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[bookmark: _Toc191909768]Executive Summary
This consultancy report has been developed by Nexus Advisory Group: Based on an assessment of Breac House’s business operations and the strategic issues requiring improvement, this piece offers pertinent recommendations for development and future business management. A unique and highly reputed luxury eco-boutique hotel in County Donegal, Ireland, Breac House is set in a comfortable setting that cherishes its guests, the locale, and sustainability. Nevertheless, it has a number of challenges that make it difficult for it to achieve maximum income growth, increase the occupancy coefficient, and increase the level of online visibility. It is for this reason that this consultancy will describe these principal issues, offer relevant facts, and suggest strategies that will ensure Breac House claim its place in the market of eco-luxury hospitality. As for the structure of the report, the first part covers the external and internal context of Breac House as well as a strategic analysis in accordance with such frameworks as SWOT, PEST or Porter’s Five Forces, and the last part will consist of an intense plan for the improvement. These problems can be attributed to poor website traffic or marketing, overdependence on OTAs, fluctuating occupancy rates, and a lack of training on employees. Below are detailed strategies that can address these challenges; these include & development of digital marketing strategies, operational improvements and customer experience that want to increase on the company’s total revenue, efficiency of its operations and overall guest satisfaction.
It is evident from the analysis that the website of Breac House is not well developed, and this greatly hampers its prospects of marketing the hotel to international visitors and encouraging direct bookings. At the moment, the hotel has majorly relied on third-party applications for bookings that have some amount of commission fees, and possess little influence over the guests. Also, the fluctuation of customers that come to the hotel due to seasonal variation in the travel industry leads to an inadequate cash flow in the hospital since it will have a low number of customers during certain months. However, in the matter of staff knowledge about personal approach to guests, cultural sensitivity, and technology applied to communications used in relation to the guests, there are several shortcomings that also affected the idea of guests’ loyalty to Breac House. Without proper management on the above-discussed challenges, Breac House risks facing competition from competitors in the market to loss of potential revenue and failure in expansion. The issues highlighted in this report affect business performance as well as customer acquisition and profitability directly so the company should take a systematic and planned approach towards the management of change.

To ensure that the business environment of Breac House is well understood, this paper will analyze it using three primary tools, which include STEEPLED, SOAR and TOWS analyses. The STEEPLED brief factors consider change in traveler expectations, economic factors, sustainability factors, and legislation on how they affect the performance of the hotel. The necessity for the SOAR analysis is being imperative evidenced by the fact that it would reveal the best strategies that Breac House can use to constructively leverage on strengths and opportunities while working on the discovered areas of organization weaknesses and threats. Finally, the TOWS matrix offers a tool for converting threats into strength by changing one of them into another in order to adapt the Breac House to the changing environment of the hospitality industry. These tools provide the systematic way of problem solving while focusing on organizational strengths, which in combination with the perspective on market conditions of the organizations, serve as the base of proposed solutions.
Considering these points, the recommendations are wrapped around three major areas of digital marketing, operational optimization, and the customer outreach. Hence, the following recommendations are proposed to enhance Breac House’s online visibility: Search Engine Optimization (SEO) content plan, social media advertising, the use of influencers, and direct booking promotions. All these measures will improve web traffic – encouraging direct bookings and, as a result, will cause less reliance on OTA’s. On the operational level, new training activities related to guest relations, cultural (pro) hospitality and technology-based communication will improve the service quality, and thus the customer satisfaction. Furthermore, due to changes in occupancy rate of rooms the hotel should implement dynamic price schedules, experience-based tourist packages and other promotions during the low seasons. It will be a plus to have mobile app with a free loyalty program that presents the guests with extra services and special offers in order to ensure repeat bookings are made. The following are some strategic actions that would go a long way in enhancing the revenues the company, achieving better operation processes, and enhancing the position of Breac House in the luxury hospitality industry.
The possible outcomes of this consultancy are the raising of Breac House’s performance, satisfaction of the guests, and accessibility in the marketplace. Using the key objectives, the hotel has the targets of attaining at least 30% direct bookings within six months, a 75% occupancy rate across every month of the year, and a minimum guest satisfaction rate of 90%. The communication of digital marketing strategies, effective operation changes, and service improvement, will continue to create a sustainable, profitable, and unique business model. Nexus Advisory Group is sure that these recommendations will provide Breac House with the necessary tools to react on the changes in the market and use new opportunities for positioning the company as a leading eco-luxury boutique hotel. This document provides a plan of change implementation that will not only help Breac House to overcome the existing difficulties but also develop into a hotel that is successful in the conditions of the growing competition in the hospitality industry.
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Breac House is a luxury guest accommodation designed to provide the experience of a private home for the guests in County Donegal, Ireland. Located on the lovely Horn Head Peninsula, this small hotel offers a few bedrooms to guarantee privacy and an opportunity to leave the noisy and crowded cities. Considering the ecological considerations, the structure of Breac House is emblematic of local material, environmental features and traditional architectural education. It mainly targets high-end all-income business and leisure travelers, especially wildlife lovers, health-conscious tourists and art and culture lovers (Dimitrios et al., 2023). Other differentiating factors that would be persuasive for consumers include the specific destinations, tailored hospitality services, and environmental conservation, which makes it an exclusive tours company in the coast of Ireland. However, Breac House has some operational and strategic issues that affect its long-term success in the growing boutique hotel industry.
Nexus Advisory Group is a consultancy agency that has specific specialization in the industry segment of hospitality, particularly in planning, running, and branding. Our firm has strategic experience of working with luxury small-scale hotels to increase visitor satisfaction, operate profitability, and integrate sustainable operations. Based on our expertise in the sector of luxury hospitality, we will be able to help Breac House overcome the problems that it faces now. It also means the eventual solutions can be executed practically and be innovative for making changes for the longer term that enhances the hotel by the hotel’s vision and market strategy plan. This is because Nexus Advisory Group seeks to provide Breac House with solutions that will link its marketed image to its practical business platform for long-term performance.
The major consultancy concern is, therefore, to diagnose and address a critical incident that might have impacted the performance of Breac House. The management realizes that it faces the problem of very little online presence and apparent reach, and therefore it plans to have a limited amount of international guests and constant occupation rates. This is a crucial area of concern within the business, as it affects the revenue model, guest acquisition, and brand recognition; hence, there is need to enhance the business’s online engagement. Furthermore, areas such as customer loyalty and individual-focused attention issues could be taken care of to enhance Breac House's popular image among many similar establishments within the boutique hotel market segment. With a logical consultancy model, Nexus Advisory Group will be able to offer strategic suggestions on how to improve marketing, operations and customers’ relations.
The three analytical tools that will be used to design and implement the comprehensive strategy for the Dutch beer company are STEEPLED, SOAR, and TOWS. STEPELD will evaluate the macro environment circumstances like economic, technological, social, and environmental which impact Breac House (De Pelsmacker et al., 2018). The SOAR study will focus on the hotel from the aspects of; strength, opportunities, aspirations and returns with mutual relation to help evaluate the room for improvement. Lastly, the TOWS matrix that forms the fourth tool of this analysis will generate a clear focus on the opportunities that may be identified from the weaknesses that are found out in the business (Harif et al., 2022). Utilizing these methodologies, Nexus Advisory Group will be in a position to develop solutions that will improve on Breac House’s digital plan, customer touch points, as well as its organizational performance.
[bookmark: _Toc191909770]Analysis
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A major issue facing Breac House is its poor web visibility and outreach, male and female marketing that prevent it from increasing its market penetration especially from internationals tourists. Being situated in a secluded area of Ireland, Breac House does not experience high levels of direct bookings and primary source of customers are recommendations; therefore, there is limited engagement in digital marketing. Reports show that more than 70% of tourism consumers use online reviews and ratings and recommendations from their friends and families on various social media platforms before choosing accommodation facilities to book for (Slootweg and Rowson, 2018). Nonetheless, Breac House has limited presence in the top hospitality platforms, lack of proper SEO and paid promotions. This digital gap means that the hotel has limited marketing channel to reach the new high end market that is interested in sustainable tourism to Ireland.
There is a lack of a reasonable and influential online platform, which affect guest experience, revenue and operations directly. Thus, the low brand awareness, a greater number of bookings that do not result in guests’ stay, and fluctuation in hotel occupancy because unstable occupancy rates (Hernandez-Padilla et al., 2023). However, through data-driven marketing, Breac House cannot further help guests in understanding their experiences in order to prompt more bookings and improved customer enjoyment. Solving this problem is crucial for a proper medium to long-term strategy and to build a competitive advantage in the highly sensitive segment of luxury boutiques (Parvez et al., 2018).
[bookmark: _Toc191909772]STEEPLED Analysis
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Figure 1: STEEPLED Analysis
Source: (Yin et al., 2022)
1. Social (Changing Traveller Expectations): The current flow of tourists has shifted from package tours to experience-based solutions, which in the terms of the Acadian model are individualized and genuine (Chung, 2020). Guests have become considerably conscious on ordering their tourism choices in a way that respects the environment, boosted the local culture engagement, and wellness. It is necessary to note that a recent study in Booking.com revealed that travellers want to travel sustainably, with many preferring to pick boutique-eco-friendly hotels over conventional luxury hotels (Kapoor and Kapoor, 2021). Breac House is already adopting sustainable management of the property; however, its minimal online outreach reduces the opportunities in highlighting the specific experiences. Also, guest’s expectation of high internet speed, contactless services such as digital concierge services, and online booking systems put pressure on the hotel to improve its technological standards.
2. Technological (Digital Presence & Marketing): The flow and trends that have been observed in the hospitality industry are that the marketing and operations largely rely on technology. Research reveals that 81% of the travellers prefer to book their accommodations online (Michael and Fusté‐Forné, 2022). However, Breac House has a weak site, an insufficient social media presence, and a low frequency of SEO, and PPC campaigns. In addition, it is seen that customers are booked through mobile applications and with AI incorporated chat bots, giving a personal touch to the service industry. The absence of these touch points makes it difficult for the guests to see the messages, hence reducing guest interaction and revenue opportunities. To boost the ROI and personalize the guests further, Maurice could invest in data analytics, global CRM systems, and AI marketing (Yin et al., 2022).
3. Economic (Price Sensitivity and Demand Fluctuations): The segment which the boutique hospitality industry is situated in is highly affected by the economic cycles and consumer buying power or disposable income. Goals of value-conscious consumers may remain unchanged when the economy is strong but while facing economic downturn, they also seek economical attributes. Current inflation rates on travels of destination in Europe are likely to make tourists shift from spending on litigation and more especially on the boutiques accommodations (Putri, 2022). Besides, small specialty hotels are characterized by varied demand in terms of room occupancy for different months of the year. Therefore, Breac House needs to come up with a dynamic pricing strategy and design promotions in order not to compromise its revenue. One of the apparent sources of economic risk is adopting a flexible strategy of pricing, proposing tailor-made offers for off-season, and providing various types of income.
4. Environmental (Sustainable Hospitality Trends): Sustainability should not be understood as the special orientation for a few select hotels because it has become an essential competitive advantage for any type of boutique accommodation facilities. In the recent survey of the travellers in 2023, it was noted that 66% of the travellers demand sustainable travel accommodation services (Xia et al., 2020). This is a trend that Breac House has adopted already since it has used materials from the locale, energy conserving structures, and a Conservation pledge. However, for the hotel to benefit from this developing interest, green certifications must be embraced, carbon footprints estimated, and the sustainability messages marketed using the online tools (Mercade Mele et al., 2019). Further, building links with the tourism organizations, which emphasize the company’s environmental policies and teaming up with the environmentally geared travel bloggers could help gain access to the still growing market demand for sustainability-tourism.
5. Political (Impact of Tourism Policies): The legal conditions in relation to the hospitality industry dynamics are rather unpredictable, especially when the COVID-19 pandemic is followed by a gradual recovery process. Availability of tourism taxes, visa requirements and COVID-19 control measures also affect the international visitors travelling to a specific country (Ismunandar et al., 2023). The tourism industry in Ireland is gradually experiencing growth and any alteration in travel notice or tax laws can affect the foreign market in Breac House. However, there are many opportunities that Breac House can tap into including governmental funds and subsidies for sustainability tourism projects to provide money for support on the sustainable development of its facilities and advertisement (Nilashi et al., 2019). Another key factor will be sustaining awareness of policies and utilization of programs by the government support for the future phase.
6. Legal (Compliance with Hospitality Regulations): The law has provided guidelines rules and regulation to be followed especially in the boutique hospitality business in areas of safety, employment, and taxation. Breac House requires that it complies with Ireland laws on workplace safety regulation, data protection as required under GDPR and health measures and safety in food and accommodation (Fauzi et al., 2024). Non-compliance with these regulations results in various legal consequences, tarnishing of organizational image and reputations, or endangering the operations of business organizations. Also, communication, misrepresentation and selling laws, refund policies, and web accessibility laws need to be protected (Garrido-Moreno et al., 2018). As for the legal risks, it is necessary to show that all employees of the organization were trained in compliance, there are strict procedures to follow, and internal audits were conducted frequently.
7. Ethical (Sustainability and Ethical Tourism): Ethical measures are on the rise, specifically regarding employees, treatments of the environment, and relation to the community. They are becoming conscious of ethical sourcing, disposal of wastes, and consumption of social responsibility among others. It shows from the data stated by the World Travel & Tourism that 70% of tourists think that ethical concerns prior to choosing a hotel (Yang et al., 2021). Breac House’s local procurement policy and recognition of the need for sustainable tourism falls in line with this behaviour. Nevertheless, increasing the organization transparency by publishing sustainability reports, participation in community development projects and non-ethical labour policies will improve its reputation and guest’s loyalty.
8. Demographic (Changing Customer Preferences): Regarding the travel industry, both millennial and Gen Z travelers have been identified as owners of the luxury experience. All of these segments focus on truly enjoying various experiences, embracing the digital world during travelling and choosing an eco-friendly way of travelling (Chalke et al., 2025). Millennials are less loyal to luxury travel agents, tend to book directly from the Internet, are eager to look for photogenic locations, and prefer non-corporal and boutique hotels (Tanford et al., 2020). Secondly, wellness tourism and slow travel opportunities form another potential market within a senior traveller target that Breac House can look at. Marketing adaptation of an organisation’s product, increasing the functionalities of their online booking system, and introducing a variety of healing and adventurous packages will help expand the target market.
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Figure 2: SOAR Analysis
Source: (Ban et al., 2019)
	
	Internal
	External

	Current
	Strength
· Exclusive boutique experience with limited, high-quality rooms.
· Sustainability-focused operations using local materials and eco-friendly designs.
· Strong guest satisfaction due to personalized service and scenic location (Romero and Tejada, 2020).
· Unique cultural immersion experiences with local food, wellness, and traditional elements.
	Opportunities
· Expanding digital presence through SEO, social media, and influencer marketing.
· Partnering with luxury travel agencies and sustainability-focused tour operators.
· Offering seasonal and experience-based packages to attract off-peak bookings.
· Enhancing direct bookings to reduce dependency on third-party platforms (Chiang et al., 2021).

	Future
	Aspirations
· Establish Breac House as a top eco-luxury boutique hotel in Ireland.
· Achieve higher international recognition and media coverage (Kucukusta et al., 2019).
· Develop long-term guest loyalty programs to encourage repeat visits.
	Results
· Increased occupancy rates and revenue stability throughout the year.
· Enhanced brand visibility and guest engagement through digital strategies.
· Improved guest retention and referral bookings from satisfied customers (Ban et al., 2019).
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Figure 3: TOWS Matrix
Source: (Fu et al., 2021)


	TOWS Matrix
	Strengths (S)
(Internal Advantages)
	Weaknesses (W
(Internal Limitations)

	Opportunities (O) 
(External Growth Factors)
	S-O Strategies
Using strengths to capitalize on opportunities 
· Leverage sustainability focus to partner with eco-conscious travel platforms (Fu et al., 2021). 
· Utilize strong guest satisfaction to boost word-of-mouth marketing and testimonials. 
· Expand digital reach using influencer collaborations and luxury travel blogs. 
· Offer seasonal adventure and wellness packages to attract new customer segments.
	W-O Strategies
Overcoming weaknesses by using opportunities 
· Improve digital marketing efforts to compensate for low online visibility.
· Offer direct booking discounts to reduce reliance on third-party booking platforms. 
· Invest in staff training & guest personalization tech to enhance the luxury experience.
· Develop a referral and loyalty program to attract repeat guests (Fisman and Sullivan, 2014).

	Threats (T) 
(External Challenges)
	S-T Strategies
Using strengths to mitigate threats
· Position Breac House as a premium, exclusive retreat to maintain pricing power against economic fluctuations.
· Highlight unique cultural and sustainability aspects to differentiate from larger hotel brands (Hou and Wu, 2021).
· Strengthen local supplier relationships to manage cost inflation.
	W-T Strategies
Reducing weaknesses and avoiding threats 
· Adopt dynamic pricing models to adapt to seasonal demand fluctuations (Castañeda García et al., 2018).
· Enhance website SEO & digital presence to compete with bigger hotel chains. 
· - Diversify revenue streams by offering exclusive membership packages and collaborations with local artisans.
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Below are Nexus Advisory Group’s marketing, operations, and electric strategy recommendations for Breac House as a way of tackling the problems identified;
1. Marketing Strategies: Digital Marketing, Influencer Collaborations & SEO Optimization: Breac House needs to ensure that they have a proper online marketing scheme that will require them to invest in SEO content, social media advertising, and partnerships, or influencers. Contest with Google Ads campaign and social media advertisements (Instagram, Facebook, TikTok, etc.) will increase a control and direct sales (Chua and Han, 2022). Eco-tourism bloggers and travel influencers with influence in luxury brands can also be of immense help in this aspect as they give credibility. Thus, practices such as email marketing and retargeting ads are valuable in keeping up a relationship with the guests as well as getting them back to book again (Newton, 2010).
2. Operational Improvements: Enhancing Service Quality & Staff Training: In order to sustain quality services delivery at Breac House, they should offer trainings that should encompass professional customer’s relation, cultural hospitality and other extras that relate to sustainability. The use of customer relationship management (CRM) system will help in tracking the needs of guests for adequate attention of the staff members to be able to offer what the customer wants (Farmaki, 2019). Also, some specific internal procedures and policies such as the check-in and check-out procedures can be digitized to optimize and be still friendly.
[image: Customer Relationship Management (CRM) - CyberHoot]
Figure 4: Customer Relationship Management
Source: (Farmaki, 2019)
3. Customer Experience Enhancement: New Service Offerings & Loyalty Programs: To enhance people’s loyalty to the hotel, Breac House should establish a loyalty program with services like a discount for the second and the subsequent stay, augmented experiences, and individualized services (Michopoulou and Moisa, 2019). Other special offers that can complement the positions are the extension of wellness-oriented activities, nature and history tours, and gourmet food trips (Subramaniam et al., 2011). One is a customized mobile application that provides guests with an easy way of accessing services, information and estimation of their itineraries.
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Figure 5: Kotter’s 8-Step Change Model
Source: (Kotter, 2012)
1. Establishing a Sense of Urgency: To create awareness of the issues that hinder the effectiveness of Breac House, it is necessary to define the reasons for low digital visibility, low occupancy, and ineffective work rates among employees. Alternatively, the management of such organizations should internally analyze low levels of customer interest and booking trends to raise awareness of the issue. By using such factors as 81% of travelers use online platforms to book their travel options and 76% of them seeking sustainable travel solutions, the leadership can try to sell more effective innovation approaches in marketing and operations (Sanchez-Casado et al., 2019). Recommendation reports, evaluation of the feedback received from guests, and the comparison of the hotel with competitors’ hotels should be used to remind people of what needs to be done next.
2. Building a Guiding Coalition: To accomplish these changes, an organizational transformation team should be established and it should involve all the organizational employees. Such a team should include the senior management, managers of the departments involved, marketing professionals, and frontline workers as they will provide the adequate knowledge for successful implementation (Krizanova et al., 2019). It will also be beneficial to hire external consultants, like Nexus Advisory Group, to enhance the capabilities of this leadership group through the provision of collected data and modalities of the industry. Organising meetings for the discussion of progress as well as concerns and allocations of tasks will also foster every stakeholder’s commitment towards change.
3. Developing a Vision and Strategy: Presenting the highly required conceptual outlook as follows, as Breac House embarks on transformation: The vision should be to position Breac House as one of the leading eco-luxury accommodations, virtually active on social media, improving guests’ experience, and fine-tuning the performance (Lee and Oh, 2021). The way to achieve these goals should involve reinvention of the focus on digital media, establishing a new approach to guest service, and incorporating analysis-driven operational advancements (Wei et al., 2024). This vision must be presented clearly up to the staff level and everyone within the management must be informed about it. Measurable targets like increasing the number of bookings done online by at least 30% within one year and 90% guest satisfaction makes it easier for Breac House to evaluate its performance and keep the focus on such objectives.
4. Communicating the Change Vision: The community must appreciate and embrace all the changes implemented and thus the essence of proper communication. A combination of the team meeting, newsletters and workshop should be employed in the process of communicating the vision strategy and change since it has several benefits. Used management: Employees should embrace the changes, they are meant to make their work easier, improve interactions with the guests and bring about the stability of business (Kim et al., 2019). Particularly by participating in the discovery of shortfalls and advocating for a culture of sharing, management will get to learn of such issues in an effort to improve on the implementation (Whittington et al., 2020). This can be achieved through statistics, examples of presentations, case studies and success stories of competitors can effectively be used in order to quantify the need for a good online platform and improved guest experience.

5. Empowering Employees for Broad-Based Action: For change management to be effective, employees should be properly equipped, informed, and empowered in order to effect new strategies as envisaged”. The staff must be trained on online public relations, and personal interaction with the client as well as environmental minded undertaking (Ye et al., 2022). New key performance indicators that refer to the change vision – client ratings, online reviews, operating effectiveness standards – will motivate the employees to be responsive to the change process (Burnes, 2014). Also, the incentive for organisational change will be accomplished by identifying and rewarding early adopters of the new practices into the organisational culture.
6. Generating Short-Term Wins: The key feature in the process of change is the setting of goals that must demonstrate measurable progress within short periods of time. Thus, the strategy of interacting with the audience through an advertising campaign and attracting influencers in the first three months may lead to the growth of online activity (Köseoglu et al., 2019). On the following points, it is important to note that the same approach to evaluate possible changes in behaviours of guests is to also launch a pilot program of a loyalty program for repeat visitors (Serra-Cantallops et al., 2018). The small wins realized within the program change projects should be highlighted and publicized across the organization so that it provides confidence in the change process. Examples of guest satisfaction in surveys, higher rates of sales, and greater probabilities of positive change in operations will go a long way in implementing long term change.
7. Consolidating Gains and Producing More Change: After developing initial changes for growth, the Breac House should diversify and fine tune its efforts for continued development. After these resources have been properly established, the hotel should begin to advance with artificial intelligence approach to guest privacy, automating the booking as well as price models of revenue management (Nart et al., 2019). Thus, the existing training for staff continuation should be broadened to include data analysis, environmental sustainable tourism, and integrating simultaneous multiple channels stimulate customers. In this case, it is possible to distinguish some recommendations for Breac House that can help the object maintain its competitive advantage in the niche of the luxury boutique hotel for two years:
8. Anchoring New Approaches in the Corporate Culture: Subsequently, for the changes to mature and become firmly entrenched within Breac House, they needed to be inculcated at the corporate DNA and process maps. It is imperative that the leadership team emphasizes digital engagement and excellent service to guests in performance appraisals, organizational reward systems, and organizational planning (Avraham, 2020). Market research and the customer needs analysis should therefore be continuously conducted to aid in the understanding of areas in need of adjustments in the future by Breac House. Therefore, if Breac House would make innovation, sustainability, and digital excellence a part of its organizational culture, it will be able to fortify its place in the market and establish it as the best boutique eco-luxury destination in the coming years.
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	Challenge
	Details
	Mitigation Strategy

	Resistance to Change
	Employees may resist adopting new digital marketing tools, operational processes, or customer engagement strategies due to fear of added workload or lack of familiarity (Kim et al., 2019).
	Conduct comprehensive training programs and employee workshops to ease the transition. Provide incentives for staff adopting new methods and create a feedback loop to address concerns.

	Budget Constraints
	Implementing a robust digital marketing strategy, loyalty programs, and staff training requires financial investment, which may strain the hotel's budget.
	Develop a phased implementation plan prioritizing high-impact, low-cost strategies first. Leverage government tourism grants and partnerships with digital agencies to offset costs (Abedian et al., 2022).

	Technological Learning Curve
	Employees may struggle with new software, digital booking systems, or marketing automation tools, leading to inefficiencies and frustration.
	Provide step-by-step digital training, appoint tech ambassadors among staff, and integrate user-friendly tools with clear standard operating procedures (SOPs).

	Seasonal Demand Fluctuations
	Revenue inconsistency may affect the hotel’s ability to sustain new initiatives throughout the year (Köseoglu et al., 2018).
	Implement seasonal pricing models, offer year-round promotional packages, and expand target demographics to attract diverse guest segments.

	Guest Adaptability
	Some guests, particularly older demographics, may prefer traditional booking and engagement methods.
	Maintain hybrid service options, allowing both digital and offline booking while educating guests about the benefits of online services through concierge assistance.


Table 1: Implementation Challenges & Mitigation Strategies (Self Made)
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To assess the impact of the change initiatives in the areas of marketing, operations, and customer experience at Breac House, the following Key Performance Indicator measurement framework will be adopted. It will further facilitate the tracking of progress, achievement of measurable Pulses, and improve the decision-making process.
1. Online Booking Conversion Rate: The overall effectiveness of marketing can be determined by measuring the popularity of the site by the rate of customers that makes a booking (Noordzife, 2014). If the conversion rate is low, then it is an indication that would-be guests may not be aware of the offering, they can also be deterred by a complicated process to book or simply find the content uninteresting (Halim and Halim, 2019). By optimizing the SEO strategies, using pay per click advertisement and optimizing websites for user experience it would be expected to achieve conversion rate of at least 20% within the period of six months (O’Mahoney, 2021).
2. Customer Satisfaction Score (CSAT): The experiences of guests are one of the primary offerings in the Breac House’s line of business (Mavridopoulou and O’Mahoney, 2020). Customers’ satisfaction can be assessed through two methods, the post-stay questionnaires, online reviews, and feedbacks (Kipping and Clark, 2012). Some of the significant goals set within the context of the hotel include; Personalized services which will improve the satisfaction of guests to enhance an average session satisfaction score of 90% or above within the year are achievable through staff training programs and loyalty incentives (Choi et al., 2020).
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Figure 6: Customer Satisfaction Score (CSAT)
Source: (Choi et al., 2020)
3. Occupancy Rate: The occupancy rate defines the manner in which the total of rented rooms relates to the total of available rooms at a given time (Clark et al., 2023). Targeting 80% occupancy from the current rate within a year through off season pricing strategy and an offer of packaged services and reward system, Breac House hopes to reduce on the pressure from the peak seasons demand.
4. Social Media Engagement & Reach: The necessity of having an active online presence is a necessity for the location in question looking to attract new guests. Measures like the likes, shares, the comments, and followers will complement the extent of digital marketing efficiency on Instagram, Facebook, and others (Huang et al., 2019). The targeted goal of the theories of engagement is to increase the current engagement rates to the mentioned social media webpage by 50% within the next six months besides targeting to gain 30% of new followers in the social media bases.
5. Revenue per Available Room (RevPAR): RevPAR is a relative indicator that relates to pricing policy and occupancy coefficient trends simultaneously. It is computed as the total rooms’ income divided into the number of room available (Aladag et al., 2020). To achieve the proposed goal of raising the RevPAR by 25% in the consequent financial year, Breac House has planned operational tactics such as dynamic pricing and value-added services.
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Figure 7: Revenue per Available Room (RevPAR)
Source: (Aladag et al., 2020)
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	Issue
	Solution
	Expected Outcome (Specific)
	Timeframe
	Budget (GBP)

	Limited Digital Presence & Low Online Bookings
	Implement a SEO-driven website revamp, social media ads, and influencer collaborations to enhance digital visibility (Touni et al., 2020).
	Increase online bookings by 30% within six months and improve brand awareness through higher organic search rankings.
	6 months
	£15,000

	Lack of Direct Booking Incentives
	Introduce a direct booking discount & loyalty program for returning guests, reducing dependency on third-party platforms.
	Boost direct bookings by 25%, lowering commission costs paid to OTAs and improving profit margins.
	4 months
	£8,000

	Seasonal Occupancy Fluctuations
	Develop seasonal travel packages (e.g., winter wellness retreats, adventure experiences) & dynamic pricing strategies (Choe et al., 2021).
	Achieve a minimum 75% occupancy rate year-round, balancing demand across peak and low seasons.
	6-8 months
	£12,000

	Gaps in Staff Training & Service Personalization
	Implement advanced staff training in digital guest interactions, cultural hospitality, and customer experience management (Noorzidze, 2014).
	Improve guest satisfaction ratings to 90%+ and ensure seamless guest interactions.
	3 months
	£5,500

	Limited Social Media Engagement
	Launch a content-driven social media campaign, including influencer partnerships and interactive guest storytelling (Eid et al., 2021).
	Increase social media engagement rates by 50% and follower growth by 30%.
	6 months
	£6,500

	Low Revenue per Available Room (RevPAR)
	Introduce revenue management strategies, dynamic pricing, and bundled experience offers.
	Increase RevPAR by 25%, improving profitability through better price optimization.
	12 months
	£10,000

	Guest Experience Enhancement
	Develop new service offerings, including guided eco-tours, wellness programs, and personalized concierge services.
	Enhance guest retention by 20%, leading to higher repeat bookings and positive word-of-mouth marketing.
	5 months
	£9,500

	Lack of Advanced Data Utilization for Decision-Making
	Integrate a Customer Relationship Management (CRM) system to track guest preferences and tailor experiences (Jawabreh et al., 2022).
	Improve guest personalization efficiency by 40%, leading to higher satisfaction scores.
	4 months
	£7,500

	Legal Compliance & GDPR Readiness
	Conduct internal audits and staff training on data protection & hospitality laws.
	Ensure 100% legal compliance, avoiding penalties and enhancing guest trust.
	2 months
	£3,000

	Energy Efficiency & Sustainability Initiatives
	Upgrade energy-efficient lighting, water-saving solutions, and waste management systems (Wang et al., 2019).
	Reduce utility costs by 20% annually, strengthening the hotel's eco-friendly reputation.
	8 months
	£14,000


Table 2: Action plan (self-made)
[bookmark: _Toc191909781]Conclusion
Breac House, a luxury boutique hotel located in County Donegal, Ireland, holds significant market niche in the sphere of eco-hospitality. Nevertheless, the following are some of the disadvantages that could decrease its sustainability in the long run; these concerns include low digital visibility, external booking systems, unstable occupancy rate, lacking staff training, and minimal customer interaction plan. The STEEPLED, SOAR, and TOWS tools proved to identify worthy external pressures, internal strengths, and strategies that would help improve the operation of Breac House. Meeting these concerns is crucial to attaining its ultimate objective of transforming into a premier boutique eco-luxury hotel and to maintain a solid and steady, adequate and constant income for growth and further enhancement of guests’ satisfactions (Buttrick, 2009).
In order to address these issues, some of the key recommendations that could be made were related to the digital marketing development, the operational changes, as well as some improvements regarding customer experience. These ideas include implementing an SEO-based marketing strategy, creating an active social media presence and attracting cooperative famous Instagram voices to Breac House to increase the direct bookings by 30% in six months. Organizational enhancements such as training of staff on how to welcome and accommodate the guest with the use of cultural endowment are expected to result into improved customer satisfaction scores of not less than 90%. Also, adopting an intriguing pricing strategy and annualized travel specials that will be adjusted according to seasonal variations will ensure that the hotel has an occupancy of 75% all the year without relying solely on the high seasons. The proposed elements such as the loyalty program and better guest services will also bring more people to the hotel and create a possibility of return visits, which are also rather valuable for the hotel’s long-term sustainability.
Nexus Advisory Group thanks for the opportunity to put forward the recommendations that can meet Breac House Company’s goals in terms of becoming sustainable, guest-oriented, and profitable. How Breac House management focused on embracing innovation and the adoption of the relevant strategies proved that the management is committed to keeping the business competitive. With the implementation of the adopted recommendations, it would be easier for Breac House to improve on efficiency, profitability and reputation as an eco-luxury boutique hotel. 
Since the current strategy aims at managing existing problems that threaten the company, improvement will be ongoing to ensure that Breac House is ready to tackle future trends in hospitality as well as customer demands. Peculiar recommendations for the future are the continuation of introducing such forms of artificial intelligence as personalization tools, the development of multilateral cooperation with environmentally friendly travel agencies, as well as the deepening of analytics to drive decision making. Introduction of VR-based virtual tours, mobile application concierge, and entirely self-operated bookings can be implemented to improve the guest experience portfolio further. There is need to incorporate evaluation scores, ratings from the guests, and market dynamics to determine its relevance and future strategies for Breac House.
Breac House can achieve its goal of a successful and sustainable business by following the proposed strategies and gradually improving the process for enhancing the guest experience. Altogether with those strategies and recommendations in mind, the hotel is guaranteed to succeed in its next developmental stage together with remaining loyal to the spirit of the place that tourists and travellers find appealing.
[bookmark: _Toc191909782]
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