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A brand synonymous with private villas, tropical garden 
spas, and retail galleries promoting traditional craft, 
Banyan Tree Hotels & Resorts received its first guest in 
1994 in Phuket, Thailand. Since then, it had grown into 
a leading manager and developer of niche and premium 
resorts, hotels, and spas in Asia–Pacific. 

Despite having minimal advertising, Banyan Tree 
achieved global exposure and a high level of brand 
awareness through the company’s public relations and 
global marketing programs. Much interest was also 
generated by the company’s socially responsible business 
values and practices caring for the social and natural 
environments. To gain a wider customer base, the 
company introduced Angsana in 2000, a contemporary 
brand at a slightly lower price point that also appeals to 
families. 
 
As the resorts market became increasingly crowded with 
similar competitive offerings, lured by the success of 
Banyan Tree, the company had to contemplate expanding 
its business and preserving its distinct identity. Banyan 
Tree and Angsana resorts were expanding geographically 
outside of Asia and also into the urban hotel market in 

Banyan Tree Hotels & Resorts had become a leading player in the luxury resort and spa market in 
Asia. As part of its growth strategy, Banyan Tree had launched new brands and brand extensions 
that included resorts, spas, residences, destination club memberships, and retail outlets. Now, 
the company was preparing to aggressively grow its global footprint in the Americas, Caribbean, 
Europe, and the Middle East while preserving its distinctive Asian identity and strong brand image 
of Banyan Tree.

1 Note that Banyan Tree has a significant property  units that are 

typically in close proximity of its resorts.  As part of its property 

development it launched a new brand, Casia, which targets the 

Asian middle class.  This case study focuses on the Banyan Tree 

brand.

2 The complete list of awards won by Banyan Tree can be found on 

the company’s Web site at www.banyantree.com.

major cities throughout the world1. With around 30 
hotels and resorts scheduled to open over the next five 
years, Banyan Tree faced the challenge of translating and 
maintaining the success of a niche Asian hospitality brand 
into various market segments on a global scale. 

COMPANY BACKGROUND
By October 2015, Banyan Tree Holdings Ltd (BTHR) 
managed and/or had ownership interests in 38 resorts 
and hotels, 67 spas, 79 retail galleries, and three golf 
courses in 28 countries. Since its establishment in 1994, 
the company’s flagship brand, Banyan Tree, had won a 
mindboggling 1,200 international tourism, hospitality, 
design, and marketing awards, some of which included 
“2014 Forbes Travel Guide Award”, “Top 10 Hotels 
In Mexico” in 2014 by the US News for Banyan Tree 
Mayakoba, “Best Spa Resort in China” in 2014 for 
Banyan Tree Lijiang from the 7th Annual TTG China 
Travel Award, “National Geographic Traveler” award for 
Banyan Tree Yangshuo in 2014, and “Best Spa Operator” 
at the 25th Annual TTG Travel Awards 2014 (for the 10th 
consecutive year), for Banyan Tree Spa2.
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The first Angsana Spa was opened in 1999 at Dusit 
Laguna, one of several hotels at Laguna Phuket, an 
integrated resort development with shared facilities 
located at Bang Tao Bay in Thailand. The Angsana Spa 
was so well received that the company quickly set up five 
other such spas in various hotels in Thailand. In 2000, 
BTHR opened its first Angsana Resort & Spa complete 
with an Angsana Gallery, located less than one kilometer 
away from Banyan Tree Bintan in Indonesia.

In 2003, Banyan Tree launched The Museum Shop by 
Banyan Tree — a joint partnership with Singapore’s 
National Heritage Board to showcase Asia’s rich and 
diverse cultural heritage through unique museum-
inspired merchandise. Designed to inspire and educate 
shoppers, The Museum Shop by Banyan Tree made 
history more accessible and approachable to the 
layperson. Although it eventually disposed of all museum 
shops, Banyan Tree had 79 retail outlets, ranging from 
Banyan Tree Galleries, Heritage Collection by Banyan 
Tree, Elements by Banyan Tree, and Angsana Galleries 
by 2015.

Banyan Tree Galleries are the retail outlets supporting the 
hotels, while Banyan Tree Spa Galleries support the spa 
outlets, selling more spa-focused merchandise such as 
signature aromatherapy amenities, essential oils, candles, 
and body care products. 

THE ROAD AHEAD
To diversify its geographic spread, Ho had started to 
venture into locations in South America (the first resort 
in Mexico opened in 2009), southern Europe, and the 
Middle East, where he hoped to replicate Banyan Tree’s 
rapid success. However, given the higher costs of doing 
business in the Americas and Europe, would the same 
strategy that had brought fame and success to Banyan 
Tree in Asia be workable in the rest of the world? Ho’s 
ultimate vision was “to string a necklace of Banyan Tree 
Resorts around the world; not quantity, but a number 
of jewels that form a chain around the world”. By the 
second half of 2015, Banyan Tree had signed management 
contracts that would increase the total numbers to 66 
hotels and resorts, 117 spas, and 115 galleries across 33 
countries by 2019. Of the properties under development, 
the majority were resorts and/or integrated resorts. 

While expanding the company’s network of hotels and 
resorts, spas, and retail outlets, Ho had to be mindful of 
the brands’ focus and be careful not to dilute the brands. 
He also had to consider the strategic fit of the company’s 
portfolio of brands, which comprised Banyan Tree and 
Angsana (Exhibit 9), and more recently, a significant 
property arm that develops and sells villas and serviced 
apartment units that are typically in close proximity of its 
resorts. As part of this property development, it launched 

a new brand, Cassia, an exciting and 
bold new proposition in the serviced 
apartment sector which targets the 
Asian middle class.

Banyan Tree certainly stood out 
among its competitors in the resorts 
industry when it was first launched. 
Since then, its success had attracted 
various competitors who offer similar 
products and services. Thus, it was 
imperative that Banyan Tree retained 
its competitive advantage to prevent 
losing its distinctive position in the 
market, bringing Banyan Tree to the 
Americas, Europe, and the Middle 
East. How could Banyan Tree address 
those issues?

Exhibit 9 Angsana Ihuru Maldives
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Study Questions

1. What are the main factors that contributed to Banyan Tree’s success?

2. Evaluate Banyan Tree’s brand positioning and communications strategies. Can Banyan Tree maintain
its unique positioning in an increasingly overcrowded resorts market?

3. Discuss whether the brand portfolio of Banyan Tree, Angsana, and Cassia, as well as the product portfolio 
of beach resorts, services residences, city hotels, spas, galleries, and museum shops fit as a family.
What are your recommendations to Banyan Tree for managing these brands and products in future?

4. What effect does the practice of corporate social responsibility have on brand equity?

5. What potential problems do you foresee bringing Banyan Tree to the Americas, Europe, and the Middle 
East? How could Banyan Tree address those issues?

This file contains sample pages only. The 
complete case is available in:

Jochen Wirtz and Christopher Lovelock (2016),
Services Marketing: People, Technology, 
Strategy, 8th edition, World Scientific.
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