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[bookmark: _Toc181586585]Executive Summary
This consultancy report, developed by LuxEdge Hospitality Consultants, addresses a critical operational issue impacting guest satisfaction at the Four Seasons Hotel Sydney, a renowned luxury property strategically located in Sydney’s Central Business District. With 531 rooms and suites offering impressive views of Sydney Harbour and the Opera House, the hotel has a reputation for quality, attracting business travellers, tourists, and high-profile clientele (Michels, 2023). However, recent guest feedback highlights a growing dissatisfaction with service consistency, particularly within front desk operations, housekeeping, and dining services. These inconsistencies jeopardise the hotel's luxury brand image and guest loyalty, as patrons of high-end establishments expect impeccable and reliable service (Fatma and Kumar, 2024).
Effective change management is essential in the hospitality sector, where maintaining high service standards amid evolving market demands and guest expectations is critical (Burnes, 2014). Given the dynamic growth of Sydney’s hospitality industry, Four Seasons Hotel Sydney must sustain its commitment to luxury service as a competitive differentiator (Samimi Sabet, 2022). LuxEdge’s analysis, supported by PESTEL, SWOT, TOWS, and Porter’s Five Forces frameworks, identifies core challenges and recommends strategic solutions to enhance operational efficiency, guest experience, and overall brand perception.
The PESTEL Analysis reveals several external pressures. Politically, evolving international tourism policies and labour market regulations directly impact hiring and operational costs (Uğur and Akbıyık, 2020). Economically, inflation and rising operational costs pose challenges that necessitate resource optimisation (Carling, 2024). Socially, guests now prioritise personalised and contactless services, reflecting a shift in post-pandemic guest preferences (Chen et al., 2021). Technologically, integrating advanced tools like customer relationship management (CRM) systems can enhance service consistency, and environmentally, there is a growing expectation for sustainability practises within luxury hospitality (Abdou et al., 2020). Legally, compliance with stricter labour laws affects costs and necessitates efficient workforce management (Hamilton and Nichol, 2021).
The SWOT Analysis underscores Four Seasons Sydney’s strengths, such as its strong brand reputation and prime location, while identifying weaknesses like inconsistent service delivery and interdepartmental communication barriers. Opportunities include rising demand for eco-conscious luxury stays and technological advancements in personalised guest experiences. However, increased competition in Sydney’s luxury hotel market and reputational risk from negative online reviews remain pressing threats (Four Seasons Hotel Sydney, 2024a, 2024b).
In addition to SWOT, a TOWS Analysis provides actionable strategies to address weaknesses and threats by leveraging existing strengths and opportunities. For instance, Four Seasons Sydney can combat competition by enhancing service consistency and guest loyalty through targeted improvements in training and technology.
Using Porter’s Five Forces, the analysis reveals intense competitive rivalry within Sydney’s luxury hotel sector, with formidable competitors like the Park Hyatt and Shangri-La Hotel. Guests hold high bargaining power, driven by the ease of switching to alternative luxury accommodations if service falls short. This reinforces the need for Four Seasons to prioritise exceptional service and strengthen customer loyalty through differentiated experiences (Madan, 2022).
Identified Operational Challenges and Root Causes:
The core issue of inconsistent service quality across departments stems from three main factors:
1. Training Gaps – Limited standardised training across departments has led to varying skill levels and inconsistent guest interactions. Kotter’s change model emphasises the importance of consistent training in building a strong organisational culture, enabling staff to meet luxury service expectations (Kotter, 2012).
2. Communication Barriers – Inefficient interdepartmental communication affects service fluidity, particularly between the front desk and housekeeping. Burnes (2014) highlights the importance of real-time communication tools to break down these silos and improve service quality.
3. Lack of Standardised Protocols – The absence of clear service protocols across departments has created inconsistencies in guest service delivery. Structured operational processes, as advocated by Buttrick (2009), are essential to ensure uniform service quality, particularly in luxury settings.
Recommendations and Change Management Strategies:
To address these challenges, LuxEdge proposes five key recommendations:
1. Technology Integration – Introduce guest-facing and staff coordination tools, including a mobile app for personalised service requests and internal communication software. Implementing real-time communication tools can enhance guest satisfaction by improving response times and reducing service inconsistencies. The estimated cost is $80,000 (Stringam and Gerdes, 2021).
2. Staff Retention Strategy – Develop a comprehensive retention plan encompassing competitive compensation, career growth, and recognition programmes to reduce turnover. A well-structured staff retention strategy will enhance service consistency and employee engagement, with an annual budget allocation of $50,000 (Madan, 2022).
3. Sustainability Initiatives – Embrace eco-friendly practises, such as energy-efficient systems, waste reduction, and partnerships with local, sustainable suppliers. This approach aligns with evolving guest preferences for environmentally conscious accommodations and can improve operational cost efficiency with an initial investment of $100,000 (Abdou et al., 2020).
4. Personalisation of Guest Experience – Develop a guest preference database to customise services based on individual guest profiles, offering tailored amenities and experiences. This investment, estimated at $30,000, will bolster guest satisfaction and loyalty (Buhalis and Leung, 2018).
5. Strategic Alliances and Marketing – Establish partnerships with local luxury retailers, cultural institutions, and high-end travel agencies. Such alliances broaden the hotel’s reach and enhance the guest experience, with a projected initial investment of $50,000 (Backaler, 2018).
These recommendations are supported by a structured change management approach using Lewin’s and ADKAR Change Management Models, which emphasise preparation, implementation, and long-term sustainability of organisational changes (Hiatt, 2006). The proposed interventions are tailored to align with the Four Seasons brand, emphasising luxury service and a proactive approach to change.
The Action Plan outlines each recommendation with specific timelines, costs, and key performance indicators (KPIs) to track progress. Metrics such as guest satisfaction scores, first-contact resolution rates, and online review trends will monitor improvements in service quality and operational efficiency (Ntavitavian, 2019). Regular feedback collection, mystery shopper evaluations, and quarterly reviews ensure continuous improvement and flexibility to adjust strategies as needed.
The proposed recommendations will enable Four Seasons Hotel Sydney to address current service inconsistencies, enhance operational efficiency, and maintain a competitive edge in Sydney’s luxury market. By adopting structured change management, implementing guest-focused technology, and fostering an eco-conscious brand identity, the hotel can strengthen its reputation for excellence. These strategic interventions will meet the evolving expectations of luxury travellers and position the hotel for sustainable success in the competitive hospitality landscape.
Through these enhancements, Four Seasons Hotel Sydney can deliver the exceptional experiences that define its brand, securing long-term guest loyalty and reinforcing its leadership in luxury hospitality.
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This consultancy report was prepared by LuxEdge Hospitality Consultants to address a critical operational issue impacting the guest experience at the Four Seasons Hotel Sydney, an established luxury hotel in the Central Business District of Sydney, Australia. With an impressive total of 531 guest rooms and suites with splendid views of Sydney Harbour and Opera House, the property was initially built in 1982 and rebranded as the Four Seasons Hotel Sydney in 2002 (Michels, 2023). It is famous for its quality and accommodation services, mainly targeting business travellers, tourists, and celebrities. 
Burnes (2014) sustains that effective change management in the hospitality sector is crucial for maintaining high service standards in a constantly evolving environment. This aligns with the Four Seasons Hotel Sydney challenges, which require strategic changes to address service inconsistencies and uphold its luxury brand image. Sydney’s hospitality industry is growing, and maintaining the consistency of its luxury service is crucial to sustaining its brand value and customer loyalty (Samimi Sabet, 2022). Nonetheless, the hotel has experienced increased guest complaints about service inconsistency, particularly in key areas such as the front desk, housekeeping, and dining services (see Appendix 1). Since delivering high-quality service is the backbone of the industry, customer service is a critical factor in guest loyalty and revenue generation, and any decline in service delivery is lethal (Fatma and Kumar, 2024). The negative trend in the guests’ satisfaction with the responsiveness of the staff and the level of services they are offered can potentially lead to a deterioration of the hotel’s image. 
A team of seasoned hospitality industry experts is committed to helping luxury hotels enhance guest experiences, improve operational efficiency, and maintain a solid competitive edge in the market (Hossain, 2023). LuxEdge Hospitality Consultants entered the market in 2015 as a boutique consulting company specialising in operational efficiency and customer experience for luxury hotels, focusing on tailored solutions, data-driven insights, and strategic change management. Work with Four Seasons Sydney focuses on identifying the causes behind service inconsistencies and recommending practical, impactful measures to ensure a seamless luxury experience for all guests.
Post-purchase satisfaction involves assessing product quality based on pre-purchase preferences (Taylor and Burns, 1999). Service satisfaction is defined as an emotional consumer state that comes from a thorough evaluation of all aspects of the customer-provider relationship (Hussein et al., 2023). This report aims to assess Four Seasons Sydney's current challenges regarding service inconsistency, identify areas requiring improvement, and provide actionable recommendations. The overarching goal is to help the hotel meet its commitment to exceptional guest service, enhancing guest satisfaction and reputation. By improving service consistency, Four Seasons Sydney can reaffirm its reputation as a leader in luxury hospitality in the Australian market.
Several widely used frameworks will describe the situation and provide meaningful recommendations. PESTEL analysis framework will evaluate macro environment factors that affect the hotel's performance (Köseoglu et al., 2020). Given the pandemic's effects and guest expectations shifts, a PESTEL analysis will provide insights into the external pressures on service quality. The SWOT analysis will provide insight into a structured overview of the hotel’s internal strengths and weaknesses while identifying external opportunities and threats. The SWOT analysis will lay the groundwork for identifying areas that require immediate attention and potential competitive advantages the hotel can leverage (Sergeevna, 2024). For instance, the company has major proprietary factors such as brand and location; new entrant threats include the increasing number of luxury hotels and boutique-style accommodations across Sydney. Moreover, the TOWS analysis will be carried out to obtain strategic implications from the weaknesses, threats, opportunities, and actions. This matrix will assist in designing the strategies that will transform the existing work into practical strategies that will maximise the opportunities while neutralising the weaknesses of the hotel (Koo et al., 2020). For example, the hotel should be advised to increase the personalisation process using solid technological tools, increase staff awareness to meet the guests' expectations and enforce the staff retention policy. Furthermore, Porter's Five Forces analysis has the objective of describing the framework as an analysis of the growth of a business (Birru et al., 2022). This framework can help understand Four Seasons Hotel Sydney's competitive pressures, especially in addressing declining guest satisfaction and service quality.
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This section describes the issues prevalent in the Four Seasons Hotel Sydney in the present business environment, and one of the significant issues is the decrease in guest satisfaction with service and staff responses. This paper will focus on internal and external factors that led to the problem, PESTEL, SWOT, TOWS, and Porter’s Five Forces analysis of the impacts, and recommendations for change.
[bookmark: _Toc181586588]Detailed Problem Description
Declining Guest Satisfaction and Service Quality
The luxury hotel industry is highly dependent on consistent customer satisfaction, and service quality can significantly impact the corporation's image and customer loyalty (Hussain and Khan, 2020) (see Figure 1).
[bookmark: _Toc181586557]Figure 1. Influencing Factors on Customer Loyalty
[image: ]
Source: Fam et al., 2023
The model reflects how consistent customer satisfaction and high service quality are essential for brand reputation and loyalty in luxury hotels. Key factors include relationship marketing and perceived service quality, which drive customer satisfaction, while corporate image and customer satisfaction directly enhance loyalty. Cultural differences act as moderating factors, showing how perceptions and satisfaction vary by culture, influencing loyalty outcomes. Consistent service quality across these elements is vital for retaining loyal customers in the luxury hotel sector.
The Four Seasons Hotel Sydney faces challenges with maintaining consistent service quality across departments, notably in front desk interactions and housekeeping. Reports of delayed check-ins and inconsistent room cleanliness have emerged through online reviews and internal feedback. Recent guest surveys and online reviews on platforms such as Trip Advisor (2024) and Google Reviews (2024) indicate increasing dissatisfaction, which can diminish long-term brand loyalty and profitability (De Pelsmacker et al., 2018). Service inconsistencies are incredibly challenging for luxury hotels, where guests always expect high-quality, dependable service. Failure to meet these standards often results in negative feedback, which can quickly circulate online, intensifying the impact on the hotel's reputation.
[bookmark: _Toc181586589]Impact on the Hotel
· Guest Satisfaction and Loyalty
Kotter’s (2012) framework on leading change could help establish a culture of consistency, while Newton (2010) offers insights into using consultancy techniques to identify and address these service gaps efficiently, ensuring a reliable guest experience. In the luxury hotel market, consistency in service is fundamental to guest satisfaction and loyalty. Variability in service delivery creates an unpredictable experience, undermining the Four Seasons' brand promise of excellence and reliability. This inconsistency alienates high-paying, loyal guests, who are critical to the hotel's success. 

· Reputation and Online Feedback
The impact of online feedback on hotel choice is increasingly significant, especially within the luxury sector, where guests seek reassurance from past customer reviews. Negative TripAdvisor and Google Reviews can deter potential guests and damage Four Seasons Sydney’s reputation. Addressing these concerns proactively, as outlined by Burnes (2014) in managing organisational change, could foster a culture of immediate feedback response, turning dissatisfied customers into advocates. Additionally, Buttrick (2009) underscores the importance of structured processes, which could support the development of a standardised response system for managing online reputation effectively.

· Operational Efficiency
Johnson et al. (2020) provides strategic insights into optimising operational structures, which could be applied to refine Four Seasons Sydney’s service protocols and enhance consistency. Meanwhile, Buttrick (2009) and Burnes (2014) emphasise the role of change management and project management methodologies in streamlining operations, suggesting that a well-managed change initiative could help the hotel align its practises with luxury market expectations. Inconsistent service often points to inefficiencies in the operational structure, including inadequate staff training, communication issues, and a lack of standardised protocols. These inefficiencies reduce service quality and drive up costs through corrective measures and inefficiency-induced errors, ultimately affecting the hotel's profitability. 
Including these references in the report bolsters the recommendations, illustrating how structured change management and strategic improvements can enhance service consistency, operational efficiency, and overall guest satisfaction at Four Seasons Sydney.
[bookmark: _Toc181586590]Root Causes
· Training Gaps
The lack of standardised training across departments has led to varying service skill levels and inconsistent guest interactions. A structured, standardised training programme, guided by Newton’s (2010) consultancy insights, would enable staff to develop a consistent skill set aligned with luxury service expectations. Kotter’s (2012) change management model further emphasises the need for ongoing, consistent training as part of an organisational culture shift, ensuring that staff across all departments can deliver a seamless, high-quality experience.

· Communication Barriers
Limited inter-departmental communication impacts service fluidity, particularly between key departments like housekeeping and the front desk. Burnes (2014) suggests that implementing change initiatives focused on improving communication can break down these barriers. Real-time communication tools would help enhance coordination, ensuring prompt and cohesive service delivery. Buttrick (2009) highlights that structured processes and communication tools are crucial for achieving operational efficiency and improving guest service consistency.

· Lack of Standardised Service Protocols
The absence of clear service protocols across departments has created inconsistencies in guest service. As proposed by Johnson et al. (2020), establishing a set of standardised procedures would help ensure all staff follows uniform processes, especially in critical areas like housekeeping and front desk operations. Consistent protocols, supported by Buttrick’s (2009) project management techniques, would streamline operations and improve overall service consistency, aligning the hotel’s practises with the high standards expected in luxury hospitality.
Four Seasons Sydney can work towards a cohesive, high-standard service model that enhances guest satisfaction and loyalty while boosting operational efficiency and brand reputation by addressing these areas.
[bookmark: _Toc181586591]PESTEL Analysis
	Factor
	Impact on Four Seasons Hotel Sydney

	Political
	Changes in international tourism policies and visa regulations, influenced by health crises like COVID-19, impact guest flows and staffing needs (Uğur and Akbıyık, 2020). Recent updates to Australian immigration laws aim to address labour shortages in the hospitality sector by easing the recruitment of skilled overseas workers (Chen, 2024). Consequently, the Four Seasons Hotel Sydney faces pressure to maintain high service standards amid rising hiring costs. Staying informed about these changes is crucial for hospitality employers to manage skilled workers effectively in a competitive labour market.

	Economic
	Economic fluctuations, driven by global inflation and post-pandemic recovery, have impacted consumer spending (Barnes et al., 2021). In Australia, rising inflation and increased living costs have raised hotel operational expenses, including wages, supplies, and utilities (Carling, 2024). Four Seasons Sydney can optimise resources, adopt sustainable practises, and enhance customer satisfaction to mitigate these economic pressures.

	Social
	Post-COVID-19, guests are prioritising customised, contactless experiences and higher cleanliness standards. The rise of digital nomads and growing environmental awareness also influence customer preferences (Chen et al., 2021). The Four Seasons Hotel Sydney supports the community with cultural tours, donations, local art, and sustainable practises, reflecting its commitment to social responsibility (Four Seasons Hotel Sydney, 2024a). Current trends emphasise eco-friendly practises and culturally relevant services.

	Technological
	Implementing customer relationship management (CRM) systems, mobile check-ins, smart rooms, and personalised digital marketing enhances the guest experience and streamlines services (Collins, 2023). The Four Seasons hotel chain, known for its “touchless service, anywhere and anytime” (Four Seasons, 2024a), utilises modern tools like Virtual Summits (Four Seasons Hotel Sydney, 2024b) to meet the demands of luxury guests. Such investments can improve operational efficiency and enrich the guest experience.

	Environmental
	Guests now expect eco-friendly practises, such as sustainable sourcing and energy efficiency, as part of luxury experiences (Abdou et al., 2020). The Four Seasons Hotel Sydney embodies this shift by combining luxury with eco-conscious initiatives like energy-saving measures, waste reduction, and a 60-square-meter living green wall alongside vegan dining options (Four Seasons Hotel Sydney, 2024a). These efforts highlight the hotel’s commitment to sustainability.

	Legal
	Compliance with labour laws, health and safety standards, and consumer protection regulations is vital for avoiding fines and preserving brand reputation (Barth and Barber, 2017). Australia's stricter minimum wage and working hour regulations have increased operational costs (Hamilton and Nichol, 2021). Four Seasons promotes transparency and accountability, enhancing trust among global stakeholders through its Code of Conduct and confidential reporting channels (Four Seasons, 2024b).


Source: Author Analysis
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	Strengths
	Weaknesses

	· An established customer base and a strong brand reputation.
· Prime location with iconic views, attracting high-end guests.
· High-quality facilities and amenities.
	· Inconsistent service delivery across departments.
· Lack of standardised training and service protocols.
· Insufficient inter-departmental communication.

	Opportunities
	Threats

	· Growing demand for luxury, experiential stays.
· Technological advancements in hospitality.
· Sustainability Initiatives.
	· Increased competition in Sydney's luxury market.
· Risk of online reputation damage from negative reviews.
· External factors like economic volatility.


Source: Author Analysis based on Four Seasons Hotel Sydney (2024a, 2024b, 2024c)
[bookmark: _Toc181586593]TOWS Analysis
	
	Strengths (S)
	Weaknesses (W)

	Opportunities (O)
	S-O
· Using the hotel's strong brand, implement experiential luxury services that match high guest expectations.
· Invest in sustainable practises to attract environmentally conscious guests.
	W-O
· Use the hotel’s reputation to combat competition by improving service quality and consistency.
· Tap into established guest loyalty to gather feedback and refine service processes.

	Threats (T)
	S-T
· Develop standardised training programmes to reduce service inconsistencies and strengthen staff expertise.
· Introduce real-time communication tools to streamline service delivery across departments.
	W-T
· Address inter-departmental communication gaps with technology to reduce the risk of reputation damage from service lapses.
· Improve guest satisfaction scores to mitigate competitive pressures and protect online reputation.


Source: Author Analysis

[bookmark: _Toc181586594]Porter’s Five Forces Analysis 
	
	Description
	Forces

	Competitive Rivalry
	Sydney’s luxury market is competitive, with strong players like Shangri-La, Park Hyatt, and The Langham (Bard, 2024). Four Seasons should monitor competitors and strengthen service, staff training, and guest satisfaction programmes to maintain market share.
	High

	Bargaining Power of Suppliers
	Luxury hotels depend on select high-quality suppliers, affecting costs and standards (Kim et al., 2022). Supplier issues can impact guest satisfaction, especially regarding food and amenities. Four Seasons should strengthen relationships with reliable suppliers and secure backups to ensure quality and consistency.
	High

	Bargaining Power of Customers
	Luxury guests expect flawless service, and any quality drop affects loyalty. With high bargaining power, guests can easily switch in Sydney's competitive market (Madan, 2022). Four Seasons should focus on personalised experiences and proactive feedback to maintain loyalty.
	High

	Threat of New Entrants
	High entry barriers in Sydney's luxury hotel market arise from capital demands, brand reputation, and quality standards (Madan, 2022). However, boutique brands enter with personalised experiences, pushing established hotels like Four Seasons to enhance service quality. Four Seasons should leverage brand loyalty, elevate service standards, and focus on exclusive amenities and sustainability to stay competitive.
	Medium

	Threat of Substitute
	Luxury alternatives like high-end Airbnb and boutique hotels attract modern travellers (Mody et al., 2017). Four Seasons should emphasise exclusive experiences, loyalty perks, and unique on-site amenities to retain guests to stay competitive.
	High


Source: Author Analysis
The analysis reveals that Four Seasons Hotel Sydney faces multiple challenges related to service consistency, impacting guest satisfaction and brand reputation. Internal factors such as training gaps, limited communication, and lack of standardised protocols significantly contribute to these issues. Externally, economic shifts, rising guest expectations for personalised service, and the influence of online reviews add further pressure on the hotel to maintain consistent service levels.
This analysis understood the hotel’s position and challenges using the above frameworks. The findings emphasise the need for targeted interventions, such as improved staff training, communication technology integration, and standardisation of service protocols, to address service inconsistencies and enhance guest experience.
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This section will suggest actionable steps for each recommendation, outline change management strategies, and include monitoring and evaluation plans to ensure the successful implementation of these initiatives. According to Phillips and Klein (2023), change management involves a set of models and strategies designed to facilitate organisational change and boost employee acceptance while minimising resistance. The survival and growth of an organisation is determined by effective change management.
Lewin's Model will be utilised to identify change management strategies for the proposed recommendations (see Appendix 2). This model is widely used because of its simplicity and effectiveness in breaking down the change process. It emphasises the importance of preparing for, implementing, and sustaining change, making it a helpful tool for managing organisational transitions (Cameron and Green, 2020).
1. [bookmark: _Toc181586596]Technology Integration into Guest Experience
Recommendation:
To enhance service consistency and personalise guest experiences, Four Seasons Sydney should integrate advanced technology solutions across its operations. These can include a guest-facing mobile app for check-ins, room controls, service requests, and real-time communication tools for staff coordination.
Implementation Steps:
· Guest App Development: Develop or enhance a mobile app that allows guests to control room settings, request services, and make dining reservations (Stringam and Gerdes, 2021).
· Internal Communication Tools: Implement real-time communication software (e.g., Slack + Asana) to connect the front desk, housekeeping, and dining staff for streamlined service (see Appendix 3).
· Smart Room Technology: Integrate IoT (Internet of Things) devices that allow guests to control room temperature, lighting, and entertainment, enhancing the luxury experience (Sbit, 2024).



Change Management Strategy:
[bookmark: _Toc181586558]Figure 2. Lewin's Change Model: Technology Integration into Guest Experience

Source: Developed by Author based on Priyadarsini (2024)
Expected Outcomes:
· Enhanced guest satisfaction through improved service personalisation.
· Faster response times for guest requests, leading to higher operational efficiency.
Cost Estimate:
· Development and implementation of the app and communication tools may cost approximately $80,000, with ongoing maintenance fees.

2. [bookmark: _Toc181586597]Improving Staff Retention and Reducing Turnover
Recommendation:
Four Seasons Sydney should implement a retention strategy that includes competitive compensation, career advancement opportunities, and staff engagement measures to address service inconsistencies and high turnover.
Implementation Steps:
· Compensation Review: Assess and adjust salary structures to remain competitive within Sydney’s luxury hospitality market.
· Career Path Development: Establish a clear career progression plan, offering promotions, skills development programmes, and mentoring.
· Employee Recognition Programmes: Implement monthly recognition for staff achievements and milestones, reinforcing a positive workplace culture.
(Madan, 2022)
Change Management Strategy:
[bookmark: _Toc181586559]Figure 3. Lewin's Change Model: Improving Staff Retention and Reducing Turnover

Source: Developed by Author based on Shunk et al. (2017)
Expected Outcomes:
· Reduced turnover, leading to greater service consistency.
· Higher morale and increased employee engagement, reflected in improved service quality.
Cost Estimate:
· The budget for salary adjustments and training programmes is estimated at $50,000 annually.

3. [bookmark: _Toc181586598]Sustainability Initiatives and Eco-Friendly Practises
Recommendation:
In response to rising guest expectations for eco-friendly practises, the hotel should implement a comprehensive sustainability plan that includes waste reduction, energy efficiency, and partnerships with local, sustainable suppliers.

Implementation Steps:
· Green Energy Solutions: Install energy-efficient lighting and heating systems, and investigate renewable energy options such as solar panels.
· Waste Reduction Programmes: Establish waste separation in all areas, and work with vendors who supply eco-friendly products.
· Sustainable Dining: Partner with local farms for fresh, organic produce, emphasising sustainable dining practises to guests.
(Abdou et al., 2020)
Change Management Strategy:
[bookmark: _Toc181586560]Figure 4. Lewin's Change Model: Sustainability Initiatives and Eco-Friendly Practises

Source: Developed by Author based on Gil-Soto et al. (2019) and Legrand et al. (2022)
Expected Outcomes:
· Lower operational costs through reduced energy usage and waste.
· Enhanced brand reputation among eco-conscious travellers.
Cost Estimate:
· Estimated at $100,000 for initial installation of green technologies and a $20,000 annual cost for sustainable materials and local sourcing.



4. [bookmark: _Toc181586599]Personalisation Strategies for Luxury Guest Experiences
Recommendation:
Four Seasons Sydney should further personalise guest experiences by capturing and utilising guest preferences, enhancing the luxury experience with tailored amenities and services.
Implementation Steps:
· Guest Preference Database: Create a database that tracks individual guest preferences, such as room temperature, preferred dining options, and personal interests.
· Bespoke Amenities: Offer personalised welcome amenities, like curated gift baskets or preferred beverages, based on guest profiles.
· Event Personalisation: Provide personalised options for guests attending special occasions, such as tailored dining menus and room setups.
(Buhalis and Leung, 2018)
Change Management Strategy:
[bookmark: _Toc181586561]Figure 5. Lewin's Change Model: Personalisation Strategies for Luxury Guest Experiences

Source: Developed by Author based on Equenot (2024)
Expected Outcomes:
· Increased guest satisfaction and loyalty due to the customised experience.
· Enhanced brand perception as a luxury hotel that prioritises guest preferences.
Cost Estimate:
· Approximately $30,000 for database setup and $10,000 annually for personalised amenities.

5. [bookmark: _Toc181586600]Strategic Alliances and Marketing
Recommendation:
Establish partnerships with local high-end businesses, cultural institutions, and travel agencies to enhance guest experiences and broaden the hotel’s reach within the luxury market.
Implementation Steps:
· Local Partnerships: Collaborate with local art galleries, theatres, and luxury retailers to offer exclusive packages and guest experiences.
· Global Agency Collaborations: Work with luxury travel agencies and influencers to increase visibility in key markets and attract high-spending clientele.
· Joint Marketing Campaigns: Launch joint campaigns with partners that align with the Four Seasons’ brand values, highlighting exclusive experiences and high-end amenities.
(Backaler, 2018)
Change Management Strategy:
[bookmark: _Toc181586562]Figure 6. Lewin's Change Model: Strategic Alliances and Marketing

Source: Developed by Author based on University of Surrey (2023)
Expected Outcomes:
· Enhanced guest experience through unique offerings and partnerships.
· Broader market reach and increased bookings from luxury-focused clientele.
Cost Estimate:
· Initial cost for partnerships and campaigns may be around $50,000, with an expected annual return based on increased occupancy.

Another structured change management approach can be used to successfully implement these recommendations. The ADKAR Model (see Appendix 4) is ideal for helping staff adapt to new systems, particularly with technology integration, sustainability practises, and personalisation initiatives (Hiatt, 2006). Employees are aligned with the hotel’s strategic objectives, facilitating a smoother transition and maximising the success of new initiatives.
[bookmark: _Toc181586563]Figure 7. Four Seasons Sydney Change Management based on the ADKAR Model
Source: Developed by Author based on Hiatt (2006)
A structured approach is essential to effectively monitor and evaluate the implementation of recommendations to enhance guest experience and operational efficiency in the Front Desk Department. Table 1 outlines key metrics, tools, and methods to assess the impact and ensure continuous improvement. 

[bookmark: _Toc181584642]Table 1. Customer Satisfaction Metrics
	Area
	Metric/Tools

	Key Performance Indicators (KPIs):
	· Guest Satisfaction Score (GSS): Measure satisfaction post-stay to assess improvements in interactions with front desk staff.
· First Contact Resolution (FCR) Rate: Track the percentage of guest issues resolved during the first interaction.
· Wait Time: Monitor check-in/check-out wait times to identify opportunities to streamline processes.
· Employee Engagement Score: Evaluate staff engagement, which directly impacts guest experience.
· Operational Efficiency Rate: Measure task completion times for core front desk functions to assess efficiency.

	Regular Guest Feedback Collection:
	· Post-Stay Surveys: Collect feedback on specific aspects like friendliness and efficiency.
· In-Stay Feedback: Gather immediate feedback via digital or in-person channels.
· Online Reviews Monitoring: Monitor platforms like TripAdvisor and Google for trends and recurring issues.

	Staff Performance Reviews:
	Conduct regular reviews, focusing on guest interaction KPIs and problem-solving while encouraging staff feedback for continuous improvement.

	Mystery Shopper Evaluations:
	Use mystery shoppers to anonymously assess staff professionalism, response times, and procedure adherence, providing unbiased insight.

	Data Analytics and Trend Analysis:
	Use analytics tools to track KPIs and guest feedback, analysing trends over time. Visualisations can help management make data-driven decisions.

	Continuous Training Programmes and Feedback Loops:
	Provide training to address service gaps, enhance skills, and create a feedback loop for staff to suggest improvements.

	Quarterly Review and Reporting:
	Conduct quarterly reviews with comprehensive reports covering KPIs, guest feedback, and staff performance, recommending any necessary adjustments.

	Adjustments Based on Feedback:
	Modify strategies as needed, ensuring flexibility to adapt to guest expectations and industry trends.


Source: Author Analysis based on Ntavitavian (2019)
The combined impact of these recommendations will help Four Seasons Sydney elevate its brand image, improve service consistency, and deliver a luxury experience aligned with modern guest expectations. These changes will also foster stronger guest loyalty, operational efficiency, and a competitive advantage in Sydney’s luxury hospitality market. 
This structured approach will guide the hotel through a smooth transition, ultimately enhancing guest satisfaction and operational effectiveness. Each recommendation aligns with the Four Seasons Sydney and addresses the core issues identified in the analysis. 
[bookmark: _Toc181586601]Action Plan
The Action Plan in this consulting report provides a strategic roadmap to address identified operational issues, translating recommendations into practical steps with timelines, responsibilities, and resources. Cameron and Green (2020) state that action plans bridge strategy and execution, ensuring measurable progress. Kotter (2012) highlights that clear action plans are essential for impactful change, providing structure for monitoring and adaptation. By setting milestones and accountability, the plan fosters alignment, reduces resistance, and boosts implementation success (Hayes, 2012). Table 2 is a handy summary of the action plan, including the breakdown of the problems, solutions, intended outcomes, timeline, completion, and cost of each strategy as proposed.
[bookmark: _Toc181584643]Table 2. Action Plan
	No.
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget

	1
	Technology Integration into Guest Experience
	Develop and implement consistent service standards across departments, including front desk, housekeeping, and dining guidelines.
	Enhanced guest satisfaction and faster response times.
	6 months
	30/04/2025
	$80,000 for apps and tools.

	2
	Improving Staff Retention and Reducing Turnover
	Top of Form
Introduce a comprehensive staff retention programme with competitive compensation, professional development, and employee recognition initiatives.
	Reduce turnover rates, increase employee engagement, and boost service consistency.
	5 months
	28/02/2025
	$50,000 annually.

	3
	Sustainability Initiatives and Eco-Friendly Practises
	Expand energy-saving systems, water conservation practises, and waste management strategies, and partner with local, sustainable suppliers.
	Enhance brand reputation among eco-conscious travellers and reduce operational costs through energy savings.
	9 months
	31/03/2025
	Top of Form
$100,000 initial, $20,000 annually.

	4
	Personalisation Strategies for Luxury Guest Experiences
	Top of Form
Develop and maintain a database to capture guest preferences and enhance personalised service options.
	Top of Form
Elevate guest satisfaction by offering customised luxury experiences, increasing guest loyalty.Bottom of Form
	4 months
	31/01/2025
	Top of Form
$30,000 initial, $10,000 annually.

	5
	Strategic Alliances and Marketing
	Top of Form
Partner with local businesses, collaborate with luxury agencies and initiate joint marketing campaigns.
	Top of Form
Broader market reach and unique guest experiences.
	5 months
	31/12/2024
	$50,000 initial cost.


Source: Author Analysis based on Four Seasons (2022) and Four Seasons (2023)
The effectiveness of each solution will be monitored through internal audits, guest feedback, and staff surveys, with quarterly evaluations to assess progress and make necessary adjustments for optimal impact on service and guest satisfaction. This action plan targets strategies to improve service consistency, boost employee retention, integrate sustainability, and enhance the guest experience at Four Seasons Sydney. Each action aligns with the hotel's commitment to luxury service and long-term market competitiveness.










[bookmark: _Toc181586602]Conclusion
In conclusion, this consultancy report has comprehensively assessed the operational challenges and strategic recommendations for the Four Seasons Hotel Sydney. With its distinguished legacy as a premier luxury destination, the hotel is recognised for its commitment to excellence, attracting business travellers, tourists, and high-profile guests. However, recent inconsistencies in service quality, particularly at the front desk, have surfaced as critical issues, potentially affecting the hotel’s reputation and guest loyalty. As a reputable consulting firm, LuxEdge Hospitality Consultants conducted a thorough investigation using strategic tools, including PESTEL, SWOT, TOWS, and Porter’s Five Forces Analyses, to diagnose root causes and develop actionable solutions aimed at restoring service consistency, improving guest satisfaction, and sustaining the brand’s competitive advantage.
The report identifies several core challenges impacting the Four Seasons Hotel Sydney, including gaps in staff training, communication barriers between departments, and a lack of standardised protocols. These issues have led to inconsistent guest experiences, jeopardising the hotel’s reputation in a competitive market where luxury standards are paramount. The proposed recommendations address these challenges with a structured approach to enhance operational efficiency, elevate the guest experience, and support the hotel's commitment to luxury hospitality.
Key recommendations include integrating advanced technology to personalise and streamline guest services, improved staff retention strategies to reduce turnover, and enhanced sustainability initiatives to meet evolving guest expectations for eco-friendly practises. By leveraging Lewin’s and ADKAR's Change Management Model, the report outlines effective change management strategies to facilitate seamless transitions and foster organisational alignment. These frameworks ensure that the proposed changes are implemented systematically, with ongoing monitoring and evaluation to achieve desired outcomes.
A detailed Action Plan has been developed to measure progress and ensure accountability, outlining clear timelines, budget allocations, and key performance indicators. The action plan provides a strategic roadmap for each recommendation, ensuring that the hotel can track improvements in guest satisfaction, service response times, and operational efficiency. This structured approach will enable the Four Seasons Hotel Sydney to address service inconsistencies while fostering a culture of continuous improvement and adaptability.
In summary, the recommendations provided in this report are designed to help the Four Seasons Hotel Sydney overcome its current operational challenges and reinforce its position as a leader in luxury hospitality. By implementing these targeted solutions, the hotel can build guest loyalty, enhance its brand reputation, and maintain a strong competitive edge in Sydney’s luxury market. Managing changes with a structured approach and detailed action plan will ensure that the proposed initiatives are executed effectively, aligning with the hotel’s long-term vision for excellence. With these strategic enhancements, Four Seasons Hotel Sydney can continue to deliver the exceptional guest experiences that define its brand, positioning it for sustained success in an ever-evolving hospitality landscape.
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Staff Training: Conduct comprehensive training sessions to familiarise staff with new technologies, focusing on integrating these tools into daily operations.


Guest Awareness: Introduce the app and smart features at check-in, offering brief tutorials to guests for a smooth user experience.


Monitoring and Evaluation: Track app usage rates, guest satisfaction scores related to tech features, and internal communication efficiency.


Engagement Surveys: Conduct surveys regularly to measure employee satisfaction and pinpoint areas for improvement.


Open Communication Channels: Foster an environment where employees feel heard and valued by holding regular one-on-one meetings with department heads.


Measuring Success: Track turnover rates, monitor employee satisfaction surveys, and assess feedback during exit interviews.


Sustainability Training for Staff: Educate staff on sustainability practises and encourage participation in waste reduction and energy-saving initiatives.


Guest Communication: Promote sustainability efforts through signage and digital information, making guests aware of the hotel’s eco-friendly practises.


Performance Metrics: Regularly monitor energy consumption, waste production, and guest feedback on sustainability initiatives.


Privacy Assurance: Inform guests about data usage and offer opt-in options to ensure transparency and trust.


Staff Training on Personalisation: Train staff to identify personalisation opportunities and use guest data effectively without infringing on privacy.


Feedback Collection: Gather guest feedback on personalised services to continually refine the offering.


Stakeholder Engagement: Engage with potential partners to build mutually beneficial relationships and set clear objectives.


Brand Alignment: Ensure that partners share the hotel’s standards and reputation for luxury service to maintain brand alignment.


Measuring Impact: Track the success of partnerships through guest participation rates and increased brand visibility.


Awareness: 
Communicate the need for these changes to staff, explaining the benefits for both employees and guests.


Desire: 
Encourage buy-in from staff by discussing how these initiatives will improve workplace efficiency and guest satisfaction.


Knowledge: 
Provide training on the new systems, including guest preference databases, eco-friendly practises, and the mobile app’s functionalities.


Reinforcement: 
Regularly review the progress of each initiative and celebrate small successes to maintain morale and engagement.


Ability: 
Allow time for staff to adapt to new practises, with ongoing support and additional training as necessary.
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Auckland, Auckiand, New Zealand + 2 contributions

le disappointed

Little disappointed as the room wasn't ready as per promised or supposed at the time of
checking in. The staff didn't do as per requested as welll Hopefully there will be improvement in
the future for others. The room and location are ok and very convenient to stay.

Read more v

Review collected in partnership with Four Seasons O

Date of stay: September 2024
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Bad experience

Wrong room type provided and told what we had booked was not available. Said they'd change
the rate but was never done. | payer $80 more than | should have. Our bathroom was very small
and in need of a good clean. Overall felt ripped off and staff didn't come to the party in
providing any assistance for us. Not satisfactory.

Read more v

Date of stay: August 2024
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Didn’t cutit

Didn't like the hotel. | normally stay next door but decided to give this hotel ahi this time around.
The loyalty program is very weak compared to other companies. Not very enticing.

The hotel itself is not great. In need of an upgrade and the staff are in need of some better
training. The housekeeping was terrible. The room wasn't very clean and in the 3 days | was
there, they never dispose of the rubbish in my room.

The restaurant was way too expensive and the quality was poor. | will be going back to the hotel
| always stay at. This didn't quite cut it.

Read more v

Date of stay: July 2024




image17.png
Lewin's Change Management Model

Enter your subhead line here.

Unfreeze Change Refreeze
Ensure The Employee are Execute The Intended Ensure That The Change
Ready for Change Change Becomes Performant





image18.png
ACME

Channels

product-team

#product-team

Kat 1156
https://app.asana.com/0/portfolio/11560773143153/list
2021 Product Launches

ave Jung.

Members: Zoe Wong, Kat Mooney, +24 more

View portfolioin Asana

Dave 345 PM

https://app.asana com/0)/portolio/ 1156077314315/t
Q4 Product Launch
@ Froicti
Members: Zo¢ Wong Kat Mooney, +24 more
Due dae: uly 30,2022
Progress: 85% complete
Owner: Dave Jung
Status:On Trock

View portfolioin Asana | | Create task

Zoa 5200M
https:/app.asana.com/0/portfolio/11560773143153/list
£ Nt Rana | Novenber 18

Sprint 6 updates

u
®

EE -




image19.png
Awareness

Announce change early to
employees in a considered
and deliberate way.

Explain the reasons behind
the change, pain points and
expected ROI. Make it
relevant to them.

Give everyone a chance to
feedback, ask questions and
suggestideas.

Desire

Gauge the reaction and
appetite to change - and do
something with the data.

Choose champions and
advocates who will help you
it

Address concerns and
resistance and show willing
tolisten and make change
because.

Knowledge

Provide adequate, relevant
and engaging training.

Fillskill gaps and areas of
concern. Make it relevant,
useful and aligned to
workload.

Provide resources,
information and tools to help
put the change into action.

Ability

Run practice sessions and
runthroughs to test with
teams and iron out issues.

Set achievable and realistic
goals and stagger them
through the change.

Adjust process and systems
accordinglyto fit with the
change.

Reinforcement

Monitor change at a macro,
team and micro level with
effective feedback loops.

Reward engagement in the
process
recognition.

incentives and

Keep channels of
communication open and
share successes and
challenges openly.
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Chica D wrote a review Oct 8
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Nightmare hotel

I got there nightmare begins straight away when | walk in. Toilet paper missing toilet and
bathroom was dirty full of hairs. They clean it after my husband complained about it. Next day
we requested service so we went out we come back and our room stink of dirty unwashed body .
Was horrendous. We have to spray our room with perfume rubbish was left on bins. When we
come back still smells we put our DND sign regardless a supervisor got in anyway. And the smell
of her was just a bad is Room attendant. Monday public holiday we want to sleep in. We had
DND still knocking and the Room attendant got in

To be honest we will never go back again this was the worst experience we had

Read more v

Date of stay: October 2024
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