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Problem Overview: Crisis in International Tourist Arrivals and Local Market Repositioning
Mandarin Oriental, Hong Kong, is a luxury hotel showcasing global reputation. It has, however, been struggling hard with international tourism declining dramatically during the aftermath of the COVID-19 pandemic. This drop in international tourist arrivals has led to low occupancy reduced sales and inefficient operations for the hotel. Historically, Mandarin Oriental has grown highly dependent on international guests; however, with the present scenario, this dependency has exposed the hotel to vulnerability. The imminent requirement in this regard would be to focus more on the local market to deliver customised experiences and services, which would attract the resident population. This consultancy report will conduct an all-inclusive analysis of the situation of the hotel and offer practical recommendations on how to reposition Mandarin Oriental, Hong Kong for success in the domestic market. That is, through its brand strength and luxury reputation, the hotel can adapt to the changing circumstances and create a solid base of local customers.
Summary of Key Findings
Several adverse impacts stemming from the decline in international tourism have been posed on the hotel:
Reduced Occupancy Rates: The hotel has been negatively affected by the decreased number of international guests because of the major low occupancy rates of the rooms that later translate to revenue.
Revenue Decline: With a high dependency on high-spending international guests and lower occupancy rates, revenue declined.
Operational Inefficiencies: The market turn of events has focused attention to the operational inefficiencies in the hotel, majorly through digital engagement and the ability to personalise the services according to the local market.
These efficiencies challenge the intense analysis of both the outer factors that affect the hotel and the inner strengths and weaknesses that can be used to bring recovery.
Situation Analysis
Several strategic frameworks had to be applied to be able to analyse the external and internal factors affecting performance. Among these are the PESTEL, SWOT, and TOWS analysis.

PESTEL Analysis: The external environment was analysed, based on political, economic, social, technological, environmental, and legal factors.
· Political: Hong Kong has a very dire political situation. Travel restrictions and international relations have affected the flow of tourism so heavily in the past.
· Economic: Consumer expenditure patterns change with the global slowdown and tourist restriction increases local tourism.
· Social: There is a change of preference from local people who would love to visit and seek their wellbeing practices, thus this develops a new opportunity.
· Technological: The hospitality industry has become more technologically dependent, especially in today's world where everything is becoming digital and expects management to have invested in new technologies as much as possible to cope with them.
· Environmental: An increase in the awareness of sustainability among local customers can be exploited to support green causes.
· Legal: Health and safety regulations have been perpetual influences on hotel management processes, especially in terms of customer headcount and services.
SWOT Analysis: Internal strengths, weaknesses, opportunities, and threats were conducted.
· Strengths: The brand name Mandarin Oriental is quite illustrious and luxurious, with plenty of loyal customers.
· Weaknesses: The reliance of the hotel on international customers, the primitive digital engagement tools, and the failure to provide customised services to locals are some of the disadvantages.
· Opportunities: An increasing domestic tourism trend, along with a staycation trend in Hong Kong, provides an opportunity for attracting local customers.
· Threats: Current competition from other luxury hotels/boutique hotels catering to the local market reduces its market share.
TOWS Analysis: This helped translate the SWOT findings into actionable strategies.
· The very strong brand reputation of the hotel can be leveraged to attract high net-worth individuals in town and present the hotel as a number one destination for luxury staycations.
· Address weaknesses by developing digital platforms, offering personalised experiences, and creating partnerships with local businesses to develop unique packages.
· Threats would be mitigated by the differentiation of services from their competitors with better customisation of service and marketing campaigns highlighting its legacy and exclusivity.
Recommendations
Based on the analysis, the following recommendations are made to reposition the hotel for the local market and attend to the operational inefficiencies identified:
1. Target the Local Market with Tailored Marketing Strategies:
Launched targeted marketing campaigns for staycations, dining, and wellness experiences.
Used social media and local influencers for special offers by highlighting luxury and heritage.
Partner with local business operators to co-create co-branded packages, offering stay experiences infused with the taste of a local.
2. Service Package for Local:
Develop customised service packages with flexible room rate settings, menus served at the dining outlets, and wellness services that reflect the innermost thoughts of locals.
Hotel-defined staycation package by offering luxurious experiences to Hong Kong locals who do not need to leave Hong Kong to live such an experience.
3. Agility in digital transformation
Develop a mobile application that extends customer engagement and facilitates smooth booking for citisens. The mobile application should be outfitted with functionalities that give customers specific suggestions and special promotions as needed.
Enhance your website for higher direct bookings and reduce reliance on other third-party platforms while bringing in higher margins.
4. Change Management and Employee Development
Implement change management strategies that provide smooth transitions in service offerings and digital enhancements. The Kotter Change Model, focusing on communication, staff involvement, and leadership support, will be used to manage the process.
Train the staff completely so that they can learn new technologies and understand the preferences of customers in a local market for quality provision of services.
Expected benefits
Many of the following key benefits the Mandarin Oriental, Hong Kong will enjoy when implementing these recommendations include:
· The occupancy and revenue will stabilise because the local market was targeted by focusing marketing efforts and customised services with more residents booking.
· The improved reputation in the local market of customised staycation packages and utilisation of digital tools for outreach to customers will improve the hotel's reputation in the local market.
· Operational Efficiency and Cost Savings Digital transformation, including a mobile app and optimised website, will simplify operations and avoid spending money on third-party booking platforms, thus improving profitability.
· Sustained over the long term the establishment of a strong local customer base will make the hotel less dependent on the vagaries of international tourism and thus better placed to cope with global travel disruptions.
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Hotel Background: Mandarin Oriental, Hong Kong
Mandarin Oriental, Hong Kong - is located at the very heart of Central, in the commercial and financial district of this city. Indeed, this luxury hotel was opened in 1963 and is one of the signature properties of the globally recognised Mandarin Oriental Hotel Group. Decade after decade, it has led the league of top-flight hotels around the world-famous for its commitment to ultimate service, beautiful design, and great legacy. There are 494 lavishly appointed rooms and suites that boast stunning views of Victoria Harbour or the city skyline (Mo, 2017). Ten acclaimed restaurants and bars, including Michelin-starred dining, plus world-class wellness amenities, such as a spa and fitness centre, further solidify Mandarin Oriental, Hong Kong's credentials. Indeed, Mandarin Oriental, Hong Kong has consistently been the destination of choice for high-profile international travellers - from business executives to celebrities, and major world dignitaries.
[image: Cheryl Tiu - Travel, Food and Lifestyle Media]
[bookmark: _Toc180076054]Figure 1: (Mandarin Oriental, Hong Kong)
 (Sources: https://th.bing.com/th/id/R.627e92de0c7e87b880fe4df873c3ff09?rik=2qY7DjLB5oowgg&riu=http%3a%2f%2fwww.cheryltiu.com%2fwp-content%2fuploads%2f2015%2f12%2fMandarin-Oriental-Hong-Kong-Xmas.jpg&ehk=gUEiF9BfznsH758OUa4QdHnq7MpfhUNW0WwT0M2nblA%3)
Issue Introduction: Decline in International Tourism
The current situation has posed a series of extreme challenges to the Mandarin Oriental, Hong Kong, over the past few years as international tourism drastically dwindled, mainly due to the worldwide influence of the COVID-19 pandemic and the relentless disruption of international travel. Severe travel restrictions and quarantine orders in Hong Kong accompanied by partial border closure significantly curtailed tourist access, which had an equally serious impact on hospitality businesses. Before the pandemic, it largely served international high-end travellers. Business guests, especially high-end ones, and even luxury tourists formed the majority of its clients.
The reduction in international visitors forced the hotel to rely extensively on domestic markets. Some noteworthy domestic markets include Hong Kong residents in need of staycations (Lee and Leung, 2022). A new mix of customers exposed the hotel to various challenges such as how to reposition the brand for local clientele, address operational inefficiencies, and sustain its profitability in a very competitive environment from other Hong Kong luxury hotels. There is now an imperative need to balance the appeal to local customers without losing the prestige and standards it maintains for international guests.
Consultancy Firm: Innovate Hospitality Consulting
Innovate Hospitality Consulting is a boutique consultancy firm that focuses exclusively on delivering strategic solutions to luxury hotels given the dynamic nature of challenges they face within an evolving global marketplace. We are a firm with years of history, expertise, and experience in hospitality-supporting the optimisation of hotel operations, developments in market shifts, and, above all, experiencing wonderful guest service. Close collaborations have been maintained with high-end hotel brands across the globe to understand creative approaches toward revenue growth, operational efficiencies, and positioning for new markets (Troisi, Visvizi, and Grimaldi, 2023). Innovate Hospitality Consulting is proud to deliver customised, actionable insights that propel sustainable growth and maximise brand value. Our state of sophistication in understanding the hospitality industry enables us to come up with solutions that suit the unique brand identity and service standards of luxury hotels like Mandarin Oriental.
Theories & Strategic Framework: Our consultancy will make use of a strategic framework called PESTEL, SWOT, and TOWS to holistically address the challenges facing Mandarin Oriental in Hong Kong.
The external influence on the operation of a hotel will be analysed using PESTEL Analysis. In other words, looking at the political scenario (Hong Kong's travel restriction), the economic climate (in the post-pandemic recovery phase), social change (gaining increasingly local-focused customers), technological factors (digital transformation in hospitality), environmental factors (sustainability trends), and legal factors (health and safety regulations).
SWOT Analysis is to be conducted to look at the strengths, weaknesses, opportunities, and threats of the hotel. This will help the hotel to identify competitor's advantage points in terms of hotel brand reputation, service quality, and weakness points in terms of limited local customer appeal.
TOWS Analysis will be an extension of the SWOT, exploring these findings into strategic actions. For example: using the hotel's strengths, and a reputation of luxury to take advantage of new opportunities like a staycation package bespoke designed for locals, while dealing with threats such as competition increasing in hotels.
Together, these frameworks will give a panoramic view of the current state of affairs in the hotel and lead to the development of practical recommendations that would be founded on data to help Mandarin Oriental, Hong Kong address the challenges resulting from the decline in international tourism (Tolvanen, 2018).
[image: SWOT Analysis (and TOWS Matrix) EXPLAINED with EXAMPLES | B2U]
[bookmark: _Toc180076055]Figure 2: (SWOT, PESTEL, TOWS)
 (Sources: https://i1.wp.com/www.business-to-you.com/wp-content/uploads/2017/02/SWOT-External.png)
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Issue Description: International Tourism Downtrend and Its Effects
Mandarin Oriental, Hong Kong, always relied on its international brand as a luxurious hotel for the majority of its high-class international visitors, including business people, premium leisure tourists, and distinguished guests (Kyrylov et al., 2020). The international travel landscape changed overnight during the COVID-19 pandemic. International travel bans, different levels of quarantine policies, and restrictions on crossing borders bring about an abrupt decline in international tourism to Hong Kong (Zhu and Tan, 2022). International arrivals, according to the Hong Kong Tourism Board, dropped by over 90% in 2020 and 2021 and remain slow to recover as of 2023.
This decline has significantly affected the hotel's key performance metrics:
Occupancy Rates: A hotel like Mandarin Oriental, Hong Kong, had a very good consistent occupancy rate since it enjoyed a lot of global tourist flow. However, with the reduced number of tourists, the occupancy rates dropped and sometimes hit a low of 20-30% during the midst of the pandemic. Although staycation packages have been introduced and local markets filled a room or two, it is not enough to offset the tremendous drop in international guests (Chen et al., 2021).
Decline in Revenues: International tourist arrivals have also declined significantly as international visitors consume many room bookings, food, and spa services. The decline in revenues from high-ticket revenue lines such as suites, three Michelin-star dining establishments, and wellness services resulted in cash flow problems. These included events, weddings, and corporate gatherings, which are major sources of hotel income, cancelled or postponed for an indefinite period (Malikov, Manson, and Coakley, 2018).
Staffing and Operations: The falling demand induced the hotel to assess its staffing and check its operation efficiency. Since the number of guests was not any large as it used to be, employment costs could not anymore be balanced against revenues collected, and most of the employees had to lose or downsise to part-time jobs. Service standards must still be provided to customers and thus place a sensitive balance between containing costs without letting the service standards to which Mandarin Oriental is accustomed change (Gurvich, Lariviere, and Moreno, 2019).
Positioning: The high-end international luxury branded nature of the property Mandarin Oriental, Hong Kong is being challenged. There is increasing pressure to be more acutely attuned to the local customer and stay relevant in a market that has switched from an international to a local staycation one (Zhuang et al., 2018).
PESTEL Analysis
The PESTEL framework is suitable for determining and grasping how these external influences will impact Mandarin Oriental, and Hong Kong, like the global decrease in tourism.
[bookmark: _Toc180076101]Table 1: (PESTEL Analysis) (Sources: Author, 2024)
	Factor
	Description
	Impact on Mandarin Oriental, Hong Kong

	Political
	Hong Kong's severe COVID-19 travel restrictions and quarantine policies significantly reduced international arrivals.
	International tourists are prohibited from visiting Hong Kong. This eliminates a significant source of revenue from the hotel (Manosuthi, Lee, and Han, 2020).

	Economic
	International and local tourism was also affected by global recessions, inflation, as well as increased prices of travelling around the world.
	Fewer international tourists with disposable incomes reduced spending on luxury accommodations and dining (Rudež, 2018).

	Social
	Changing preferences or people prefer local tourism and staycations because of travel restrictions and safety concerns.
	There is a shift towards the domestic market, but the local market doesn't spend as much as the global elites (Shaxson, 2018).

	Technological
	Increasing reliance on digital tools to interest local customers and accomplish operations.
	The hotel needs to improve digital engagement, such as through mobile apps and online booking systems (Ali et al., 2024).

	Environmental
	Sustainability is becoming increasingly important, mainly among local and newer guests.
	Mandarin Oriental needs to accentuate its sustainability initiatives to appeal to environmentally aware guests (Ong et al., 2022).

	Legal
	Shifting regulations around health and safety, as well as mandatory hygiene protocols and social distancing measures.
	Operational adjustments to observe health regulations increased costs and limited capacity in restaurants and health resorts (Pitts et al., 2018).


Explanation:
· Political forces include government policies, particularly the effects of COVID-19, that altered the international traffic of tourism, which is the heart of the business of Mandarin Oriental, Hong Kong.
· Global economic conditions as well as location-specific economic conditions affect customer purchasing power and reduce their possible luxury services spending that the hotel provides.
· Social factors show how preferences in the domestic market and staycations present a hotel with the opportunity to reassess its current offering for domestic travellers.
· Technological advancement demands better digital experiences to be leveraged when it comes to both local and international guests.
· Environmental concerns show the increased importance of sustainability for hospitality, which Mandarin Oriental can leverage as part of its brand positioning (Gardetti and Torres, 2017).
· Legal regulations about health and safety continue shaping the operational practice of the company on matters of guest capacity and service delivery (Tichaawa and Kimbu, 2019).
SWOT Analysis
SWOT analysis performs an internal view of the strengths, weaknesses, opportunities, and threats of Mandarin Oriental, Hong Kong. It, therefore, shows how well a company is standing at present and seeks areas where it may improve.
[bookmark: _Toc180076102]Table 2: (SWOT Analysis) (Sources: Author, 2024)
	SWOT Component
	Description

	Strengths
	Renowned global luxury brand with a strong reputation for high-quality service.
Prestigious location in Hong Kong's Central district.
Well-established loyalty program and brand value (Ip, 2020).

	Weaknesses
	Heavy reliance on international guests, limits the appeal to the local market.
High operational costs associated with maintaining luxury standards.
Less flexibility in pricing and services to cater to local customers (Bai, McColl, and Moore, 2022).

	Opportunities
	Growing demand for staycations and local experiences.
Expansion into wellness and health offerings, especially appealing to local customers.
Digital transformation to engage a new customer base (Saarikko, Westergren, and Blomquist, 2020).

	Threats
	Strong local competition from other luxury hotels targeting domestic travellers (Goryushkina et al., 2016). 
Continued global travel restrictions or economic downturns.
Changing consumer preferences and lower spending by local customers (Hardman et al., 2018).


Explanation
· Strengths are that the globally recognised brand, high levels of service, and, more importantly, prime location differentiate it favourably from competitors.
· Weak points for this hotel lie in too much dependence on foreign tourists and also high operating costs where it does not decrease its prices or change services to attract local visitors.
· Opportunities emerging trends such as local tourism, wellness services, and digital engagement, among others, are given opportunities that the hotel can build on (Andreu, Font-Barnet, and Roca, 2021).
· Threats include external influences such as competitive pressures deriving from the threat of other luxury hotels and protracted uncertainty regarding global travel recovery (Akamavi, Ibrahim, and Swaray, 2023).
TOWS Analysis
The TOWS analysis translates the lessons from the SWOT analysis into functional strategies, prioritising all that the hotel can capitalise on its strengths, correct its weaknesses, exploit its opportunities, and mitigate its threats.
[bookmark: _Toc180076103]Table 3: (TOWS Analysis) (Sources: Author, 2024)
	TOWS Strategy
	Explanation

	Strengths-Opportunities
	Leverage the hotel’s luxury brand and reputation to offer premium staycation experiences for local guests.
Expand wellness services and health-focused experiences to attract residents seeking relaxation and stress relief (Naidoo, Schembri, and Cohen, 2018).

	Strengths-Threats
	Use the hotel’s global prestige to differentiate from local competitors by offering exclusive, high-end services that appeal to both local and future international visitors (Chimbanrai, 2021).

	Weaknesses-Opportunities
	Address the reliance on international guests by creating flexible pricing models and packages tailored to the local market.
Develop a robust digital strategy to better engage with local customers through personalised offers and loyalty programs (Nastasoiu and Vandenbosch, 2019).

	Weaknesses-Threats
	Reduce operational costs by streamlining services without compromising luxury standards (Willersdorf et al., 2020).
Collaborate with local businesses to offer unique experiences and attract more domestic customers (Peppers and Rogers, 2016).


Explanation:
· Strengths-Opportunities strategies capitalise on the brand identity and expand its services to fit wellness and premium local experiences for high-spending customers who live locally.
· Strengths-Threats strategy would be leveraging the reputation of the brand of the hotel across the globe as a strength point in setting it apart from the local competition, yet retaining prestige for its brand, even in a local market.
· Weaknesses-Opportunities strategy will have to decrease dependence on a region outside of one's country by adjusting the price toward that market in a competitive sense and leveraging digital mediums to gain traction within the local market (Calvano and Polo, 2021).
· Weaknesses-Threats strategy aims at cost reduction not at the cost of value for money with the integration of other business ventures in the local areas into new experiences that will attract the locals (Altinay, Sigala, and Waligo, 2016).
Key Takeaways from the Analysis
Although the PESTEL, SWOT, and TOWS analyses mention the difficulties, Mandarin Oriental, Hong Kong primarily faces the drastically reduced international market while preserving its brand reputation and luxurious standard. It is not easy to change to the local market. Marketing, service offerings, and operational models have to shift toward satisfying the demand of local customers while waiting for a turnaround in international travel (Orîndaru et al., 2021).
To keep competitive, the hotel should offer more unique and attractive staycation packages that respond to local tastes: family-covenant packages, dining experiences, and wellness retreats.
· Leverage technology to increase engagement by customers, especially in the local market. A personalised digital experience such as an in-app for local offers can ensure guest loyalty (Alghizzawi et al., 2023).
· Maintain prestige brands by continuing high-quality service while adapting to local tastes and needs so that the hotel does not lose its luxury positioning, even if it caters to another customer base (Mayasari and Wiadi, 2017).
· When the restrictions are eased, get ready for the international return of tourism by continuing to market itself globally and ensuring its services are still attractive to high-end international travellers (Lee-Anant et al., 2024). 
Success depends on the handling of these changes and how they will affect hotel opportunities to emerge as strong survivors of this crisis and into the world post-pandemic.
[bookmark: _Toc180074894]Recommendations and Change Management
There has been a significant decline in international tourism and therefore the business model of Mandarin Oriental, Hong Kong should be reviewed to look for new sources of income. Increasingly, it may need the local market as its main customer base following the pandemic, but this will only be possible if Mandarin Oriental can manage to reposition itself (). In an attempt to meet the requirements identified in the analysis, the following strategic recommendations are made to address these challenges. These recommendations focus on targeting the local market; tailoring services according to local preferences; and strategies for digital transformation, in addition to easy organisational changes through effective change management frameworks.
1. Local Market Offensive
The main suggestion for Mandarin Oriental should be to create an aggressive campaign targeting local customers. International travel remains off-limits, and the local market is where the hotel is likely to get the most consistent business in the near term. For this, the hotel must reposition itself within the local market to better align with residents' preferences and demands yet still meet the luxury image (Nguyen, 2018).
Localised Marketing Campaigns: Local marketing will attract local guests for staycations, weekend getaways, and dining experiences (Sampogna et al., 2017). Mandarin Oriental, Hong Kong should focus on developing marketing campaigns that help get access to the desires of residents. The following can be done:
Provide staycation packages targeting only Hong Kong residents. To reach the target segment, the packages should be tailored to focus on luxury relaxation, gourmet dining, and wellness services. Examples include "Romantic Getaways," focusing on couples; "Family Fun" packages, for the kids; and "Wellness Retreats," with spa treatments and classes in yoga and meditation (Wassler et al., 2018).
Partnerships with Local Businesses: This is a way of creating a unique experience of staycation for guests while channelling funds towards the large economy in Hong Kong. For instance, partnerships with luxury retail brands, restaurants, and tourist attractions may help add worth to the staycation packages since one may be offered some discounts, exclusive tours, and shopping privileges. In this way, Mandarin Oriental will enhance its staycation offers and differences from competitors (Graci, 2020).
Social media and Influencer Marketing: It is essential to be strong in social media since one of the entry points to the local market would be through social media. Mandarin Oriental needs to reach out through Instagram and WeChat and get in touch with locals through relevant content. The association with local influencers, who fit into the brand image of the hotel, can help add footfalls within this market segment and credence in the domestic market (Masuda, Han, and Lee, 2022). 
Offers under Special Dining and Wellness
One of the biggest market differentiators has to do with the presence of the hotel's world-famous restaurants and spa offerings (Belhaj, 2022). Mandarin Oriental could develop some exclusive deals for locals to make those services more appealing:
Restaurant Offers: Come out with limited-edition offers or seasonal menus using local ingredients, such as "Hong Kong Flavours," which would pay homage to classic local flavours in a luxurious package. That should attract any foodie to the property's Michelin-starred restaurants (Chua et al., 2020).
Wellness Programs: They should have wellness programs targeted directly at professionals in a local community seeking to reduce their stress or anxiety. For example, Mandarin Oriental would offer discounted spa services and memberships that people can utilise frequently (Berry, Mirabito, and Baun, 2020).
[image: Wellness Program | Croyle-Nielsen Therapeutic Associates, Inc.]
[bookmark: _Toc180076056]Figure 3: (Wellness Program)
 (Sources: https://www.c-nta.com/wp-content/uploads/2020/05/wellnesslogo.png)
2. Services Customisation
The hotel should tailor its innumerable services such as room rates, dining menus, and wellbeing offerings, according to the needs of the local market, but at the same time, it must ensure that it remains a luxury hotel. Mandarin Oriental must tailor service packages based on the shopping behaviour and tastes of local customers (Cabigiosu and Campagnolo, 2019).
Variation Room Rates and Service Packages
While local customers would be interested in luxurious experiences, they are nevertheless more sensitive to price than any other kind of visitor. In this regard, Mandarin Oriental should adopt flexible price tariffs that expose cheaper alternatives but without trading off on luxury:
Tiered Pricing: This would entail tiered pricing with various packages of rooms, the degree of provisions in each varies from the most basic option for a staycation that only provides for room-only provisions up to a more premium package with dining, spa, and other provisions for accommodations.
Family-Friendly Packages: Residences in Hong Kong are now moving towards family-friendly staycations. The hotel can cater for rooms with extraneous provisions, for example, kid-friendly options for dining and play areas with activity that keeps children occupied (Picazo and Moreno-Gil, 2018).
Customised menus to suit local tastes
More appealing to local guests would be localising the menu options at the restaurants of that particular hotel. While maintaining international standards is the paramount priority since it is about which the hotel is recognised, adding in a few local dishes or seasonal Hong Kong-inspired menus might appeal more to the local diet. Local Cuisine Offers the menus as both traditional plates could be reflected as local Hong Kong cuisine in combination with fine dining experience from the hotel, such as luxurious high-end dim sum brunch or reinterpretations of Cantonese classics in modern ways (Velasco et al., 2016).
Cultural Celebrations: Major local celebrations, like Lunar New Year, will be a great possibility for the designing of special dining experiences and menus, to be in tune with the local customs and traditions, attractive to locals in the search for high-end festive dining options (Waldstreicher, 2017).
Wellness Services
Wellness has emerged as a favourite consideration among locals, especially in this new post-COVID-19 era. Tailor-made wellness services suit the specific needs of local customers, so there will be more guests attracted. The Mandarin Oriental may also tailor its wellness packages according to what some guests may need to reduce their stress, improve their health, and enhance their well-being (Silva, 2018). These include courses on yoga and meditation, holistic spa therapy, and nutritional counselling.
Corporate Wellness Programs: For busy Hong Kong businessmen, the hotel can also establish corporate wellness programs. Some of the executive health checks, relaxation therapies, as well as stress management workshops that the hotel can initiate are included in this package (Gubler, Larkin, and Pierce, 2018).
3. Digital Transformation
Digital transformation will be crucial for Mandarin Oriental and Hong Kong to be competitive in today's market. Bettering the engagement of customers through digital channels should help the hotel in the attraction and retention of its guests, especially the local market who are found to be tech-savvy.
Mobile Application Development
Perhaps, the best method to increase customer experience is by the development of a proper mobile application that would improve the offers for guests according to personal choices and preferences. Easy booking options and effective communication with the guests would also be done through the app.
Personalised Offers: The app will allow personalised offers based on customer preferences, like, guests being frequent diners at the hotel and getting special discount offers especially on their dining stays, or a wellness enthusiast guest to offer based on spas (Sadhale, 2023).
Loyal Program Integration: The application should be integrated with the loyalty of the hotel so that the guest can track his points, his rewards, and get personalised recommendations for future experiences tailored according to past stays and preferences (Hajdukiewicz, 2016).
Increase online presence
To supplement a mobile app, Mandarin Oriental must optimise its website and engage the local market through its use of social media channels:
· Website Optimisation: The hotel website should be able to deliver a great user experience by which the guest can make easy room reservations, spa services, or dining experiences. The website should also offer special deals to local guests, which will positively impact direct bookings.
· Social media engagement: Social media engagement is now active on sites such as Instagram, Facebook, and WeChat, connecting the hotel with residents. Posting user-generated content would feature the luxurious facilities of the hotel, and encouraging them to partner with locals would be able to strengthen its bond with its target market (Beckingham, 2019).
4. Change Management
These recommendations will be implemented with the utmost management in order not to inconvenience either the staff or the customers. Mandarin Oriental can make use of the 8-Step Change Model by Kotter in managing this change process:
Kotter's 8-Step Change Model
· Create a Sense of Urgency: The management should notify them that they need to adjust to the local market as an international tourism downfall would finance, and the local market provided much scope.
· Establishing a Guiding Coalition: Gather an internal team comprised of the senior leadership along with the key heads of departments like marketing, operations, and human resources to guide the charge forward to change.
· Develop Vision and Strategy: This will define how Mandarin Oriental will position itself within the local market but will not lose out on its luxury brand status. This should be communicated up and down the organisation.
· Communicate the Vision: The vision and strategy should be communicated across all levels of staff ensuring that everyone understands why the changes are important and how it impacts their role.
· Empower Broad-Based Action: Empower employees with the necessary training and resources to implement the changes. This could include a training program for the implementation of new service offerings to local customers or a training period on digital platforms offered by the hotel.
· Produce Short-Term Wins: Celebrate easily won victories, such as winning campaigns promoting staycation or encouraging positive responses from locals, to gain momentum and evidence of change.
· Consolidate Gains and Produce More Change: There is a movement to build on initial achievements to establish more deep changes implemented. For instance, if the campaigns go well, then digital initiatives need to be further developed, while new services or localised service offerings are added and rolled out as the market is more positive to them (Cook, Geels, and Bakker, 2016).
· Anchor New Methods into Culture: Ensure that these changes are embedded in the culture of a hotel by incorporating them into the long-term goals and luxury ethos. These changes must be underpinned by performance reviews ongoing training and continuous improvement (Laig and Abocejo, 2021).
[image: Kotter's 8 Step Change Model Templates]
[bookmark: _Toc180076057]Figure 4: (Kotter's 8-Step Change Model)
 (Sources: https://online.visual-paradigm.com/repository/images/82f2fea2-4197-4fc0-aa19-ecae9466a569/kotters-8-step-change-model-design/john-kotter-model-of-change.png)
Addressing Staff Resistance
A challenge of implementing these changes is that there might be resistance from staff. A few employees might resist the adoption of these new digital tools or will not adapt to satisfy the requirements of local customers. This can be counteracted by concentrating on the following areas:
· Training Programs: Thoroughly train your staff to understand how to use the new technology, such as the mobile app, and how to customise it to local tastes.
· Rewards for Adoption: Be willing to provide a bonus or incentive to employees when they do an outstanding job in implementing changes or deliver a level of excellent service over and above what is expected by guests from the local market.
· Open Communication: Let them know everything that happens. Communicate with them, their concerns, and bring them into the change process. Two-way feedback sessions will allow management to identify problems early and resolve them (Bovill et al., 2016).
5. Monitoring Success
To measure the success of these changes, Mandarin Oriental needs to establish specific KPIs and monitoring processes that would identify how effective the changes are:
· Occupancy Rates: Monitor the percentage occupancy of room and dining services to determine what results have occurred through the staycation package and local marketing campaigns.
· Revenue Growth: Monitor revenue from locals concerning all services on site, including rooms, dining, and wellness services.
· Customer Satisfaction: Guest feedback surveys and monitoring online reviews assess levels of customer satisfaction with the new local offerings and digital services.
· Digital Engagement: Track app downloads, user engagement, and direct bookings done through the mobile app and website.
· Staff Performance: Track employees' performance in providing service offers and operating digital tools, with regular performance reviews and feedback (Rodbard, 2016).
6. Cost Considerations
Some of these recommendations will demand high investment for their successful implementation. A breakdown of the estimated costs associated with each recommendation is provided below.
[bookmark: _Toc180076104]Table 4: (Cost Considerations) (Sources: Author,2024)
	Recommendation
	Cost Estimate

	Localised Marketing Campaigns
	£200,000 (advertising, influencer partnerships, social media)

	Partnerships with Local Businesses
	£50,000 (initial partnerships, co-branded offers)

	Mobile App Development
	£300,000 (app design, development, and maintenance)

	Service Customisation (Menus, Packages)
	£100,000 (menu redesign, package development, training)

	Staff Training Programs
	£150,000 (training sessions, materials)

	Digital Transformation (Website Optimisation)
	£100,000 (website enhancements, online booking system)

	Change Management Implementation
	£75,000 (consulting fees, staff workshops)


Total estimated cost: £ 975,000
Mandarin Oriental, Hong Kong, will have to find a way of adapting to a change where international tourism is dwindling to capitalise on the local market to keep its profits high. Such a hotel can find its way in the post-pandemic market through targeted marketing strategies, personalisation of services, embracing digital transformation, and proper management of the change process (Mariappan and Dayalan, 2023). The long-term sustainability of changes in Mandarin Oriental will greatly rely upon the focusing needs of customer satisfaction, growth of revenues, and staff engagement (Wang, Hu, and Zhang, 2020). Thus, with a clear vision and proper execution, Mandarin Oriental can maintain its premier position as a luxury hotel while allowing it to adjust according to the changing market dynamics of the countries it operates in.
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[bookmark: _Toc180076105]Table 5: (Action Plan) (Sources: Author, 2024)
	Number
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Budget

	1
	Low engagement from the local market
	Launch targeted marketing campaigns that focus on staycations, dining experiences, and wellness packages for residents. Collaborate with local businesses for co-branded promotions.
	Increase local bookings by attracting more residents for staycations, dining, and wellness services. Enhanced brand visibility among local customers.
	2 months
	12/12/2024
	HK £50,000

	2
	Decline in guest satisfaction due to lack of personalised service
	Offer personalised service packages tailored to local preferences. Customise room rates, dining options, and wellness services for different customer segments (e.g., families, couples, wellness seekers).
	Improve guest satisfaction and increase ratings on review platforms by meeting local market expectations.
	3 months
	01/01/2025
	HK £75,000

	3
	Over-reliance on traditional booking channels
	Develop a mobile app for seamless booking and personalised offers. Optimise the hotel’s website for direct bookings with enhanced user experience.
	Increase direct bookings and reduce dependency on third-party platforms, thereby improving profit margins.
	4 months
	15/01/2025
	HK £300,000

	4
	Staff resistance to change and new digital tools
	Provide staff training on digital tools (e.g., mobile app, online booking system) and new service offerings tailored to local customers.
	Equip staff with the skills to use new technology and deliver superior service, ensuring smooth implementation of changes.
	1 month
	01/12/2024
	HK £150,000

	5
	Decrease in overall revenue due to low international travel
	Introduce flexible pricing strategies and localised offers, such as discounted packages during off-peak periods and loyalty incentives for repeat local customers.
	Stabilise revenue by increasing occupancy rates and generating repeat business from local customers.
	6 months
	01/03/2025
	HK £100,000

	6
	Limited digital engagement with local customers
	Boost social media presence and collaborate with local influencers to promote the hotel’s services. Use platforms like Instagram, WeChat, and Facebook to target the local audience effectively.
	Strengthen the hotel’s digital presence, increase engagement with local customers, and drive more bookings.
	2 months
	15/12/2024
	HK £75,000



Action Plan Explanation
An action plan is drafted to counter major challenges Mandarin Oriental, and Hong Kong encounters today because of the decaying trend of international tourism coupled with a shift toward the local market. Each recommendation fits within one of the problems identified during the analysis phase, and the plan outlines practical steps undertaken to resolve such issues. Targeted marketing campaigns and special offers should be directed at the local market to maximise bookings: As improving guest satisfaction will require a personal touch, which can be provided through customised packages and several models of pricing (). Meanwhile, digital transformation through new mobile applications and optimised websites improved customer engagement fastened the checkout process and reduced third-party booking services. Training the staff to adapt to new technologies and customer preferences is very important to ensure that such a change goes on peacefully (Wählisch, 2020). An action plan serves as a guideline for enhancing guest satisfaction, stabilising revenue and maintaining a reputation in terms of luxury in the competitive economic environment. Every task is correctly linked to a feasible period and budget so that it will be completed in good time, which KPIs monitor in terms of success rates (Núñez et al., 2018).


[bookmark: _Toc180074896]Conclusion
In conclusion, the Mandarin Oriental, Hong Kong has been negatively affected by the diminishing overseas travelling, which problem has been rising due to the COVID-19 pandemic and economic fluctuations in the world. This decline has put pressure on the occupancy, revenue, and dependence on internationals. As a result, a shift in the hotel’s marketing strategy to focus on the local market is therefore crucial so that it can sustain the luxury brand appeal and financial sustainability. The key challenges faced by the hotel can be managed to overcome through targeting the local customers by doing various marketing and service delivery initiatives which include market segmentation, ‘targeted’ marketing communications, and digital. All recommendations made in this report are set to harness the upsurge in local demand for staycation, dining and wellness. These are marketing strategies involving creating targeted marketing promotions to capture the attention of the local inhabitants, creating customer-focused service offerings, and going digital by creating an application among others. Moreover, if change management is applied by Kotter’s Change Model, these changes will be successfully implemented, and the staff training will help to overcome all the resistance. Every suggestion is accompanied by cost-benefit estimation and action steps with deadlines; thus, the hotel can apply every strategy in the course of its functioning.
The expected gains of the application of the above solutions are huge. This will make local people continue occupying the hotel thereby making the hotel remain economically stable in case many foreigners stop coming to the country. In addition, boosting awareness of this hotel among local clients will mean that the hotel will have a constant customer base making for long-term revenue generation. In terms of process, this digital initiative will also enhance the effective operation of the hotel’s operations to match customers' direct bookings with more personal service. The Mandarin Oriental can keep up with its luxury segment and get through the current period of crisis by concentrating on customer satisfaction and service diversification. Last but not least, the authors would like to express their appreciation to Mandarin Oriental, Hong Kon for the chance to do this work. We believe that with the above recommendations our consultancy firm is convinced that it will assist the hotel in overcoming the existing challenges and be well-equipped to face the future. The authors would like to contribute to any future consultancy requirement of the hotel, so that the facility may sustain the challenges of the progressive hospitality market.
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