[image: ]


[image: ]
BMIH6005
Organisational Consultancy- Level 6

Student Name: Badrul Jamal
Student ID: 2126642


[bookmark: _Toc223168705]1.Executive Summary 
Hilton Cardiff is a 197 bedroom upscale hotel in the Cardiff city centre and owned by Hilton Worldwide Holdings Inc. and is currently experiencing strategic performance limitations associated with two interrelated structural concerns: overdependence on Online Travel Agencies (OTAs) to generate revenues and high employee turnover rates affecting the operational consistency and quality of services. Although the hotel enjoys the global association of the brand, excellent location facing Cardiff Castle, and the incorporation into the Hilton Honors loyalty program, the emergent macroeconomic and labour market pressures in the UK hospitality industry have revealed latent organisational inefficiencies.
STR Global (2024) has indicated that the Average Occupancy Rate, Average Daily Rate (ADR), and Revenue per Available Room (RevPAR) of the UK upscale urban hotel sector were 76% and £128, and £97, respectively, in 2023-2024. Considering publicly available capacity information and market averages, Hilton Cardiff is projected to be functioning at about 74% occupancy and an ADR of £122 and is projected to earn an estimated £6.5-7.2 million in rooms per annum. Nonetheless, according to the data of PwC (2023) and Deloitte (2023) about the industry channel distribution, the commission price lies between 15 and 25%, and the average UK upscale hotel pays an 18% commission.
According to the current channel estimates, about 58% of the bookings of the rooms at Hilton Cardiff are made through OTAs. The annual commissionable payment to a hotel is around £710,000, should 58% of annual room earnings which amount to £6.8 million be commissionable at 18%. This is a strong margin erosion, especially in an environment where the average profit margin of the UK hospitality is 10%-14% EBITDA (UKHospitality, 2024). A decrease in OTA by 15% points may have the potential to restore a net revenue of up to £350,000-£450,000 per year.
At the same time, the instability in the labour market is a second structural risk. According to CIPD (2023), employee turnover in the hospitality industry is 30 to 40%, and urban four-star hotels often go beyond 35%. The cost of replacing an employee in hospitality is estimated by Oxford Economics (2023) as between 5,000 and 7,000 in terms of recruitment, onboarding, the amount of lost productivity, and time spent by the supervisor. Having a workforce with an estimated number of 140-160 employees a turnover rate of 36% would mean 50-55 replacements in a year, which would be costing them at least around £275,000-£385,000 in a year.
In addition to immediate financial consequences, employee turnover is strongly associated with inconsistency in its service, lower guest satisfaction ratings, and lower online image indicators (Harvard Business Review, 2022). Since the RevPAR may grow by as much as 9 points with a unit-wide increase in online review ratings (Cornell School of Hotel Administration, 2022), workforce instability can indirectly limit revenue growth.
Root cause analysis shows that dependency and turnover in OTA is not a problem of operations on its own but a symptom of organisational misalignment. According to McKinsey 7S Framework, there is partial disengagement of strategy, systems, staff and skills. Corporate Hilton systems offer digital infrastructure, but there does not seem to be the use of localised strategic activation. In addition, the employee engagement framework does not have effective property level career pathway visibility and recognition framework.
In this consultancy report, I have suggested a two-pronged strategic intervention that will enhance the profitability and operational stability of Hilton Cardiff. First, a Revenue Channel Optimisation Strategy seeks to increase direct booking contribution of 42% to 60% within 18 months by doing targeted channel rebalancing, projected cost of implementation is an estimated of £185,000- 220,000 and the net recovery of revenue is projected to be of £500,000- £650,000 annually. Second, with an estimated cost of between £210,000-£250,000, and expected cost savings of £180,000-£250,000 per year, a Workforce Stabilisation and Engagement Strategy is aimed at reducing employee turnover by a minimum of 36 to 24% in 12 months. It will be implemented according to the 8-Step Change Model by Kotter to enhance alignment and reduce resistance and the performance will be tracked using KPIs such as direct booking rate, OTA commission rate, employee turnover rate, employee engagement, customer satisfaction rates, and RevPAR improvement. All these interventions can raise EBITDA margins by 4-6% in 2 financial cycles.
Hilton Cardiff also enjoys good structural resources such as international brand association, prime location in the city centre, and access to Hilton loyalty and Hilton systems. But until the utility of these gains is met through effective realignment of revenue streams and workforce systems, they might not yield to a viable profitability, and the competitive positioning of the hotel might remain in a further decline. This report is thus an evidence-based and cost-effective roadmap which is useful in minimising margin leakage, enhancing operational stability, and boosting organisational capacity. The proposed interventions, based on the needs to optimise channels and stabilize workforce, will help to safeguard the net revenue and increase service quality, as well as contribute to the measurable performance improvement. Together, the recommendations will help stabilise the daily operations, elevate the margins, and create long-term strategic strength in the ever-competitive and cost-driven urban hospitality market.
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[bookmark: _Toc223168706]2. Introduction 
Hilton Cardiff is a luxury four star hotel situated at the business and cultural centre of Cardiff in Wales. The hotel which stands opposite Cardiff Castle and in a very close proximity to major retail, corporate and governmental organizations is a 197 guest rooms hotel with conference facilities, restaurant, bar and fitness centre and leisure facilities. Being a part of Hilton Worldwide Holdings Inc., the property enjoys the advantage of being integrated with one of the most recognised hospitality brands globally and runs in excess of 7,000 properties across the world (Hilton Annual Report, 2023). Brand affiliation will give access to centralised revenue management systems, worldwide marketing campaigns, Hilton Honors loyalty programme and uniform operational systems.
Regardless of these structural strengths, the UK hospitality market has plunged into a phase of heightened competitive and economic pressures. According to STR Global (2024), the occupancy rates have mostly recovered after the pandemic, but the profitability has been limited due to the increase in the cost of labour, the rise in energy cost, and the use of commission-based distribution channels. Inflation in UK is highest at 11.1% in 2022 and was still over 6.0% at the end of 2023 (ONS, 2024), which drastically raised the costs of conducting business in a hotel. At the same time, labour shortages caused by migration limitations following the Brexit and workforce leaving during the pandemic have put long-term pressure on the stability of staffing (UKHospitality, 2024).
In this context, Hilton Cardiff is faced with the following two strategic issues:
(1) Overdependence on the Online Travel Agencies (OTAs) to bring in room revenue and
(2) Increased rate of employee turnover affecting the service provision and stability of the organisation.
According to industry studies, OTA commissions are between 15 to 25% of every booking (PwC, 2023), and this significantly decreases the net revenue margins. Deloitte (2023) continues by stating that third-party over-reliance on hotel distribution causes the latter to lose control over customer data, future loyalty prospects, and pricing. Compared to them, direct booking channels yield greater net revenue and allow adopting data-driven personalisation strategy.
In line with the inefficiency of distribution, employee turnover has become a major weakness. According to CIPD (2023), the turnover rates in the hospitality industry amount to 30 to 40, which is much greater in comparison to the national level (15) in the UK. In addition to creating direct financial costs (estimated at £5,000- 7,000 per replacement, Oxford Economics, 2023), high turnover also compromises service quality, guest satisfaction and brand reputation. The studies of Cornell School of Hotel Administration (2022) show that workforce stability can increase the revenue by 9 points in case of one-point improvement in online guest review scores, which proves that the revenue aspect of workforce stability is significant.
These problems indicate that the problems that Hilton Cardiff faces are structural and strategic rather than operational. Porter (1985) writes that the sustainable competitive advantage entails compatibility between the cost control, the differentiation and internal organisational capabilities. Additionally, McKinsey 7S Framework ( Waterman et al., 1980) stresses on the congruence of strategy, systems, staff, skills, structure, style and shared values. The discrepancy between the digital strategy and the workforce capability can limit the capabilities of Hilton Cardiff to maximize the benefits of the brand.
This consultancy report is then aimed at performing a systematic organisational analysis of Hilton Cardiff with a view of diagnosing the root causes of the issue and formulating evidence based recommendations using existing strategic and change management models.
The analytical aids to be utilized in this consultancy report are STEEPLED analysis to determine macro-environmental pressures, Fishbone root cause analysis to diagnose drivers behind it, McKinsey 7S Framework to examine and assess internal alignment, and SWOT analysis to examine the Hiltons Cardiff strategic position. Findings are then transformed into strategic options by the use of a TOWS matrix, and structured implementation and behavioural transition techniques are offered by Kotter 8-Step Change Model and Lewin Change Theory. The report aims are to assess the financial and organisational costs of OTA dependency and employee turnover, compare the Hilton Cardiff performance with the UK high end hotel performance indicators, address structural imbalances constraining performance, suggest costed and time-constrained strategic interventions that are financial, and create measurable KPIs and definite implementation directions.
This consultancy is also advocating a professional advisory approach, which is in line with the definition of an external organisational consultant as suggested by Newton (2010), which involves analytical rigour and practical strategic recommendations. Through quantitative financial modelling and the application of qualitative organisational appraisal, the report aims to provide relevant solutions that can assist in the improvement of the EBITDA margin, improved workforce stability and competitive resiliency in the Cardiff urban hospitality market.


[bookmark: _Toc223168707]3. Analysis 
[bookmark: _Toc223168708]3.1 Market Context and Financial Performance Benchmarking
To be able to tell whether the problems faced by Hilton Cardiff are isolated or inherent in the sectoral mechanisms, the performance of this particular hotel will first have to be evaluated in relation to the broader UK upscale hotel market. As per the STR Global (2024), UK upscale urban hotels registered a 76 average occupancy rate, an Average Daily Rate (ADR) of 128 and RevPAR of 97 20232024. Although occupancy recovery has mostly stabilised after being disrupted by the pandemic, profitability is limited by the increasing operational expenses and the inefficiency of distribution channels.
Hilton Cardiff has a total of 197 rooms. Given an estimated occupancy rate of 74% (a bit lower than the industry average) and ADR of £122 (below the UK upscale ADR market average), room revenue per annum may be calculated as follows:
197 rooms × 365 days × 74% occupancy × £122 ADR
= approximately £6.5–£6.7 million annual room revenue.
Distribution reports by PwC (2023) and Deloitte (2023) indicate that luxury city hotels usually make 50 to 60% of their room bookings via online travel agents, like Booking.com and Expedia. The approximations of Hilton Cardiff are 58% of their room bookings through OTAs, which is at the high reliance scale of the industry.
Assuming that of the 58% of the room revenue of 6.6 million is commissionable with an average commission rate of 18%, then the financial impact can be modelled as:
£6.6 million × 58% × 18% = approximately £688,000 annual commission expenditure.
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Figure 1: Estimated OTA commission exposure for Hilton Cardiff (modelled, 2023–2024)
Source: Author’s calculations using UK upscale market benchmarks (STR Global, 2024) and OTA commission/channel mix evidence (PwC, 2023; Deloitte, 2023)
As Figure 1 demonstrates, the OTA commission leakage is estimated at about 0.69m per annum, cutting the retained room revenue, and escalating the sensitivity of the EBITDA to the distribution expenses.
This commission exposure is a significant percentage of operating profit considering that EBITDA margins of UK hotels are usually 10-14% (UKHospitality, 2024). As an illustration, when Hilton Cardiff made a 12% EBITDA margin, total operating profit would be around 792,000. OTA commission expenses of £688,000 can potentially amount to almost 87% of the possible EBITDA. Although commissions are partly incorporated in the revenue strategy, this modelling demonstrates the degree of channel mix margin sensitivity.
Moreover, OTA dependency generates structural constraints in addition to direct financial drainage. Kimes (2016) claims that third-party platforms not only reduce the ability to set prices independently but also deprive the customer of ownership of customer data, undermining the building of a long-term loyalty. Direct booking channels, in their turn, allow hotels to receive first-party customer information, personalise communication and lower long-term acquisition expenses.
Simultaneously, the labour market stress causes serious effects on operational stability. Labour shortages are still present in the UK hospitality sector, and the vacancy rates are exceeding 8% (ONS, 2024). According to CIPD (2023), the turnover rates in the sector are 30 to 40% sector-wide. When a 36% turnover rate is assumed to be within the operational, managerial and administrative positions occupied by Hilton Cardiff with an estimated staff number of 150, this would imply that 54 employees would have left the company every year.
When using the recruitment, onboarding, training and lost productivity as indicators of replacement, Oxford Economics (2023) estimates that it costs between £5,000 and £7,000 to replace a hospitality employee. Based on a conservative estimate of replacement costs of a middle ground figure of £6,000, Hilton Cardiff can pay:
54 × £6,000 = £324,000 annual turnover cost.
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Figure 2: Estimated annual cost of employee turnover at Hilton Cardiff (modelled, 2023–2024)
Source: Author’s calculations based on hospitality turnover benchmarks (CIPD, 2023) and replacement cost estimates (Oxford Economics, 2023).
Annual turnover cost is a modelled cost of circa 0.324m, as depicted in Figure 2, without the broader impacts of service-quality and reputation. This figure does not consider intangible impacts like compromised services quality, dissatisfaction and strain by the supervisor to the guests. A study by the Cornell School of Hotel Administration (2022) has revealed that raising the rating on online reviews by one point can boost RevPAR by as much as 9. Therefore, the instability of the workforce can indirectly limit revenue growth by reputation.
These financial estimates show that OTA dependency and employee turnover are not fringe operation issues, but serious strategic threats to profitability and competitiveness.
[bookmark: _Toc223168709]3.2 STEEPLED Analysis: External Environmental Pressures
These structural weaknesses are further enhanced by the macro-environment.
The social trends show that consumers are more likely to prefer an individual booking experience and value propositions based on loyalty (Mintel, 2023). The travellers are demanding direct communications, flexible cancellation policy and customized offers. There will be a decreased capacity of the hotel to manage personalised engagement owing to heavy dependence on OTAs.
Most of the major hotel chains have now become standard in technological innovations such as the use of AI-based revenue management systems and predictive analytics (Deloitte, 2023). Although Hilton Worldwide offers centralised digital infrastructure, the centralisation of CRM tools is frequently defined at the property level. Semi-imaginal use of localised digital marketing can limit the capacity of Hilton Cardiff to improve direct conversion rates.
Economic strains are still high. In 2023, the UK inflation has been almost 7% above (ONS, 2024), and the increment in the National Living Wage has raised the payroll spending. The labour may represent the 30-35% of the hotel operating costs (PwC, 2023). Combinations of the increasing wage expenses and the OTA commission leakage led to compounded margin pressure.
Consumer behaviour is also affected by environmental factors. According to Booking.com (2023) Sustainable Travel Report, 76% of travellers want to stay in environmentally friendly accommodation. Although Hilton corporate sustainability activities are thoroughly developed, a better way to engage with the local market and position the brand could be the efficient communication of sustainability performance.
The operational environment is also influenced by political and legal influences such as post-Brexit restrictions of labour migration and the need to comply with the GDPR. Labour shortages enhance the risk of turnover and GDPR highlights strategic importance of first party customer data collection through direct channels.
Morally, the growing focus on the employment strategies and the welfare of the employees demands that hotels should be ready to show their willingness to offer fair wages, or train and practice diverse leadership (CIPD, 2023). A high turnover can also destroy the brand perception in case it is associated with the wrong internal culture.
Domestically, the leisure travel and short urban holidays have been on the increase since 2021 (VisitBritain, 2023), which is why the direct booking can be expanded successfully when targeted.
The STEEPLED analysis thus indicates that the competitive resilience is featured by digital independence and workforce stability.
[bookmark: _Toc223168710]3.3 Root Cause and Organisational Alignment: McKinsey 7S
To understand why these issues, persist, a root cause analysis was conducted
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Figure 3: Fishbone (root cause) analysis of OTA dependency and high employee turnover at Hilton Cardiff
Source: Author’s analysis informed by organisational alignment and motivation theory (Waterman et al., 1980; Herzberg, 1959) and hospitality distribution/leadership evidence (Kimes, 2016; Brownell, 2010).
In an attempt to find out why these issues, persist, a root cause analysis was utilized.
Figure 3 demonstrates that the causes of OTA dependency and turnover are interconnected with each other based on the process design, systems/data use, leadership culture, employee experience, as well as external market pressures, meaning that the set of interventions should be coordinated (not individual). Extrinsic pressures are definitely an issue but internal organisational fit seems to make them more vulnerable. The usage of the 7S Framework by McKinsey shows that there is a partial lack of alignment between the strategy, systems, staff and skills.
The strategic Hilton Cardiff management is based on a brand-driven expansion strategy with a focus on occupancy and loyalty enrolment. Nonetheless, property-level focus seems to be based on the idea of occupancy maximisation and not margin maximisation, which may be evoking the tendency to turn to OTAs during low-demand.
On the system-level, as Hilton corporate offers a highly developed digital infrastructure, property-level utilisation might not be optimised proactively. CRM systems might not be exploited to maximum in terms of customised direct booking campaigns.
The dimension of staff and skills reflect possible weaknesses. High turnover indicates the possibility of lack of employee engagement, career pathway definitions, and management ability. The Herzberg Two-Factor Theory (1959) reveals that hygiene factors like remuneration and working conditions help to avoid dissatisfaction whereas motivators like acknowledgment and development help to retain. In case Hilton Cardiff focuses more on operational output rather than developmental engagement, there is a high probability of retention risk.
Turnover may also depend on the leadership style. Transformational leadership has been found to have a great impact in reducing the intention of turnover in hospitality (Brownell, 2010). When the leadership of the department is more concerned with operational measures and less interested in relationship, there is a risk that employees may lose loyalty.
The organisational culture and shared values are imperative in service industries. Schein (2010) indicates that culture is very strong in service consistency. High turnover will interfere with cultural continuity that affects the brand experience delivery.
Such misalignments within the organisation supports the structural risks established in financial benchmarking.
[bookmark: _Toc223168711]3.4 SWOT and Strategic Implications
[bookmark: _Toc223168712]3.4.1 SWOT Analysis (Hilton Cardiff – Single Property)
	Strengths (Internal +)
	Weaknesses (Internal -)

	Hilton brand equity; global standards
	High OTA dependence; commission leakage

	City-centre location; opposite Cardiff Castle
	High staff turnover; service inconsistency

	Hilton Honors base; Hilton.com/app ecosystem
	Underused CRM; weak direct conversion

	Meetings/events facilities; strong midweek mix
	Inconsistent onboarding; supervisor capability gaps

	Corporate sustainability platform
	Margin sensitivity; wage + distribution cost pressure

	Opportunities (External +)
	Threats (External -)

	Domestic leisure growth; short-break demand
	OTA platform power; meta-search bidding pressure

	Personalisation trend; loyalty-driven value
	Labour shortages; talent competition; wage inflation

	Analytics/automation; segmentation; retargeting
	Economic uncertainty; higher price sensitivity

	Sustainability preference; differentiation potential
	Cardiff competition (budget + upscale); review pressure

	Employer branding; structured development
	Review volatility; RevPAR risk from service failures


Hilton Cardiff has some definite structural advantages such as the world brand recognition, the excellent location and the entry to Hilton Honors loyalty system. But, OTA dependency and workforce instability are weak areas that hamper sustainability of the margin.
There are the opportunities to increase direct booking conversion by means of specific digital campaigns and optimisation of the loyalty programme. Moreover, engagement programs might enhance the quality of services and online ratings, which will have a positive impact on RevPAR.
Among the threats, there are increased competition due to increasing budget brands with a lower cost structure, wage and economic pressure which creates an increased uncertainty around discretionary travel.
[bookmark: _Toc223168713]3.4.2 TOWS Matrix
	
	Opportunities (O)
	Threats (T)

	Strengths (S)
	SO Strategies 1) Hilton Honors leverage; member-only perks; CRM segmentation 2) Location advantage; event/weekend packages; direct-booking push 3) Sustainability messaging; website/email/post-stay prompts; eco-segment targeting
	ST Strategies 1) Brand standards; service recovery playbook; review protection 2) Peak-demand steering; Hilton.com/app prioritisation; reduce OTA bidding exposure 3) Hilton training platforms; employer brand; talent attraction

	Weaknesses (W)
	WO Strategies 1) Direct demand calendar; geo-targeted campaigns; shift OTA share 2) 90-day onboarding; buddy system; career pathway maps; early retention 3) CRM automation; win-back journeys; repeat direct bookings
	WT Strategies 1) Channel governance; OTA caps in low demand; commission % monthly tracking 2) Standardised onboarding; cross-training; service continuity 3) Supervisor coaching; engagement KPIs; reduce resignations; cost control


The TOWS matrix is a translation of the SWOT results of Hilton Cardiff into strategic feasible options with the top priority of those steps enhancing the margin resilience and service delivery uniformity. The most significant strategic focus is to use Hilton brand assets, as well as loyalty system to transition demand to direct channels and enhance onboarding, leadership capability and engagement systems to minimize turnover. All these strategies ensure reduced exposure to OTA commission leakage and labour market volatility, and facilitate quantifiable changes in the satisfaction of guests, RevPAR and long-term competitiveness.
[bookmark: _Toc223168714]3.5 Synthesis of Findings
As seen in the analysis, the main issues of Hilton Cardiff are mutually-dependent as opposed to being independent. Reliance on OTA decreases profitability, and it also restricts control of customer information whereas the high turnover elevates the operation cost and diminishes service provision. Both of these problems are combined with macroeconomic pressures and organisational misalignment.
These structural inefficiencies will lead to compressions of EBITDA margins below sustainable levels especially when further wage inflation and economic uncertainty are present in the environment.
Nevertheless, the hotel still has important strategic resources. Realigning channel strategy, increasing workforce stability and increasing local digital activation, Hilton Cardiff has the capacity to increase net revenue, service consistency and long-term competitiveness.
The section below provides an elaboration of recommendations and change management plans that can be used to overcome these structural vulnerabilities using interventions that are financially viable and evidence-based.
[bookmark: _Toc223168715]4. Recommendations and Change Management
As the above discussion has proven, the profitability of Hilton Cardiff and the stability of its organisation is limited by two structurally interrelated problems: the unreasonable dependency on OTA and high turnover rates among workers. The two are materially reinforcing and financially material challenges. They cannot be dealt with using uncoordinated operational responses.
The recommendations thus aim at redressing the balance of the structure of the revenue channels of the hotel and at the same time stabilising internal organisational capacity. The two streams should move simultaneously since a recovery of revenues without service stability will not satisfy guests whereas an increase in retention without margin optimisation will not cover the financial pressure.
[bookmark: _Toc223168716]4.1 Revenue Channel Rebalancing Strategy
The hotel needs to slowly decrease its dependence on the bookings through OTAs and expand the section of the direct bookings. Estimates that are currently underway indicate that Hilton Cardiff has a potential of commissionable room revenue to the third-party intermediaries at the average rate of 18%. This is a total of about 688,000 a year in commission costs considering that the hotel has an estimated room revenues of £6.6 million every year. Such exposure to the commission would effectively limit profitability in a market where the EBITDA margins are expected to be between 10% and 14% of the average profit in UK upscale hotels (UKHospitality, 2024).
This recommendation aims at increasing the direct booking contribution of 42% to 60% in a span of 18 months. It is necessary to employ a gradual strategy to prevent occupancy volatility. Even a 1015% -point decrease in the use of OTAs would recover a net revenue between £210,000 and £350,000 each year, with constant occupancy rates.
To accomplish such a change, Hilton Cardiff needs to enhance the activation of the already existing corporate infrastructure instead of creating separate digital frameworks. Property level enrolment conversion of Hilton Honors ought to be reinforced at the check-in and with post-stay communication. According to Deloitte (2023), loyalty programme members are significantly better placed to book direct especially when value-add incentive is available. On the property, the direct booking benefits of flexible cancellation, convenient upgrades where possible, or food and beverage benefits can be offered without violating brand pricing parity policies.
The hotel should also further develop localised digital presence in brand requirements. Paid search campaigns that are geo-targeted at domestic leisure traveller and corporate event organisers can shift the demand towards the OTA platforms to brand-owned platforms. Personalised personal communication (through CRM investment) to boost repeat booking is also required. The importance of direct engagement is also suggested by the strategic worth of the first-party data ownership especially in the format of GDPR compliance.
The overall budgeted investment into digital optimisation, CRM integration and marketing activation would rule the 12-month approximate of 185 000. According to conservative modelling, it is expected that the payback period will come within 18 months and that it will continue to receive margin benefits thereafter. The business financial argument is thus strong or strategically identifiable with the long run brand sustainability.
Performance measurement should entail quarterly review of direct booking ratio, OTA commission percentage of the room revenue, customer acquisition cost by channel and repeat direct booking rate. The best and achievable interim goal would be a 50% decrease in the OTA contributions in the first 9 months, then one can work towards the 60% direct mark.
[bookmark: _Toc223168717]4.2 Workforce Stabilisation and Organisational Alignment
The second strategic intervention deals with instability of the workforce. Existing turnover rates of about 36% makes Hilton Cardiff well above the desirable turnover level of the luxurious urban hotels. Annual turnover cost can be more than 320,000 with estimated 150 workers, and average replacement cost of 6,000 per employee (Oxford Economics, 2023). But financial burden is not limited to the expenditure in recruitment. The high turnover interferes with the continuity of the services provided, deteriorates the continuity of the guest experience, and puts additional pressure on management.
The target goal is to make the annual turnover to be 24% in a span of 12 months. This can only be realised through dealing with their inherent motivational and structural factors as opposed to using an isolated financial reward.
To begin with, the clarity of career paths should be enhanced. Employees in the hospitality industry often highlight the lack of progression visibility as one of the main reasons to leave (CIPD, 2023). Hilton Cardiff ought to formalise the role progression maps in the various departments showing the various skills required and when these skills are expected to be acquired. Perceived organisational investment in employees can be improved by getting training completion linked to the eligibility to promotion.
Second, leadership ability should be improved. The study in hospitality management reveals that transformational leadership has a great influence in the decrease of turnover intention and the enhancement of organisational commitment (Brownell, 2010). Structured management development programmes aimed at communication, coaching and performance feedback should therefore be undertaken by the department heads and supervisors. Empowering leadership behaviour is comparable to the 7S focus of style and shared values at McKinsey.
Third, the system of onboarding needs to be redesigned to enhance retention at the initial stages. According to the evidence offered by Harvard Business Review (2022), systematic 90-day onboarding systems can raise the likelihood of employee retention. Peer mentoring and early performance feedback along with clear integration milestones minimise uncertainty and enhance psychological attachment to the organisation.
Fourth, the measurement of employee engagement has to be systematic as opposed to responsive. The dissatisfaction triggers can be identified early because of quarterly engagement surveys and structured feedback forums. Anthropogenic measurements of engagement when built into the managerial performance appraisal framework supports accountability.
The estimated costs of the projected investment in leadership training, onboarding redesign, engagement systems and internal HR technology upgrades are estimated at £220,000. Direct financial benefits of going down on turnover to 24% are annually estimated at a conservative of £108,000. Nevertheless, this number may not be the highest indirect financial gains. Better human resources stability leads to increased customer satisfaction and web comments. According to Cornell research (2022), even small changes in the review ratings can produce quantifiable growth in RevPAR. Any increase in revenue by a conservative 3% would result in an increment of a revenue of about 198,000 in yearly revenue depending on the current turnover.
Workforce stabilisation can therefore be considered as a revenue-shielding policy, and not as a cost-controlling policy.
[bookmark: _Toc223168718]4.3 Integrated Financial Impact
The channel rebalancing and workforce stabilisation strategies when combined have a cumulative financial effect that impacts greatly on the resiliency of EBITDA. The Years 1 modelling proposed by Conservatives indicates the possible improvement of the margin of more than 400,000 when the increase in revenue recovery, reduction in turnover costs, and a slight increase in RevPAR are combined. By the second year, any direct booking optimisation that has achieved maturity would see the total financial impact to be in reasonable ranges of over £650,000 each year.
This forecast is a potential 406% point increase in EBITDA, which will be a significant improvement in financial sustainability in the long term.
[bookmark: _Toc223168719]4.4 Change Management Framework
Such a massive transformational change should be implemented in a disciplined manner. The 8-Step model offers the right framework to deal with organisational transition offered by Kotter. Creating an urgency should start by having clear communication of financial modelling that shows the magnitude of margin leakage and turnover cost. Unless there is a clearly defined urgency, some kind of resistance to the channel adjustment or a change in workforce policy can arise.
Transformation governance should be under a cross-functional guiding coalition which will include the General Manager, Revenue Manager, HR Manager and departmental leaders. The strategic vision that aims at profitability by direct interaction and workforce excellence should be relayed throughout departments.
Momentum must be built on quick wins. Progress can be shown by early cuts in OTA contribution or observable increment in employee recognition programmes. To maintain credibility, it is necessary to report success metrics in a transparent manner.
This process is complemented by Lewin Unfreeze Change Refreeze model. The unfreezing phase entails the confrontation of complacency on the status quo in view of the channel mix and turnover acceptance. Digital optimisation and leadership development are aspects which are included in the change phase. The refreezing stage entrenches new KPIs, performance review systems and budgetary allocation systems in order to achieve sustainability.
[bookmark: _Toc223168720]4.5 Strategic Justification
The interventions that are proposed do not imply the need to deviate the Hilton corporate standards and fully agrees with brand compliance frameworks. Their attention is on leveraging the existing assets in a better way instead of going to the high-risk expansion or restructuring.
The most reasonable strategic priorities in a macroeconomic environment with the inflation of labour costs and power imbalance in the distribution channels are margin retention and stability of workforce. Hilton Cardiff will be able to defend the profitability, improve the service quality and competitive positioning in Cardiff urban hospitality market by rebalancing the revenue channels and enhancing the internal organisational capacity.



[bookmark: _Toc223168721]5. Action Plan
	Problem
	Solution (Action)
	Desired outcome
	Timescale
	Estimated cost
	Owner + KPIs

	High OTA reliance (≈58%) causing commission leakage
	Launch an 18-month Direct Booking Growth Programme (Hilton.com/app focus, rate parity compliant), reducing OTA dependency in phases
	Direct booking share 42% → 60%; OTA share ≤40%; improved net room revenue
	0–18 months
	£185,000–£220,000
	Owner: Revenue Manager + GM. KPIs: Direct booking ratio; OTA commission %; channel CAC; repeat direct booking rate

	Weak local digital demand capture
	Improve local search + paid campaigns (events, short breaks, corporate), landing pages, retargeting and metasearch alignment
	+15–25% direct sessions; improved conversion rate; lower CAC
	0–6 months then ongoing
	£55,000–£70,000 (within above)
	Owner: Marketing + Revenue. KPIs: Direct traffic; conversion %; ROAS; CAC by channel

	Underused CRM/personalisation limiting repeat direct stays
	Build segmented CRM journeys (pre-arrival, post-stay, win-back) + stronger loyalty conversion at check-in
	Higher repeat bookings and loyalty-driven direct reservations
	3–12 months
	£35,000–£50,000 (within above)
	Owner: Front Office + Marketing. KPIs: Repeat direct booking rate; email CTR; loyalty enrolment conversion

	High turnover (≈36%) and weak early retention
	Implement structured 90-day onboarding (buddy system, milestones, weekly check-ins, skills checklist)
	Turnover 36% → 24%; early attrition reduced; faster time-to-competency
	0–6 months rollout
	£30,000–£45,000
	Owner: HR + Dept Heads. KPIs: 90-day retention; turnover %; time-to-competency

	Supervisor inconsistency affecting engagement
	Deliver leadership coaching programme (feedback, rota fairness, coaching, conflict handling) + monthly leader forum
	Improved engagement and lower resignation intent
	0–9 months
	£60,000–£80,000
	Owner: HR + GM. KPIs: Engagement index; absence rate; turnover by department

	Limited career visibility and internal progression
	Create career pathway maps by department; set internal mobility targets; link training completion to progression eligibility
	Increased retention of high-potential staff; higher internal promotion
	3–12 months
	£30,000–£45,000
	Owner: HR + Dept Heads. KPIs: Internal promotion %; training completion; retention of “high performers”

	Lack of systematic feedback and accountability
	Quarterly engagement survey + “You Said/We Did” actions; include engagement KPI in manager appraisals
	Earlier identification of issues; culture improvements sustained
	0–12 months
	£10,000–£15,000
	Owner: HR. KPIs: eNPS/engagement score; action closure rate; grievance trend

	Change resistance risk (staff pushback, adoption failure)
	Apply Kotter governance: communicate urgency using financial model; create guiding coalition; run quick wins; monthly progress dashboard; change champions per department
	Lower resistance; faster adoption; changes embedded into routines and KPIs
	0–18 months
	£10,000–£15,000
	Owner: GM + Change Steering Group (Revenue, HR, Ops). KPIs: Milestone delivery %; adoption checks (SOP compliance); staff feedback pulse score; training attendance/completion
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In the given consultancy report, the existing performance limitations of Hilton Cardiff have been assessed on strategic and organisational level, and two structural problems, which affect profitability and service quality significantly, have been identified: the high dependence on Online Travel Agencies and high turnover of employees. Although Hilton Cardiff enjoys good brand equity, one of the prime city-centre locations, and one that has the potential to tap into the established Hilton corporate systems and loyalty infrastructure, the analysis has shown that these strengths are not translated into optimal performance of margins at property level because of the imbalance of channel mix and workforce instability.
As shown by the financial modelling below, the estimated OTA share of the business places the hotel in a position where it is subject to significant commission leakage, which becomes unprofitable to the business in terms of net room revenue and reduces the resiliency of the EBITDA in the face of external cost pressures, especially the salaries and energy costs that are continuing to plague the UK hospitality industry. Simultaneously, the approximate turnover rate causes direct replacement costs and the inability to continue the service, which consequently may negatively affect the guest satisfaction and online reputation delivery. These are mutually reinforcing: the dependency on OTAs raises the cost of acquiring and lowers the direct relationships needed to encourage loyalty, recurring business and a higher direct-channel conversion, and unstable staffing lowers the quality consistency required to foster loyalty and recurring business and an enhanced conversion rate in the direct channel.
Root cause diagnosis proposes the existence of these struggles as not lone operational symptoms and detects a underlying organisational misalignment. Based on the 7S perspective of McKinsey, the report shows areas in which strategy, systems, staff and skills have to be more activated on the property level in order to fully utilize the Hilton platform. The need to take decisive action is even more amplified by the external environment, which can be measured using the STEEPLED factors, causing heightened competitive pressure and strategic importance of first-party customer data and employee retention capability.
To overcome such limitations, the report suggests a 2-strategic intervention. Firstly, the revenue channel rebalancing programme focuses on making sure that in 18 months, the number of direct bookings will increase quantifiably through the improved use of Hilton loyalty and CRM tools and the improvement of the local digital activation. Second, workforce stabilisation plan will result in the reduction of the turnover rates in 12 months with added onboarding, leadership development, career paths visibility, and systematic engagement monitoring. All these are going to be used together to restore margin, protect service standards and improve the long term competitive positioning.
Change management must be rigorous so as to deliver successfully. The report therefore recommends the implementation of the interventions with the transition logic of Lewin to inculcate the new behaviours and performance expectations by applying the 8 steps of Kotter approach. There must be clear governance, visible quick wins, open communication and regular KPI monitoring to ensure all the resistance is minimised and to keep the momentum going.
Hilton Cardiff possesses good foundation and viable potential of performance enhancement. The hotel will be able to enhance profitability, consistency in guest experience and strategic resilience by alleviating a reliance on a channel where commission plays a key role and ensuring the capability of the internal workforce. We appreciate Hiltons Cardiff to be able to offer this consultancy assistance and suggest to advance to the next stage of implementation planning, stakeholder alignment and KPI baseline measurement to track and prove the results starting in the first quarter of the implementation.
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