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Executive Summary
The Seacrest Lodge needs a strategic makeover to meet market challenges in the face of diminishing profitability and a changing lodging industry. The report identifies problems like declining sales, inefficiencies, and the effects of growing competition from Airbnb in addition to changes in the economy. It promotes a comprehensive turnaround plan that places a strong emphasis on improving guest experiences, utilising technology to streamline operations, and expanding service offerings to meet changing customer needs. This plan seeks to strengthen the lodge's competitive advantage in addition to improving its financial standing. Seacrest Lodge can expand its customer base and draw in niche markets looking for distinctive lodging experiences by investing in quality upgrades and marketing campaigns. This all-encompassing strategy aims to capitalise on the lodge's unique qualities, enhancing its market position and guaranteeing its ongoing viability in a highly competitive setting.














Introduction
This report seeks to comprehensively investigate the financial performance of The Seacrest Lodge, a formerly prosperous coastal resort renowned for its upscale amenities such as a restaurant, bar, and event spaces. The lodge, located on a beautiful coastline, has experienced a decrease in profitability due to intense competition in the UK's coastal lodge industry. This analysis seeks to offer a comprehensive turnaround strategy by examining the root causes of the downturn, which include operational inefficiencies, the influence of broader market trends like the rise of Airbnb, the pandemic, and economic challenges. The strategy intends to revive The Seacrest Lodge, guaranteeing its longevity and reinstating its status as a top vacation spot.Top of Form
 

Market Analysis
In the UK's coastal lodging market, the competitive environment has changed significantly because of the rise of platforms such as Airbnb. The Seacrest Lodge, like other traditional lodges, must navigate a dynamic environment characterised by rapidly changing consumer preferences and industry trends. Airbnb and similar platforms have expanded access to distinctive and customised lodging options, disrupting the traditional hotel and motel industry by providing a wider range of choices for travellers, as highlighted in the MarketLine Industry Profile: Hotels & Motels in the United Kingdom, 2023.
Airbnb's appeal originates from its capacity to offer experiences in addition to accommodation. Xue et al. (2022) suggest that current customer preferences are shifting towards accommodations that provide a sense of place, local flavour, and personalised experiences. According to Stones et al. (2018), modern travellers are looking for accommodations that are integral to their travel experience, similar to visiting attractions or dining out. Travellers are increasingly seeking distinctive and customised accommodation options to fully engage with the cultures and societies they encounter, a feature that traditional lodges often lack compared to the extensive choices available through Airbnb.
Industry trends highlight the evolving dynamics in the UK travel and tourism sector. Solís-Radilla et al. (2019) found that the increasing focus on sustainable and responsible travel, as well as the preference for distinctive lodging experiences, reflects a larger societal trend towards environmental awareness and a craving for genuine travel experiences. Airbnb and similar platforms are popular due to the flexibility and convenience they provide, allowing travellers to customise their accommodation experiences according to their individual needs and preferences (Xue et al., 2022).
Nevertheless, this does not signify the end of traditional lodges. It offers a chance for adaptation and innovation. Lodges like The Seacrest can establish a unique market position by adapting to evolving preferences and providing exclusive local experiences that differentiate them from typical Airbnb listings. Kastenholz et al. (2020) conducted a study outlining the benefits of offering experiences that engage visitors with local history, culture, or natural surroundings, which has become a key distinguishing factor in the hospitality travel industry. Furthermore, emphasising personalised services, and sustainability practices, and incorporating technology for convenience and improved experiences can assist traditional lodges in competing in this advanced market.
The competitive environment for coastal accommodations in the UK has significantly changed due to the emergence of platforms such as Airbnb, changing customer preferences towards distinctive and tailored experiences, and industry trends focusing on sustainability and authenticity. To ensure the success of traditional lodges in the current market, they need to adjust by utilising their distinctive advantages and conforming to changing consumer preferences and industry patterns.

Financial Analysis
Seacrest Lodge has experienced a troubling trend in its financial performance over the past three years, characterised by declining revenue, increasing operating expenses, and a negative shift in net income. The lodge generated £1,200,000 in revenue in 2021. The value decreased by approximately 8.3% to £1,100,000 in 2022 and then further dropped by 13.6% to £950,000 in 2023. Operating expenses rose from £900,000 in 2021 to £950,000 in 2022 and then sharply increased to £1,100,000 in 2023, indicating a discrepancy between revenue and cost management. The discrepancy led to a reduction in net income from £300,000 in 2021 to £150,000 in 2022, and ultimately a net loss of £150,000 in 2023.
The decrease in financial prosperity is emphasised by the balance sheet metrics. The lodge's cash reserves declined from £100,000 in 2021 to a critical level of £20,000 by 2023. The decline in property and equipment value from £2,000,000 in 2021 to £1,800,000 in 2023 indicates potential asset depreciation or sales to manage financial constraints. Accounts payable consistently increased from £30,000 in 2021 to £50,000 in 2023, showing a growth in liabilities. The lodge's value plummeted significantly from £620,000 in 2021 to £300,000 in 2023, almost halving its value, yet it retained a steady long-term debt of £1,500,000. This indicates a decrease in the owner's investment worth. Seacrest Lodge is facing challenges as indicated by the trends in the Average Room Rate (ARR) and Occupancy Rate. The Average Room Rate (ARR) decreased gradually from £260 in 2021 to £210 in 2023, alongside a reduction in the percentage of rooms booked from 65% in 2021 to 50% in 2023. The data indicates a competitive market influenced by factors such as Airbnb, external events such as the COVID-19 pandemic, and economic downturns.
A SWOT analysis places Seacrest Lodge in a larger market context by identifying its strengths, weaknesses, opportunities, and threats. The strengths of the place may consist of its scenic setting and extensive amenities. Weaknesses are apparent in its decreasing financial performance, lower ARR, and occupancy rates. Potential for revitalization may be found in market differentiation, capitalising on location, and improving guest experiences. Threats encompass rising competition, shifting consumer preferences, and external economic influences.
Seacrest Lodge is dealing with major financial difficulties and needs to conduct a thorough strategic review to find ways to operate more efficiently, cut costs, and increase revenue. The decreasing financial indicators, along with a competitive and changing market, highlight the need for a strategic plan to regain its place in the hospitality sector.


Identification of Issues
The Seacrest Lodge encounters diverse challenges that fall into operational, financial, and market risk categories. The lodge is dealing with outdated amenities and decreasing service quality, as indicated by customer reviews. The tourism sector's financial instability, worsened by the COVID-19 pandemic, has put pressure on revenue streams. This has made it crucial for businesses such as the Seacrest Lodge to quickly adjust to shifting market conditions. Market risks include greater rivalry from alternative lodging options like Airbnb, which have reshaped conventional accommodation models by offering more customised and economical solutions (MarketLine, 2023).
Conducting a PESTLE analysis based on George's (2021) model shows that external factors have a significant impact on the lodge's performance. Political factors, like COVID-19-related travel restrictions, have directly influenced the number of tourists visiting a place. The lodge is currently functioning in the midst of a possible economic downturn, which is impacting consumer purchasing ability and travel finances. Social changes, such as the move towards remote work, have changed travel habits, potentially benefiting destinations that provide extended stays and conducive work settings. Technological progress has increased customer demands for digital services and contactless interactions. Consumer choices are being more influenced by environmental concerns, which is driving businesses to adopt sustainable practices. Legal factors, such as post-COVID-19 health and safety regulations, necessitate substantial compliance endeavours.
The main factors contributing to the decrease in profitability are primarily attributed to real-world events like the COVID-19 pandemic, which not only limited travel but also caused lasting shifts in consumer behaviour (Aaditya and Rahul, 2023). The sharing economy, led by platforms such as Airbnb, has increased competition, as stated by Sainaghi and Baggio (2020), by offering travellers alternative options that frequently offer more flexibility and better value. The economic downturn, which may result in a recession, has caused consumers to be more careful with their discretionary spending, impacting the luxury and non-essential travel sectors directly. The challenges, along with internal issues related to service quality and amenity modernization, highlight the necessity for strategic reassessment and adaptation to the changing market environment.

Turnaround Strategy
Revitalising a lodge with a restaurant, bar and event facilities on a scenic coastline can benefit from adopting strategies inspired by Airbnb's successful business model to improve financial stability and attract more customers. This strategy aims to capitalise on the lodge's current amenities while incorporating innovative methods in marketing, customer experience, and service expansion, similar to Airbnb's platform.
1. Underutilization of Amenities: An important problem that has been identified is the insufficient use of the lodge's amenities, such as its restaurant, bar, and event facilities. The lodge can appeal to a wider audience by redesigning these spaces to prioritise flexibility and adaptability, akin to how Airbnb enables hosts to creatively showcase their accommodations. Converting event facilities into multi-use spaces for workshops, retreats, or co-working can meet the increasing demand for workstations that combine work and vacation requirements (Rampage, 2023).
2. Inadequate Digital Presence: The lodge's insufficient digital presence poses a notable challenge. The lodge can utilise a multifaceted digital marketing strategy inspired by Airbnb's expertise in digital marketing. The study by Bilgihan and Ricci (2024) suggests optimising the website for user experience, using social media platforms to highlight unique selling points, and utilising search engine optimisation (SEO) to enhance visibility.
3. Customer Service Experience: The lodge's current customer service falls short of the standards set by top industry competitors such as Airbnb. Bardukova's (2023) study suggests that adopting a guest-centric approach, prioritising personalised experiences, and utilising digital tools for effective communication can improve satisfaction and loyalty.


Strategic Recommendations
1. Upgrade Amenities with Flexibility: Revise the event areas to accommodate various functions, providing packages tailored for corporate retreats, wellness weekends, or family reunions (Qiu et al., 2023). This flexibility will optimise space usage year-round, attracting a broader demographic.
2. Adopt Digital Marketing Strategies: Create an extensive digital marketing strategy that involves redesigning the website, engaging actively on social media platforms, and implementing targeted online advertising. Peter and Della Vecchia (2021) suggest that using platforms such as Instagram can visually display the lodge's distinctive coastal location and facilities, appealing to individuals looking for scenic vacation destinations.
3. Enhance Customer Service through Technology: Create a mobile app or online platform for guests to oversee their accommodations, modelled after Airbnb's user interface. The platform can draw inspiration from Bisoi et al.'s (2020) research and provide features such as mobile check-in/check-out, service requests, and local suggestions to enhance the guest experience by offering convenience and personalisation.
The suggested strategies are based on Airbnb's successful model, which focuses on flexibility, digital interaction, and customised guest experiences. In 2015, research shows that a robust online presence and tailored services have a substantial influence on customer choices in the hospitality industry. The increasing popularity of combining work and leisure travel, referred to as "bleisure," highlights the opportunity for multi-functional spaces to appeal to a wider range of people, as outlined in Ramgade's (2023) journal.
Aligning the lodge's strategic direction with these proven approaches is expected to enhance its financial performance and restore its status as a top destination catering to the changing preferences of contemporary travellers.



Risk Management 
The suggested strategies for turning things around, although encouraging, carry inherent risks that require careful handling. Adapting event spaces for versatile use may involve substantial initial expenses and possible interruptions to current activities. Detailed planning and phased renovations can be implemented to mitigate this issue and maintain service continuity (MarketLine, 2023). Ramping up digital marketing efforts without a clear, consistent message can dilute the brand. Hiring knowledgeable digital marketing experts who grasp the intricacies of the hospitality sector can help alleviate this issue, as noted by Guttentag (2015). Finally, utilising technology to improve customer service raises privacy and security issues. Implementing optimal data security and privacy protocols is crucial to protect guest information (Bleisure Report, 2021).

Conclusion
The Seacrest Lodge has a clear opportunity for revitalization and increased profitability by implementing strategic measures to address the identified core issues. Implementing a turnaround strategy that involves improving facilities, enhancing service quality, utilising digital marketing, and restructuring operational frameworks to mirror successful models such as Airbnb can effectively enhance the lodge's financial well-being and competitive position. These strategies, based on industry knowledge and customised to match evolving customer preferences and market trends, demonstrate a proactive method for addressing operational, financial, and market challenges. The Seacrest Lodge's shift towards providing personalised and distinctive lodging experiences, along with a focus on digital interaction and operational effectiveness, positions it to not only recover from its current decline but also to excel as a top vacation spot. The success of these initiatives relies on careful execution and continuous risk management to reduce potential setbacks, highlighting the significance of adaptability and ongoing improvement in the lodge's operational philosophy.
Top of Form
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