with glorious views over Cardiff Castle. The ground floor revealed a stunning new look for 2023 with a smart new reception desk and stylish new Graze Restaurant & Bar. The hotel offers 24-hour room service, concierge service, sightseeing tour tickets and a business center. Cardiff International Airport is just 26 minutes' drive away. Cardiff Castle is 200 yards (about 182.88 m) from the hotel, while St David's Hall is 450 yards (about 411.48 m) from the property.” booking.com (2024).
The analysis tools used in this report are the SWOT and PESTLE analysis tools and the TOWS matrix. These tools have been chosen as “SWOT analysis is a classical strategic planning instrument. By using the framework of strengths and weaknesses and external opportunities and threats, this instrument provides a straightforward way to estimate the best way to implement a strategy “.Oetomo (2012) p,174) and will be integrating into this report the PESTLE, also called PEST, is an analytical tool created by Francis Aguilar in 1967, it has the purpose of functioning as a “strategic planning and analysis framework” for the study of “micro-environment and macro environment” and developing “strategic thinking" Akman (2020.p,97) these tools will be combined with the “TOWS Matrix for matching the environmental threats and opportunities with the company's weaknesses and especially its strengths.” Weihrich (1982) this will help to give our analysis a broader scope for the issue facing the hotel in question and allowing our company to provide a suitable course of action for management.

Analysis
The issue described by the hotel is the dramatic difference between guest numbers during the off-peak months severely affecting profitability. This is being caused by the low visitor numbers during the quiet months

Hotels and hospitality organizations in Wales are faced with issues due to the negative effects of seasonality of tourism industry in Wales. As a result, they suffer from fluctuating demand depending on what time of the year it is. In the Welch hospitality industry, the busiest time or peak season “is in the three months of July, August, and September” Koenig (2003) this is the busiest time characterized by high occupancy rates and less demand elasticity as prices are at a premium and it has insignificant effect on demand for hotels and hospitality organizations Out of the seventeen examined international hotels, while few assumed demand elasticity and agree that prices may affect the demand, only one hotel was found to carefully set pricing that may maximize the profit under seasonality. Alrawabdeh 2021

 Whilst on the other hand during the slower times  or off-peak season is characterized by low occupancy rate negatively impacting REVPAR or revenue per available room. During this period customers are more likely to be more concerned with the price, creating more demand to price elasticity. Also having negative impacts on number of bookings, revenue stability, consistency of service quality, and operational efficiency. The issue of seasonality causes problems of unpredictability in cash flow and further hampers financial and resource Managment and may impede planning for future.

How seasonality may affect this hotel

Revenue instability
Seasonality leads to fluctuating cash flow, with the peak season generating most of the yearly income and in the off-peak season it leads to significant reduction in revenue. This makes it difficult to remain profitable all year round, and make fiscal management and strategic planning for future more challenging
Reduced occupancy and underutilization of facilities
During off-peak season hotels may have to operate at minimal occupancy leading to underutilization of facilities and rooms. Resulting in increased per unit operating costs, utilities such as heating and electricity still costing as much as in peak season, during off-peak season this may have significant impact on profitability and efficiency. A statement echoed by “underutilization of factors in hotels that do not operate continuously has a negative impact on the efficiency.” Sáez-Fernández(2020)

Resource management and staffing issues
During peak season it may become necessary for hotels to hire extra staff to cope with higher occupancy rates, which increases training costs and the cost of temporary contracts. Adversely during off-peak times low occupancy rates may lead to layoffs and reduced hours, this instability may affect staff morale, increase staff turnover, and impact service quality or consistency. As untrained or temporary workers may struggle during peak season ./quote and citation needed/

Pressure on marketing and promotion 
During off-peak seasons hotels usually spend more on marketing and promotions to mitigate the lower demand and occupancy rates. ./quote and citation needed/




Root causes of seasonality

Climate and weather
During the summer in Wales, the weather is favorable, not the case in winter, where it is much colder and wetter. These weather conditions deter visitors from seeking outdoor activities. According to Smith (1993), it is almost self-evident that tourism is contingent on weather and climate, and most outdoor tourism depends on the attraction of certain natural resources that are climate-dependent .Yabancı, (2023. P,3)


School holidays and work patterns
The summer school holiday and work schedules are drivers during the peak season. Cannas (2012) groups the major causes into three, that is, the weather, timing decisions for example when schools are on vacation and calendar effects, for example, during the religious festivities. Alshuqaiqi (2019 p,1482


Economic conditions and customer behavior
In Wales, the warmer summer months are more attractive to travelers, as they prioritize leisure and outdoor activities. From the guest's point of view, they get more for their money during peak season as opposed to the off-peak and winter months.

Is the issue related to reputation

Yes, it is how hotels navigate the highs and lows caused by seasonality may affect hotels reputation positively or negatively depending on the guests experience and satisfaction.

Hotels reputation for quality and consistent service 
If the service quality is inconsistent during the different periods of seasonality this may negatively impact on the hotel’s reputation. Just the same as consistent quality service year-round will have a positive effect as your hotel will be seen as a year-round destination and increase occupancy rates during off-peak seasons. /quote and citation needed/

Hotels reputation for value 
If during off-peak a hotel offers a significant discount this may result in positioning itself as a “budget” option which could have a negative impact as guess perception of value of peak season rates. 
Marketing the hotel as a year-round destination
Seasonal closing may prevent hotels from building a brand image and reputation as a year-round destination.

How seasonality affects hotel’s profitability

Reduced cash flow 
Lower occupancy rates during the off-peak season negatively impacts revenue streams, leading to over reliance on revenue from peak season to balance the books annually. Increasing financial stress and complicating monetary management and strategic decision making.
Higher operating costs
Lower occupancy rates and fewer guests does not necessarily mean the minimizing of expenditure as fixed costs such as utilities and maintenance may cost just as much as they do during peak times, affecting margins and overall profitability../quote and citation needed/

Off-peak season promotions and discounts
Offering discounts and promoting unique package deals to customers during these off-peak seasons may positively affect occupancy rates but one must ensure that hotel's' reputation may be damaged by overreliance of these tactics.

The scope of seasonality

Hospitality Industry scope
This issue is prevalent in the hospitality and tourism industry and the effect can be felt in local attractions, restaurants, bars, and outdoor and adventure tourism operators. The issue of seasonality can affect the entire hospitality ecosystem.

Financial scope of seasonality
As off-peak seasons are marred by reduced income and cash flow due to low occupancy rates poses both long and short-term challenges for economic management. Revenue volatility or cash flow fluctuations may negatively impact on the hotel manager’s ability to make financial decisions. 

The geographic scope 
Seasonality affects most hospitality organizations in Wales, but the issue is more severe in rural and coastal regions. Who rely heavily on the summer months for bulk of their tourism revenue./quote and citation needed/













SWOT analysis for the Hilton Cardiff

	Strengths
	Weaknesses

	Location, the Cardiff Hilton is in central Cardiff and is near Cardiff castle and other local attractions, which may help in attracting guests year-round and especially during peak season.

Strong market presence as the Hilton hotels is well known for being an industry leader in the luxury and upper-scale market segments, and great reputation for service quality and facilities.
 
High standard facilities and amenities and facilities such as restaurant, spa, conference rooms and event space can appeal to both leisure and business tourism guests.

Flexibility, the ability to attract both leisure and business guests may help us to adapt to the seasonality of different market segments.
	Seasonal dependence, tourism patterns in Wales suggest that the demand peaks in summer months then falls during winter of off-peak months

Operating costs, the cost of maintaining the Hiltons “gold standards” of amenities facilities and service quality is significant and fixed so the cause financial stress on organizations during off-peak seasons.


Pricing pressure during the off-peak season requires discounted pricing, lowering REVPAR and potentially affecting brand image negatively.


Lack of off-peak season engagement strategies which limits the hotel market presence during periods of low demand.

	opportunities
	threats

	Promotion of the Hilton Cardiff as a year-round destination through the marketing of local events and historical attractions to attract guests during off-peak season.

Expanding into business tourism, corporate events, and conferences to fully utilize conference rooms and event space and generate additional revenue during these periods of low demand.

Winter and off-peak season packages such as Christmas events or festivals and spa packages to attract guests during off- peak season

By increasing digital presence through utilization of social media platforms and other digital marketing channels to attract regional guests for off-peak season bookings to mitigate effects of seasonality.
	Strong local competition in other Cardiff Hotels may lower prices to be competitive during off-peak season.

Economic factors such as instability and economic downturn may negatively affect demand and occupancy rates, which cause additional financial stress during off-peak season


Adverse weather conditions during the winter months can deter guests, affecting occupancy rates and REVPAR.

The shifting customer preferences such as trends of guests prioritizing outdoor travel and adventure tourism may negatively impact demand for city center hotels like the Hilton Cardiff.



Pestle analysis for the Hilton Cardiff


	political 
	economic
	social
	technological
	legal
	environmental

	Government support, incentives to boost tourism during off-peak season

Brexit has impacted Wales with fewer EU tourists and caused issues of short staffing and increased supply costs

	Revenue volatility due to adverse effects of seasonality
During off-peak months, the Hilton Cardiff may face the challenges of reduced cash flow and profitability

Cardiff’s economic health may influence corporate bookings and increase in occupancy during off-peak and in the case of downturn they will have opposite effect

Cost pressure of off-peak season and fixed utility and maintenance cost negatively impacting profitability
	Tourist seasonal preferences, guests tend to gravitate to Cardiff during summer months

Growing trends in hospitality industry of experiential and cultural tourism the Cardiff Hilton may benefit from promoting local winter festivals

Local market, by developing weekend packages
to attract locals during off-peak 
	Digital marketing utilization during off-peak season to reach potential guests and mitigate the adverse effects of seasonality

Guests' services enhancement by utilizing technological innovations such as guest service apps, advanced booking, and mobile check-in may enhance guest experience influencing repeat business during off-peak season 
	Compliance with Welsh employment regulation, as the issue of seasonality is characterized by staffing issues, increased hiring during peak times and in off-peak times have reduced hours and layoffs.

Health and safety regulations, the Hilton Cardiff must maintain safety standards year-round to prevent potential legal issues

	Weather dependency, the Welsh winters are harsh and deter guests during off-peak seasons compounding seasonality.

Sustainability, increased awareness among guests may influence the Cardiff Hilton to implement more environmentally friendly initiatives attracting eco conscious tourists

Climate change and its adverse effects the hilton cardiff may experince worsoning weather copouding the issue of seasonality during peak and off-peak times




TOWS analysis 
	Strengths 
	Opportunities
	Threats 

	Location 







Hotels brand reputation






Versatile facilities/ flexible market appeal
	Marketing the location as a year-round destination by promoting local events, cultural or historical attractions, and local site of natural beauty to attract guests during off-peak season

Leverage the Hiltons loyalty program incentivizing guests during off-peak times with discounted rates and seasonal offer



Attract local events, conferences, and MICE industry events, by utilizing conference rooms and events spaces during off-peak season and by offering local businesses and event planners discounted rates.
	Enhance hotels appeal compared to local rivals by highlighting the hotel's location surrounded by local attractions and good transport links, offering a unique Cardiff experience


Brand loyalty programs and dynamic pricing strategy may appeal to loyal guests offering exclusive members benefits during off-peak season improving brand preference during times of low demand 

Promote all the amenities of the Cardiff Hilton such as conference rooms, events space, spa, and restaurant for year-round utilization and increase revenue in off-peak season.

	Weaknesses 
	Opportunities 
	threats

	
Dependence on seasonal tourism




High operating costs




Pricing during off peak months
	
Promoting off-peak or winter events by collaborating with local tourism board to increase occupancy rates during off-peak season

reducing operational costs by using seasonal staff, focusing on efficiency, and adopting energy saving methods during off-peak

Develop winter packages by collaborating with operator of local tourism experiences and attraction to provide unique hospitality experience meaning pricing discounts may not have to be as drastic and improve profitability 
	
Diversify offerings to mitigate the revenue volatility by dynamic pricing to attract visitors during off-peak season to mitigate the negative impacts of seasonality 

Efficiently manage expenses streamlining operations and optimizing resource management during off-peak season


Through collaboration with other local tourist attractions to appeal to local customers and reduce dependence on international guest stabilizing demand fluctuations

	
	
	




In summary. The analysis above shows all aspects of relating to improving the Hilton Cardiff's resilience to the issues raised by the hotel and these will be the basis for which recommendations will sand overall performance in this market pace

Recommendations and change management
Firstly, to develop seasonal marketing campaigns and foster partnerships with other tourism providers and the local tourism board to improve local brand recognition and loyalty.
Change management procedures 
Collaborate with local tourism board, operators of local attractions in collaborative marketing campaigns for off-peak seasons Cardiff's cultural sites, local events and weekend package deals
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