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[bookmark: _Toc167996765]Executive Summary

The expansion of small and medium-sized enterprises (SMEs) is a cornerstone for a dynamic and robust economy. Understanding the SME ecosystem and fostering their growth is essential for addressing productivity gaps in various countries. Pempamsie Hotel, located in Cape Coast, Ghana, serves as a pertinent example of an SME facing contemporary challenges despite its historical prominence.
Pempamsie Hotel, owned by The Civil and Local Government Staff Association of Ghana (CLOGSAG), opened in August 2013 with 61 rooms. Over the years, it expanded to 149 rooms and chalets, capitalizing on Cape Coast's status as an educational and tourist hub. Cape Coast hosts several prestigious educational institutions and UNESCO World Heritage sites, including Cape Coast Castle and Elmina Castle, which draw substantial tourist interest. Additionally, Kakum National Park and Assin Manso, known for its historical significance, are notable attractions within an hour's drive from the hotel.
Despite its advantageous location and initial success, Pempamsie Hotel has recently faced declining occupancy rates and guest satisfaction, exacerbated by the competitive presence of newer hotels such as Ridge Royal Hotel. Understanding the challenges faced by SMEs like Pempamsie Hotel is critical for policymakers and stakeholders interested in enhancing productivity and economic growth.
Superior Hospitality Solutions (SHS), a consultancy firm specializing in revitalizing distressed hotels, offers a pathway to restore Pempamsie Hotel’s prominence. SHS focuses on market analysis, innovative pricing models, and operational efficiency. Partnering with Hotel Link, SHS leverages advanced digital marketing techniques to improve online visibility and drive bookings. This collaboration aims to provide tailored strategies for hotels to overcome challenges and achieve sustained profitability.
This report investigates the factors contributing to Pempamsie Hotel's decline and explores potential strategies for revitalization. By employing frameworks like Root Cause Analysis, PESTEL, SWOT, and TOWS, the report offers actionable insights to help Pempamsie Hotel regain market share and restore its status as a premier destination.
The Root Cause Analysis reveals several underlying issues, including poor online presence, lack of engagement with Online Travel Agencies (OTAs), and ineffective signage. Financial analysis shows significant losses exacerbated by the depreciation of the Ghanaian cedi against the US dollar. With substantial fixed costs, declining occupancy rates severely impact the hotel's financial stability.
A SWOT analysis highlights Pempamsie Hotel’s strengths, such as its strategic location and large conferencing capacity, while also pointing out weaknesses like limited online presence. Opportunities include targeting diasporan and heritage tourism, while threats involve competition from newer hotels and currency devaluation.

Based on the SWOT and TOWS analyses, several strategies are recommended:
Leverage Location for Diasporan and Heritage Tourism: Positioning Pempamsie Hotel as a hub for heritage tourism by promoting its proximity to historical sites can attract a dedicated clientele interested in cultural and historical exploration.
Competitive Pricing Strategy: Implementing dynamic pricing to remain competitive while highlighting the hotel's value for money can attract cost-conscious tourists and business travellers.
Enhance Online Presence: Developing a robust online presence, including a user-friendly website, online booking, and payment platform, and partnering with OTAs, can capture a larger market share, especially from international travellers.
Improve Operational Efficiencies: Implementing cost management initiatives, such as energy-efficient systems and bulk purchasing, can counteract the rising cost of goods due to currency devaluation.
Change management is crucial for the successful implementation of these strategies. Galbraith’s Star Model provides a framework for aligning strategy, structure, processes, rewards, and people to facilitate effective organizational change. Emphasizing stakeholder engagement and addressing resistance to change are essential for achieving a seamless transition and ensuring long-term success.
In conclusion, by adopting these recommendations and leveraging the expertise of Superior Hospitality Solutions, Pempamsie Hotel can overcome its current challenges and re-establish itself as a leading destination in Cape Coast's competitive hospitality market.
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Introduction:

The expansion of small and medium-sized enterprises is crucial for maintaining a dynamic and robust economy and key aspect of addressing the productivity gap in many countries involves gaining a better understanding of the SME ecosystem and fostering the growth of small and medium-sized enterprises (O’Mahoney 2021)  One such SME is Pempamsie Hotel situated in the historic city of Cape Coast, Ghana. 
In August 2013, Pempamsie Hotel opened its doors in the historic city of Cape Coast, Ghana, under the ownership of The Civil and Local Government Staff Association of Ghana (CLOGSAG). Initially boasting 61 rooms, the hotel has undergone substantial expansion and now offers a total of 149 rooms and chalets (Pempamsie Hotel 2024). Strategically located in a region with profound historical significance, Pempamsie Hotel was once a thriving destination known for its luxurious accommodations, catering to vacationers seeking both relaxation and cultural exploration.
Cape Coast, the hotel's home, is not only a regional administrative capital but also hailed as the "educational capital of Ghana," hosting several prestigious secondary schools and the esteemed University of Cape Coast. Beyond its academic prestige the city is a major tourist hub renowned for its UNESCO World Heritage sites, including the iconic Cape Coast Castle and the nearby Elmina Castle, both serving as poignant relics of the Trans-Atlantic Slave Trade (UNESCO, World Heritage Convention 2024). The city also hosts the awe-inspiring Kakum National Park, featuring a canopy walkway, and the historically significant Assin Manso, known for its "slave" river – all within an hour's drive from Pempamsie Hotel.
Despite its auspicious beginnings, and while the city's multifaceted charm remains undiminished, Pempamsie Hotel has faced challenges in recent times experiencing a decline in occupancy rates and guest satisfaction. The competitive landscape has evolved with the emergence of newer properties in the area. Notably, the Ridge Royal Hotel, situated directly opposite Pempamsie, has positioned itself as an upmarket alternative, offering rack room rates up to three times higher than those of the Pempamsie Hotel (O’Mahoney 2021b) reiterates that understanding the potential for success and the obstacles faced by small and medium-sized companies is crucial not only for owners and investors, but also for government policymakers focused on improving productivity.
[bookmark: _Toc167996767]Introducing Superior Hospitality Solutions
Superior Hospitality Solutions (SHS) is a small consultancy firm made up of 7 staff dedicated to revitalizing distressed hotels and transforming them into profitable enterprises. Specializing in addressing low occupancy rates, we offer tailored strategies that breathe new life into struggling properties. Our expertise spans comprehensive market analysis, innovative pricing models, and the optimization of operational efficiencies.
Understanding O’Mahoney’s (2021b) observation that 45 percent of small management consulting firms do not survive their first five years, a key component of SHS’s success is its strategic affiliation with Hotel Link, a leading provider of online marketing solutions (Hotel Link 2024). Through this partnership, SHS can leverage cutting-edge digital marketing techniques to enhance online visibility, attract a wider audience, and convert interest into bookings. The collaborative efforts focus on maximizing the potential of online platforms, utilizing targeted advertising, social media engagement, and search engine optimization (SEO) to drive traffic and increase occupancy.
Understanding that each hotel has unique challenges and opportunities SHS’s team of seasoned professionals works closely with hotel owners and managers to develop and implement customized action plans. By combining industry expertise with advanced marketing tools, SHS can empower hotels to overcome their difficulties, improve guest satisfaction, and achieve sustained profitability. Trust Superior Hospitality Solutions to guide your hotel back to success and ensure its long-term growth in the competitive hospitality market.
[bookmark: _Toc167996768]Purpose of this report

This report delves into the factors contributing to Pempamsie Hotel's decline and explores potential strategies to revitalize its standing in the vibrant hospitality market of Cape Coast. Through a comprehensive analysis of academic theories, market trends, customer preferences, and the competitive landscape, this report will provide actionable insights that will enable Pempamsie Hotel to regain market share and to restore its former status as a premier destination for both leisure and business travellers. To help get a better understanding, frameworks such as Root Cause Analysis, PESTEL, SWOT, and TOWS will be used. 

[bookmark: _Toc167996769]Root Cause Analysis
Root Cause Analysis (RCA) is a systematic process used to identify the fundamental underlying reasons for problems or incidents. (Wieczerniak, Cyplik, Milczarek 2017)  The goal of RCA is to determine the root causes of issues, rather than simply addressing their symptoms, to prevent recurrence and ensure long-term solutions. RCA involves a thorough investigation and examination of all potential factors contributing to a problem, typically following these key steps:
· Problem Identification: Clearly define the problem or incident that needs to be analysed.
· Data Collection: Gather relevant information, data, and evidence related to the problem to understand its scope and impact.
· Cause Identification: Identify all possible causes contributing to the problem, often using tools and techniques such the 5 Whys theory described as the technique of repeatedly asking "why" whenever a problem arises aims to move past the apparent symptoms and uncover the underlying root cause (Five Whys and Five How’s Root Cause Analysis).


 




Five Whys Process. Fig 0
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· Analysis and Evaluation: Evaluate the identified causes to determine the root cause(s), distinguishing them from contributing or secondary factors.
· Solution Implementation: Develop and implement corrective actions aimed at addressing the root cause(s) to prevent future occurrences of the problem.
· Follow-Up and Monitoring: Monitor the effectiveness of the implemented solutions and make adjustments as necessary to ensure the problem is resolved and does not recur.
[bookmark: _Toc167996770]Income Statement
The hotel’s income statement below gives a brief outline of financial performance for i2021 and 2022. (Morgan 2017) describes income “as increases in economic benefit from revenue, or gains during the accounting period, that increase equity other than contributions from the owners.” 





	Table 1 – Income Statement Analysis (2022 and 2021)
	 

	
	
	

	Item
	2022*
	2021^

	Total Revenue
	GHS 5,393,444.00
	GHS 2,972,162.00

	Cost of Goods Sold*
	GHS 2,717,532.00
	GHS 1,251,246.00

	Gross Profit
	GHS 2,675,912.00
	GHS 1,720,916.00

	General, Selling and Admin Expenses
	GHS 3,290,038.00
	GHS 1,765,455.00

	Net Profit/Loss  
	-GHS 614,126.00
	-GHS 44,539.00

	Additional Income
	GHS 122,766.00
	GHS 44,438.00

	Loss before tax
	-GHS 491,360.00
	-GHS 101.00



Table 2- Turnover Analysis (2022 and 2021)
	Turnover
	2022
	2021

	Accommodation and Conference
	GHS 5,152,493.00
	GHS 2,861,361.00

	Restaurant and Bar
	GHS 240,951.00
	GHS 110,801.00

	TOTAL
	GHS 5,393,444.00
	GHS 2,972,162.00



[bookmark: _Toc167996771]External Factors Affecting Performance
Although the main issue reported by the hotel is its lower occupancy rates (table 2 below) there is a need to have an understanding of the hotels income statement and how it has been affected by a sharp decline in the value of the Ghanaian cedi in relation to its main trading currency the US dollar.  The Ghanaian cedi significantly weakened against numerous currencies, especially the U.S. dollar, since the beginning of 2022. Between January and October 2022, the cedi fell by over 55%, marking one of the most substantial declines of any currency globally during that period (International Tade Organisation 22/11/2022)   
Table 3 ARR and RevPAR 
	
	2022
	2023*

	Rack Rate (Standard Single)
	450
	650

	Average Room Rate** GHS
	231.3
	323.06

	Occupancy Rate
	24.90%
	23.50%

	RevPAR*** GHS
	57.5937
	65.6109

	 
	 
	 

	*To 18th November 2023
	 
	 

	**ARR total revenue divided by total room nights sold
	 
	 

	***RevPAR ARR multiplied by occupancy%
	 
	 


    
*USD to Cedi GHS 10.20 
^ USD to Cedi GHS 6.18  
Negative Net Profit/Loss:
With the much higher currency exchange rates with the US Dollar between 2021 and 2022 (Focus Economics 2024) the cost of sales more than doubled, one of the most prominent concerns is the negative net profit/loss in both years without a significantly corresponding increase in accommodation and Food & Beverage (F&B) operations. In 2022, the net loss deepened significantly to -GHS 614,126.00, compared to -GHS 44,539.00 in 2021. 
In 2022, goods worth around 14.62 billion U.S. dollars were imported to Ghana (O’Neill, 2024). Considering significant increase in the cost of goods sold, it is reasonable to assume that most of the items were imports.   
Many hotels, aware of the frequent currency fluctuations would quote room rates in US dollars to protect themselves from the harmful devaluation. “Almost all major hotels in the major cities in Ghana have found solace in charging their bills in dollars other than the local currency” (Peace FM Online, 2012), however directives from the Bank of Ghana (2019) and the Ghana Tourism Ministry (Entsie 2019) both instructed hotels to desisted from the practice. The Pempamsie Hotel’s income statement shows just how if there is not a significant increase in occupancy the business can stagnate.     
  
[bookmark: _Toc167996772]Impact of Lower Occupancy Rates
It is crucial for all organizations, particularly those in the service industry, to understand that without customers, they would not be able to sustain their operations (Domenici and Guzzo 2010.) Declining hotel occupancy rates affect the heavy fixed cost nature of hotels because the substantial fixed costs, such as mortgage payments, property maintenance, and staff salaries, remain constant regardless of the number of guests, leading to financial strain when revenue drops (Denton & Sandstrom 2020).
The impact of this can include: 
· Revenue Loss: Lower occupancy rates directly translate to reduced revenue since fewer rooms are being booked affecting the ability to cover operational costs. 
· Operational Cost Inefficiencies: Many operational costs, such as utilities, maintenance, and staffing, are relatively fixed. With fewer guests, these costs become inefficient, as the expenses are spread over a smaller revenue base.
· Reduced Ancillary Revenue: Lower occupancy rates also mean fewer guests using additional services such as dining, spa treatments, and event spaces, further reducing the hotel's overall income.
· Profitability: Decreased occupancy rates can lead to diminished profitability, especially if fixed costs remain constant. 
· Reputation Damage: Poor guest satisfaction can damage the hotel's reputation and lead to negative reviews or word-of-mouth publicity. In today's digital age, online reviews heavily influence potential guests' booking decisions.
· Competitive Disadvantage: Hotels with low occupancy rates and poor guest satisfaction may struggle to compete with other establishments in the market. 
· Financial Stability: A prolonged decline in occupancy rates and guest satisfaction can jeopardize the hotel's financial stability, making it challenging to secure financing or invest in necessary upgrades and improvements leading to a cycle of decline if not addressed promptly.
· Employee Morale: Lower occupancy rates can result in fewer opportunities for employees, such as reduced work hours or layoffs, impacting job security and morale.

[bookmark: _Toc167996773]Market and Competitor Analysis (SWOT)

A SWOT analysis is a technique for thoroughly examining the current state of a company, firm, product, service, region, etc. It involves assessing the strengths and weaknesses of the subject, as well as identifying opportunities and threats from the surrounding economic, political, social, and cultural environments. The opportunities and threats should be pertinent to the factors that impact the subject’s activities and success. The term is generally accredited Albert Humphrey of Stanford University (Friesner 2011)    
[bookmark: _Toc167996774]SWOT
[bookmark: _Toc167996775]Strengths
· Pempamsie’s Cape Coast location continues to be a popular destination as there have been several, newer hotels in the area.  This suggests demand for the destination has remained strong and provides the hotel  with the opportunity to leverage its location is a key strength to help rebuild its reputation among the other properties in the area.  
 
	STRENGTHS (S)

1. Cape Coast location
2. Number of rooms allows for greater economies of scale
3. Relatively lower rack rates
4. Size and number of conference rooms 
	WEAKNESS (W)

1. Very little online presence
2. Not working with Online Travel Agencies
3. No online booking and payment platform
4. Poor signage

	OPPORTUNITIES (O)

1. Location perfect for diasporean and heritage  tourism from the USA and the Caribbean
2. Large conferencing space allows for holding major MICE activity
	THREATS (T)

1. Newer hotels in the vicinity
2. Location: Proximity to Accra makes it more of a “day trip” rather than an overnight stay
3. Uncontrolled cost of goods increases due to devaluation of local currency.



Table 3
	Comparative Analysis
	
	
	
	
	

	
	*Rack Rates 
	OTA Presence
	Built 
	Rooms
	Conference

	Pempamsie Hotel
	GHS 650.00
	No
	2013
	149
	650

	Ridge Royal
	GHS 1,920.00
	Yes
	2017
	78
	250

	Capital Hill
	GHS 550.00
	Yes
	2014
	50
	100

	Royal Elmount Hotel
	GHS 700.00
	Yes
	2019
	45
	100

	Charlestina Hotel
	GHS 950.00
	Yes
	2017
	19
	No

	Coconut Grove Hotel
	GHS 1,500.00
	Yes
	1993
	68
	100

	Elmina Beach Resort
	GHS 1,200.00
	Yes
	1999
	100
	200

	
	
	
	
	
	

	*Cheapest room 2pax 
	
	
	
	
	



· Pempamsie Hotel's Rack Rate of $45/GHS 650.00 (pempamsiehotelgh.com/rooms )is positioned just above the lower ranges of Capital Hill (GHS 550.00 Capital Hill Hotel 2024) However, it is significantly lower than Royal Elmount Hotel (Euro 76/GHS 1206.00 as at 27th May 2024. (Booking.com 2024); Ridge Royal (https://ridgeroyalhotel.com.gh/book/  $160/GHc 2354 as at 27th May 2024) and Coconut Grove Hotel (coconutgrovehotelsgh.com $185/Ghc 2693).
· Pempamsie Hotel has the largest room capacity of 149 making it the largest hotel in the 2024city, and boasts a significant conference capacity of 650, making it the highest in this comparison. Ridge Royal follows with a conference capacity of 250   






[bookmark: _Toc167996776]Weaknesses
Online Presence
It is well established that consumers opinions built upon online reviews in the hospitality sector has a significant impact on their decision to purchase. Recent customer reviews have been very few (only 4 on Trip Advisor in 13 years) and the last in 2018, have been disappointing, and may have contributed to the stagnant occupancy rates.
Fig 1.
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Figure 1. above shows the website traffic share by country.  From the USA, Coconut Grove has an overwhelming 95.9% share with Ridge Royal and Elmina Beach with about 4% each; there are no views to the Pempamsie site from the USA, a key market considering the diasporean interest in the Cape Coast and Elmina Castles.  From Ghana, Pempamsie has just 7.8%of the total web traffic compared to its competition while its nearest neighbour Ridge Royal dominates with a near 85% share (Similarweb 2023).  
[bookmark: _Toc167996777]TOWS Analysis
Weihrich (1982) describes the TOWS matrix as a means to  align environmental threats and opportunities with the company's weaknesses and, more importantly, its strengths. While the factors themselves are not new, the innovation lies in systematically identifying the relationships between these factors and developing strategies based on these connections.  
The TOWS matrix generates four potential sets of strategic alternatives:
SO Strategy (Strengths-Opportunities): Leverage the company's strengths to capitalise on available opportunities as much as possible.
ST Strategy (Strengths-Threats): Utilise the company's strengths to mitigate or counteract threats.
WO Strategy (Weaknesses-Opportunities): Exploit available opportunities while addressing and reducing existing weaknesses.
WT Strategy (Weaknesses-Threats): Focus on defensive actions to minimise weaknesses and steer clear of threats.

Here is the TOWS analysis based on the SWOT analysis for Pempamsie Hotel. The visualisation clearly shows how external opportunities and threats faced by the company can be matched to its strengths and weaknesses (Pasaribu, Shalsabila, Djatmiko 2023). 
	TOWS Analysis
	Strategies

	Strengths-Opportunities (SO) Strategies
	Leverage Location for Diasporan and Heritage Tourism: 

· Utilise Pempamsie’s prime Cape Coast location to attract tourists from the USA and the Caribbean interested in heritage tourism. 
· Develop targeted marketing campaigns highlighting the hotel’s proximity to cultural sites. 
· Promote Conference Facilities: Use the hotel’s large conferencing space to attract MICE (Meetings, Incentives, Conferences, and Exhibitions) events. 
· Partner with event organizers to promote the hotel as the top choice for large conferences in and around Cape Coast.

	Strengths-Threats (ST) Strategies
	Competitive Pricing Strategy: 
· Maintain relatively lower rack rates to attract cost-conscious tourists and business travellers, especially given the competition from newer hotels. 
· Highlight the value for money in marketing materials. 
· Emphasize Unique Selling Points: Stress the hotel's large number of rooms and significant conference capacity in promotional activities to distinguish it from competitors with fewer facilities and smaller venues.

	Weaknesses-Opportunities (WO) Strategies
	Enhance Online Presence: 
· Improve the hotel’s online presence by developing a user-friendly website, integrating an online booking and payment platform, and partnering with Online Travel Agencies (OTAs). This will help capture a larger market share, particularly from international travellers. 
· Improve Signage and Visibility: Upgrade signage around the hotel and in strategic locations within Cape Coast to attract more walk-in customers. This could also involve digital advertising to increase visibility.

	[bookmark: _Hlk167825542]Weaknesses-Threats (WT) Strategies
	Cost Management Initiatives: 
· Implement measures to control operational costs, such as energy-efficient systems and bulk purchasing of supplies to counteract the rising cost of goods due to currency devaluation.

	
	· 




[bookmark: _Toc167996778]
Recommendations and Change Management

Based on the SWOT and TOWS analyses, Superior Hospitality Solutions can identify a number of recommendations for Pempamsie Hotel. 
1. [bookmark: _Toc167996779]Leverage Location for Diasporan and Heritage Tourism: 
Utilizing Pempamsie Hotel's location in Cape Coast as a hub for diasporan and heritage tourism represents a strategic initiative to address declining occupancy rates. Cape Coast, renowned for its profound historical significance, serves as a central point for African diasporans seeking to trace their ancestry and historical roots. The Cape Coast Castle, designated as a UNESCO World Heritage site, stands as a poignant testament to the transatlantic slave trade, attracting numerous visitors annually who are eager to reconnect with their heritage.
A notable enhancement to this tourism potential was the visit of Barack and Michelle Obama in 2009, stating "There's a special sense that on the one hand this place was a place of profound sadness, on the other hand, it is here where the journey of much of the African American experience began." (Reuters 2009) Their high-profile visit brought international attention to Cape Coast, underscoring its importance as a heritage site. This event highlighted the global relevance of Cape Coast, establishing it as an essential destination for diasporans and history enthusiasts alike.
By aligning with the compelling narrative of diasporan heritage, Pempamsie Hotel not only attracts a dedicated and emotionally invested clientele but also contributes to the preservation and promotion of Cape Coast's rich cultural legacy. This strategic redirection can rejuvenate the hotel's occupancy rates and establish it as a premier destination for heritage tourism. 
Repositioning Pempamsie Hotel as a heritage tourism destination would require some organisational change capitalizes on this existing interest and offers a distinctive, culturally enriching experience. Galbraith’s Star Model is the foundation on which a company bases its design choices. The framework consists of a series of design policies that are controllable by management and can influence employee behaviour.”
 
[image: ]

Galbraith’s The Star Model™ suggests the following: five key components for effective organizational design: strategy, structure, processes, rewards, and people.
· Strategy is the foundational element, defining the company's goals, objectives, values, and competitive advantages, which guide organizational decisions and trade-offs.
· Structure dictates the placement of power and authority within the organization, covering specialization, span of control, distribution of power, and departmentalization, and can include matrix structures for complex requirements.
· Processes refer to the information and decision-making mechanisms that operate across the organization's structure, including vertical processes for resource allocation and lateral processes for workflow management.
· Rewards align employee goals with organizational objectives, involving policies on salaries, promotions, bonuses, and other incentives to motivate and support the strategic direction and processes.
· People involves human resource policies that develop the necessary skills and mindsets for the organization’s strategy and structure, focusing on recruiting, training, and fostering flexible, cooperative, and influential employees. 

2. [bookmark: _Toc167996780]Competitive Pricing Strategy
SiteMinder (2023), considered one of the world’s leading Hotel pricing analysts suggests that dynamic pricing is the strategy used to optimise your property's rates to maximise occupancy and revenue. Balancing the provision of value for money to guests with the need to maintain a stable bottom line and avoid being underpriced by competitors is a challenging task that requires ongoing attention for business success.
They advise further that “Hoteliers need to stay proactive when it comes to pricing their rooms. Capturing real-time data and following current market trends, along with your own business trends, is vital for maintaining an optimal pricing model for your hotel. Adjusting your rates and managing the revenue you win from bookings cannot be viewed as a set and forget practice” (SiteMinder 2023b) 
In this vein Pempamsie should view the recent competition, and should consider the market conditions and competitor actions and adjusting its pricing strategy to remain competitive in the market. Dynamic pricing or yield management works on the premise that different consumers are prepared to pay different amounts for the same service depending the elasticity of demand.   
· Evaluate the Rack Rate in comparison to competitors. Consider adjusting the rate based on the unique offerings and amenities provided by Pempamsie, ensuring competitiveness in the market 
· Leverage the hotel's conference capacity as a unique selling point. Implement strategic marketing and branding efforts to highlight this strength and attract business events.
· Consider periodic upgrades or refurbishments to maintain the hotel's competitiveness and appeal. This is particularly important as newer hotels enter the market.
· Explore opportunities to diversify services or amenities, ensuring a well-rounded offering that caters to the diverse needs and preferences of guests.
Using the 5 whys theory the current pricing structure that Pempamsie Hotel has adopted could be a major factor affecting its occupancy rate as it is so low compared to its competitors that guests may think that it is just not up to standard and refuse to  book (Anderson 2008). 
3. [bookmark: _Toc167996781]Enhance Online Presence
More than 60% of all hotel bookings are now made online (SiteMinder 2024).  Hines & Catron (2024) from Phocuswire, a leading hotel technology suggests the figure is closer to 67% with an increasing number being booked directly from a hotel’s own website.  Furthermore, Pempamsie is not connected to any online travel agencies (OTA’s) Often being connected to an OTA will increase a hotels online presence (Hotel Link 2024)  
Handling the issues noted above requires a conscious effort to change strategies if the hotel is to become profitable.
[bookmark: _Toc167996782]Management of Change
Understandably, change can be considered traumatic, however Pempamsie’s current financial state with increasing debt is simply not sustainable (referencing table 1 above). Law (2020) suggests management must establish consensus between executives and line staff   to ensure everyone is aligned and untroubled by the change plan. Referencing Lewin’s (1946) force field theory Neumann (2008) suggests that there are opposing and supportive forces driving change and advises that 'analysis begins by considering the entire situation.' By obtaining an early overview, perspectives can be developed to better understand the general characteristics of the challenges or opportunities that an organisational client may face.  









Fig 2
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The forces for against change at Pempamsie include a resistance to technology, an assumption that they are too established to fail, an entrenched staff and a general fear of the unknown.  To overcome these concerns, companies need to improve their relationships with stakeholders by implementing strategies focused on information sharing, active listening, and engagement (Vrontis et al 2019)  They further surmise that it is important to recognize that stakeholders' expectations regarding ethical and social conduct have risen in recent years seeking more detailed information about the social and environmental impacts of companies' business strategies (Vrontis et al 2019b)  Equilibrium is achieved when both the staff and management can literally meet in the middle and begin to work together towards change.  
Project management of the planned changes are essential in this change scenario as it will involve coordination with stakeholders both within and outside the hotel staff and management. The project management team would be overseeing every aspect from the initial conversations about change to the desired conclusion on time and on budget (Teamhub 2023).
Once the decision to change has been made, the Kotter 8 Steps Change Model will be applied as noted in Figure 3 below: Baird (2018), referencing John Kotter (1996),  outlines Kotter’s eight-step change model is as follows: “(a) establishing a sense of urgency, (b) creating a guiding coalition, (c) developing a vision and strategy, (d) communicating the change vision, (e) empowering the employees to carry out the vision, (f) generating short-term wins, (g) consolidating gains and producing more change, and (h) anchoring new progress and approaches to culture (Figure 3).”  



Fig 3
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Bringing the whole team along in the change process is more likely to result in a  more permanent change, or until the next sea change comes along.










[bookmark: _Toc167996783]Recommendations  

[bookmark: _Toc167996784]Marketing and Promotion:
Superior Hospitality Solutions would advise the following:
· Market and Competitor Analysis:
· Conduct a thorough analysis of the local and regional hospitality market, including market trends, customer preferences, and competitors' offerings.
· Identify any shifts in customer demographics or preferences that may have contributed to the decline in revenue and occupancy rates. market. Utilise yield management to adjust room rates based on demand fluctuations, ensuring optimal revenue.                                                                      
· Marketing and Branding Evaluation:
· Review the resort's current marketing strategies, including online presence, social media engagement, and advertising efforts.
· Assess the effectiveness of branding initiatives and promotional activities in attracting new guests and retaining existing ones.

Specifically, the hotel will need to develop a robust marketing strategy to increase brand visibility and attract more guests. This may involve online marketing, social media campaigns, and collaborations with travel agencies. Understanding the hotels and its competitive sets demographics can help target advertising and promotions to key demographic groups.  
· Social media platforms that most resonates with the various demographic groups will help with promoting Pempamsie Hotel. Develop a strong online presence.  
· Open a Booking.com and Expedia.com account immediately; this will give Pempamsie global exposure in return for commissions
· Have a redesigned website that offers live booking capabilities
[bookmark: _Toc167996785]Customer Experience Enhancement:
· Focus on providing an exceptional guest experience to encourage positive reviews and word-of-mouth recommendations.
· Train staff to deliver outstanding customer service and address customer feedback promptly.
· Invest in training and development programs for staff to enhance their skills and improve overall service quality.
· Ensure that employees are motivated and engaged, as their satisfaction can have a direct impact on guest satisfaction. 
· Encourage guests to leave online reviews utilising “one of the most powerful channels to generate online word-of-mouth” validation or otherwise (Duan, Gu & Whinston 2008). 
· Implement Dynamic Pricing and Diasporean Initiatives: 
· Pempamsie should adopt dynamic pricing strategies to stay competitive in the 
[bookmark: _Toc167996786]Operational Efficiency:
· Streamline operational processes to improve efficiency. This may involve re-evaluating workflows, staffing levels, and resource allocation.
· Invest in technology to automate manual tasks and enhance overall operational efficiency.
· Regularly assess the quality of services and amenities offered by the hotel. Ensuring cleanliness, maintenance, and adherence to quality standards can contribute to positive guest experiences



[bookmark: _Toc167996787]Action Plan
	Number
	Problem
	Solution
	Desired Outcome
	Time Frame
	Completed by 
	Budget

	1
	Poor online presence
	Connect to OTA’s booking.com and Expedia
	Increased international visibility of Pempamsie Hotel online
	1 month
	July 2024
	No upfront cost. 15 -20% of the value of confirmed  bookings

	2
	No website bookings
	Have a live booking engine connected to the website 
	Begin to build direct online bookings independent of the OTA’s reducing dependency on OTA bookings
	Live booking widget to be installed on website within 1 month 
	July 2024
	Online subscription to Hotel Link at $100/month 

	3
	No Social Media Presence
	Marketing Officer to create or claim social media accounts on TikTok, X and Instagram
	Greater social media presence
	1 month
	July 2024
	Ghc1000/Usd $70 per month to create content
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Conclusion

The revitalization of Pempamsie Hotel is essential not only for the establishment itself but also for the broader economic landscape of Cape Coast and Ghana. As highlighted in the report, understanding the dynamics of small and medium-sized enterprises (SMEs) is crucial for addressing productivity gaps and fostering economic growth.
Pempamsie Hotel's decline, marked by decreasing occupancy rates and financial losses, underscores the need for a comprehensive approach to restore its market position. The Root Cause Analysis identified key issues such as poor online presence, inadequate marketing strategies, and the financial strain caused by currency devaluation.
Through a detailed SWOT and TOWS analysis, several strategic recommendations have been outlined. Leveraging the hotel’s prime location for diasporan and heritage tourism, implementing a competitive pricing strategy, enhancing the online presence, and improving operational efficiencies are pivotal steps towards revitalization.
Superior Hospitality Solutions (SHS) plays a crucial role in this transformation. Their expertise in market analysis, innovative pricing models, and operational optimization, coupled with strategic digital marketing partnerships, provides Pempamsie Hotel with the necessary tools to navigate its challenges.
The change management process is integral to the successful implementation of these strategies. Utilizing Galbraith’s Star Model, the report emphasizes the importance of aligning strategy, structure, processes, rewards, and people. Addressing resistance to change through stakeholder engagement and transparent communication is critical for a smooth transition.
By adopting these recommendations, Pempamsie Hotel can significantly improve its occupancy rates, financial performance, and market reputation. This transformation will not only benefit the hotel but also contribute to the economic vitality of Cape Coast, enhancing its status as a premier tourist destination.
In essence, the journey towards revitalization is multifaceted, requiring a strategic blend of market insight, innovative solutions, and effective change management. With the right approach, Pempamsie Hotel can reclaim its position as a leading hospitality provider, offering exceptional experiences to both leisure and business travellers in Cape Coast.
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