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[bookmark: _Toc201312561]Executive Summary
Ruth Consultancy ordered this research to deliver strategic insights with practical solutions for the DoubleTree by Hilton Bristol City Centre. The hotel faces crucial operational and service issues that harm both guest satisfaction and its market position, as well as financial outcomes, due to its Hilton brand recognition and city-Centre location. Ruth Consultancy conducted a comprehensive assessment to identify the underlying causes of these issues, followed by the development of a detailed plan to achieve sustainable growth.

The evaluation of guest feedback, combined with internal assessment data and market benchmarking, revealed multiple significant issues. Inconsistency in room quality, along with poor complaint response, inadequate parking facilities, and weak staff engagement, results in variable service quality. Guest evaluations highlight issues with mould presence, outdated furniture, and plumbing malfunctions, which negatively impact guest comfort and harm the hotel's brand image. The existing complaint-handling system operates as a reactive system, leading to guest frustration because it does not resolve problems efficiently. As a result, guests lose trust and create adverse online feedback. The limited parking facilities at the hotel, combined with unclear parking fee communications, create an unfavorable first impression for visitors before their stay, despite the rest of their experience. The hotel faces additional operational difficulties due to staff training problems, along with low morale and a lack of recognition, resulting in high employee turnover that reduces overall service quality.

The hotel's performance was analysed using the STEEPLED, SWOT, and TOWS frameworks by Ruth Consultancy to identify all influential factors. The STEEPLED analysis revealed three major external trends: changing guest requirements for hygiene and personalised service, rapid advancements in hospitality technology, and economic instability affecting spending capacity. The analysis demonstrated the increasing importance of environmental sustainability and regulatory adherence for accessibility, GDPR compliance, and employee welfare standards. The hotel maintains its major brand strength through Hilton, along with its city centre location, which continuously draws various guests to remain competitive. The SWOT analysis revealed that the hotel faces two primary weaknesses: inconsistent room quality and inadequate complaint management. The subsequent TOWS matrix utilised these findings to create strategic recommendations, which included leveraging Hilton's brand power and ideal location to develop sustainable tourism practices and establishing the hotel as a top green travel destination. The identified weaknesses received targeted solutions, which involved resolving parking issues through partnerships with nearby facilities and enhancing digital communication to reduce external threats from competing accommodations and economic market fluctuations.

Multiple thorough evaluations led to the development of comprehensive recommendations that will enhance operational efficiency, guest satisfaction, and long-term profitability. A major Infrastructure and Room Refurbishment program is recommended to renovate all 200 guest rooms, with a special focus on addressing worn-out furniture, outdated plumbing systems, and mould growth. The comprehensive renovation project requires £1.1 million in funding to finish all rooms by March 2026 and serves as a critical need to meet Hilton's standards and boost guest comfort. The hotel needs to enhance its complaint-handling system by implementing an advanced Hilton OnQ system, which enables the instant collection of complaints and provides automated tracking and escalation features. The estimated £110,000 digital upgrade, combined with extensive staff training on service recovery and conflict resolution, will create a system for resolving issues quickly, thereby restoring guest trust while reducing negative feedback.

A strategic Parking Improvement Strategy recommends forming alliances with nearby parking facilities to provide discounted parking options for hotel guests. Pre-arrival guest communication requires a complete transformation to present transparent information about parking choices and fees. The estimated cost of this initiative is £30,000, with an implementation timeline set for November 2025, aiming to enhance the initial visitor experience significantly. The recommended investment of £80,000 will enhance Communication with Guests and Digital Participation by updating the website and mobile application according to current guest expectations. Real-time information delivery and guest request management capabilities, powered by AI chatbots, will enhance guest control and optimise front desk operations through these updates.


Staff Development and Operational Excellence need to be fostered because they create conditions for sustained improvement. Training programs with a focus on structured hospitality skills development, complaint handling, and empathy training should be established. A £40,000 investment in employee recognition schemes is recommended to enhance staff morale, decrease turnover rates, and maintain high-quality service standards at every customer contact point. The implementation of sustainability alongside compliance requires capital expenditure on energy-efficient LED lighting systems, water-conserving fixtures, and efficient HVAC equipment. The estimated £150,000 worth of upgrades will reduce operational costs and make the hotel more environmentally friendly, meeting the rising requirements of the sustainable tourism market and environmental standards.

The implementation of these recommendations will follow Kotter's 8-Step Change Model to achieve strategic guidance for a structured and participatory approach, thereby maintaining staff engagement and achieving sustained results in the long term. The total estimated investment for all initiatives amounts to £1.749 million. Ruth Consultancy will directly monitor the entire process to ensure smooth execution and strict adherence to timelines, as well as continuous monitoring of key performance metrics, including training completion rates, employee satisfaction and retention, and service recovery rates. The carefully constructed and integrated strategy aims to enhance operational efficiency at DoubleTree by Hilton Bristol City Centre while improving satisfaction levels for both guests and staff members, thereby building market leadership in Bristol's dynamic hospitality sector.

















[bookmark: _Toc201312562]Introduction
DoubleTree by Hilton Bristol City Centre is in the heart of Bristol, United Kingdom, a 4-star Hotel offering a strategic location for both business and leisure travellers. The hotel is located on Redcliffe Way and is just a short distance from key transportation hubs, as well as popular business and cultural attractions, making it a convenient location for guests. Having been opened in the 1970s and later acquired by Hilton Worldwide, the hotel now features over 200 rooms, a restaurant, a bar, a gym, and event facilities, catering to both business travellers and tourists (Hilton, 2025; Veronika's Adventure,2025; VisitWest, 2025a)Although the hotel performs well thanks to its famous brand and fantastic location, it struggles to maintain the standards set by all Hilton hotels. Maintaining the rooms, addressing unresolved guest complaints, and providing suitable parking are the primary issues that threaten the hotel's market position, as they both reduce guest satisfaction and the hotel’s overall results. (Mateer, 2025).
The consultancy firm Ruth Consultancy was chosen because it is well-experienced, possesses extensive knowledge of the hospitality industry, and helps identify ways to enhance operations, service, and employee engagement. Since its founding in 2015, Ruth Consultancy has collaborated with various hotels and small lodges across Europe and the UK, creating bespoke services tailored to each client's specific needs. The company is recognised for its evidence-based strategy and its focus on sustainable business growth. Ruth Consultancy's experts are well-versed in the intricacies of the hospitality sector and the challenges hotels face, enabling them to provide tailored and practical solutions.
The hotel has been struggling with issues that are significantly affecting the guests' experience, how guests perceive the brand, and its long-term profitability. Some of the most significant challenges include rooms that have deteriorated due to mould and unusable furniture, as well as issues with the plumbing (Tripadvisor, 2024; Planet of Hotels, 2024). The complaints mentioned in reviews could damage the hotel's reputation, as they contradict the Hilton brand's commitment to top quality (Fadilah et al., 2023). Additionally, complaints at the hotel are not handled promptly, which causes problems for customers and results in numerous negative reviews from guests. Another issue is that the hotel's parking is not available in sufficient numbers, which gives guests a poor first impression. Such problems lead to less satisfied guests and hinder the hotel from attracting more business and expanding (Tripadvisor, 2019; Planet of Hotels, 2024). 
To address these challenges, Ruth Consultancy will apply various frameworks to assess the situation and determine the most suitable response. With STEEPLE analysis, the external factors in social, technological, economic, environmental, political, legal, and ethical areas are evaluated. It will explain how the industries and external events help shape the hotel’s operations (Master Class, 2022). The next step will be to note the strengths, weaknesses, opportunities, and threats of the hotel using a SWOT analysis (Gurl, 2017).  This way, you will be able to assess the hotel’s overall condition and identify areas that still require improvement. Ultimately, the company’s strategy will be guided by the findings in the TOWS matrix, leveraging the results from the SWOT analysis.  Additionally, Kotter’s 8-Step Change Model is utilised to facilitate the implementation of the report. This model is highly suitable for the organisational transformation stage of change; it offers a phased approach to such a systemic process, which is crucial for securing support from staff and maintaining gains in a hospitality setting where people tend to dig their heels in. (Kotter, 2012) As for Ruth Consultancy, the primary task is to examine the strengths and characteristics of the hotel, respond to the areas where it could do better and where it could be improved. Thus, not only does the hotel operate more efficiently once solutions are put forward, but it also mitigates potential risks. Guest, please. With all these frameworks combined, Ruth Consultancy takes a critical look at the issues. This robust data analysis model will help develop a financially sound and practical plan, building a successful brand. In the United Kingdom hotel industry, the DoubleTree by Hilton Bristol City Centre will upgrade its operational efficiency, achieve strong results, boost staff and customer satisfaction, and remain competitive.
[bookmark: _Toc201312563]Analysis
This section provides a detailed analysis of the operational challenges identified at the DoubleTree by Hilton Bristol City Centre, exploring their root causes, scope, and impact on the hotel’s reputation and financial performance. This comprehensive assessment is supported by relevant strategic frameworks, including STEEPLED, SWOT, and TOWS, which provide a structured approach to understanding the internal and external factors influencing the hotel’s current situation and future strategic direction.
[bookmark: _Toc201312564]Overview of Identified Issues
Several operational and service issues at DoubleTree by Hilton Bristol City Centre are affecting how guests perceive the hotel and its staff. These problems were identified by reviewing feedback from guests, assessments conducted by our company, and comparing our performance to that of leading competitors. The main issues to deal with include:
1. Inconsistent Room Maintenance and Quality: Many travellers have mentioned that the quality and appearance of the rooms are frequently unsatisfactory. Typical examples include mould, old furniture, and plumbing problems, all of which significantly impact on the overall guest experience during their stay (Tripadvisor, 2024b; Planet of Hotels, 2024). A lack of these services impacts both the guests and the hotel's image, often resulting in negative customer reviews on TripAdvisor and Booking.com (Au-Yong et al., 2024).  If the quality of the rooms is poor, it results in complaints and may lead to fewer guests returning to the hotel, causing occupancy rates to decline (GoAudits, 2025; PwC, 2018). 
2. Ineffective Complaint Handling: The hotel's complaint management system is outdated and ineffective. Visitors are dissatisfied because it takes too long to receive help, and the issues are not adequately resolved for a Hilton-branded hotel (Tripadvisor, 2019). Specifically, addressing issues takes a considerable amount of time, and there is relatively little follow-up. Accepting any form of guest feedback properly is crucial, as it helps guests feel satisfied and reduces any further damage to the hotel's image (Fadilah et al., 2023). Difficult situations are often met with negative reviews and can result in increased guest departures, which in turn affect the number of customers who return (Charityjidda, 2024).
3. Inadequate Parking Facilities: As a city centre hotel, the DoubleTree by Hilton Bristol City Centre frequently encounters parking issues daily. Guests often struggle due to the limited parking spaces and lack of information about the parking fees (Booking.com, 2025; TripAdvisor, 2024c). Many guests are upset about the parking options, unaware of the parking fee, and this issue usually gives them a bad reaction when they first arrive. Parking shortages create additional logistical problems for both guests and hotel employees, making it more difficult for them to enjoy the hotel (Zarri, 2025; Maršanić and Mrnjavac, 2015).
4. Weak Staff Engagement and Service Delivery: Although many guests have appreciated the individual staff members' efforts, they have noticed that the hotel's service is often inconsistent. Poorly trained staff, a lack of appreciation, and low morale have reduced employees' motivation, which in turn affects service levels (Fadilah et al., 2023; Tripadvisor, 2024a). The fact that staff members are not satisfied leads to more people leaving, which complicates the delivery of services (EHL Insights, 2024). Good engagement among staff is necessary to maintain constant and outstanding service, and if these matters are not tackled, guests may remain unhappy with the hotel (Singh and Natal, 2025).

[bookmark: _Toc201312565]Impact and Scope
	Issue
	Scope and Impact 

	Inconsistent Maintenance and Room Quality
	Prevalent issues, such as worn furniture, mould, and plumbing, significantly diminish guest comfort, perceived hygiene, and safety (Tripadvisor 2024b; Planet of Hotels 2024). This directly contributes to negative online reviews harming the hotel's reputation and increasing the chance of losing repeat customers (Fallz Hotels, 2025). Operationally, it leads to repeated maintenance tasks and staff diversion from other service improvements. 

	Ineffective complaint handling 
	The hotel's slow and reactive complaint system frustrates guests whose issues are not promptly or adequately resolved (Tripadvisor, 2019). This inefficiency erodes guest trust and loyalty, directly contributing to negative online feedback (Charitydda, 2024; (Fadilah et al., 2023).  which severely damages the hotel's image and deters new bookings (Anagnostopoulou et al., 2020).

	Inadequate Parking Facilities




	Limited on-site parking, high fees up to £18 per day, and poor communication about options create a negative first impression for guests, causing significant frustration upon arrival (Tripadvisor, 2024c) (Booking.com, 2024). This inconvenience can overshadow the entire stay, reduce overall satisfaction and create additional logistical burdens for hotel staff. (Zarri, 2025). 

	Weak staff engagement and inconsistent service 
	Inconsistent service delivery due to poorly trained staff, low morale, and a lack of appreciation (Fadilah et al., 2023). This reduces employee motivation, increases staff turnover (EHL Insights, 2024), complicates service delivery, and leads to ongoing guest dissatisfaction, undermining consistent and outstanding service (Singh and Natal, 2025).



Table 1:  Impact and scope
[bookmark: _Toc201312566]Positive Hotel Performance 
Despite operational difficulties, the DoubleTree by Hilton Bristol City Centre demonstrates several areas of positive performance that highlight its inherent strengths and potential. The following positive aspects confirm that the DoubleTree by Hilton Bristol City Centre possesses valuable. (Baloglu and Sainaghi, 2010).
Trust Recovery and Strong Brand Affiliation: DoubleTree by Hilton Bristol City Centre showcases its inherent strengths as a well-established and reputable brand in the hospitality industry, leveraging Hilton's brand equity through the loyalty offered through Hilton Honours. It has been observed that travellers these days return to travel but prefer using known brands for assistance during their travels. (Hantuli, 2016; Hilton, 2025b). 
Prime City-Centre Location: The hotel is conveniently located for both business and leisure travellers, situated near Bristol Temple Meads train station and the business quarter. Offer access to attractions, shopping, and offices that consistently attract a diverse range of travellers, driving steady occupancy (Hilton, 2025a).
Unique Dining Experience (The Kiln Restaurant): The Kiln Restaurant, situated within a distinctive 17th-century glass kiln, consistently receives praise for its unique ambience and high-quality food and service, providing a memorable dining experience that acts as a significant positive differentiator for the hotel (Hilton, 2025a).
Signature warm cookie: upon arrival guests are greeted with the brand signature warm chocolate chip cookie a hallmark of Double tree hospitality (The Grumpy Businessman, 2020; Hilton, 2025a).

Sustainability Commitment: In line with Hilton’s Travel with Purpose initiative, the hotel utilises green practices, including water- and energy-efficient lighting. The growing consumer demand for eco-friendly hotels further enhances its attractiveness (Hilton Worldwide, 2024; Bogensoerger, 2023).
[bookmark: _Toc201312567]SWOT Analysis 
Conducting a SWOT analysis is critical to the experiential knowledge of the internal and external settings of DoubleTree by Hilton Bristol City Centre. It identifies the hotel's areas of strengths, weaknesses, opportunities, and threats (Gurl, 2017). which has allowed Ruth Consultancy to operate strategically in solving real problems and leveraging market opportunities to its advantage.
 
	Strengths
	Weaknesses

	Brand Reputation: Strong brand affiliation with Hilton, a globally recognised brand attracting both loyal customers and new guests, providing a strong foundation for continued success (Derowitsch, 2025; Hilton (2024c).
	Inconsistent room quality and maintenance standards: (Tripadvisor, 2024b) as customer review on these issues This directly contributes to negative online reviews harming the hotel's reputation and increasing the chance of losing repeat customers (Fallz Hotels, 2025).

	
Great Location:  Ideally situated in the city Centre it is easily accessible for business and leisure travelers, provide a significant competitive advantage among hotels nearby (Hilton, 2025a; Veronika's Adventure,2025).
	
A poor complaint-handling: Inadequate response to various concern especially with Limited parking space and inadequate communication regarding availability and customer relations services system leads to customer dissatisfaction (Tripadvisor, 2024c).

	
	



	Opportunities
	Threats

	Green Traveler: rising demand for Sustainable Tourism creates opportunity for hotels to eco-friendly practices, This approach not only for attract environmentally conscious guests but also boosts brand appeal, fosters customer loyalty and competitive strength (Lee, 2024; Andrew, 2024; Hilton (2024a). 
	There is growing competition within Bristol's hospitality sector due to the proliferation of alternative accommodation, such as Airbnb and other short-term rental platforms, which offer flexible pricing and distinct lodging options, posing a challenge to conventional hotels. (Kershaw, 2019; Clifton, 2024).  

	
AI and Robotics: Integration AI-powered technologies and robotics offers hotels a chance to automate guest services and operational tasks, leading to enhanced efficiency and personalization experiences (Kalsi, 2023; Albert and Petrova, 2024). 
	
Inflation and Economic Uncertainty: Economic uncertainty and inflation pressure are likely to reduce income, subsequently impacting both leisure and business travel, which negatively affects hotel revenue and profitability. (Nalley, 2025: Huckleberry, 2025). 	

	
	

	
	

	
	

	
	

	
	



[bookmark: _Toc201312568]TOWS Matrix

A TOWS analysis is a strategic tool that helps organizations generate strategic options by analysing their Strengths, Weaknesses, Opportunities, and Threats — just like a SWOT analysis — but with a twist. TOWS specifically focuses on matching internal and external factors to generate strategies. Ruth Consultancy will utilize this model to help Double Tree by Hilton Bristol develop strategies for effectively addressing operational challenges 


	SO (Strength-Opportunity)
	WO (Weakness-Opportunity)

	SO, Strategies (Use strengths to maximise opportunities)
	WO Strategies (Overcome weaknesses by using opportunities)

	By capitalising on Hilton's strong brand and the hotel's prime location, the establishment can introduce sustainable tourism initiatives, including eco-friendly accommodations, thereby establishing itself as a leader in environmentally responsible travel.

	Address room quality and maintenance issues by investing in refurbishments using ESG or Hilton’s sustainability programs.

	ST (Strength-Threat)
	WT (Weakness-Threat)

	ST Strategies (Use strengths to minimise threats)
	WT Strategies (Minimise weaknesses and avoid threats)

	Use Hilton’s loyalty program and brand recognition to foster guest loyalty and compete with Airbnb by offering superior service, unique experiences, and exclusive benefits for repeat customers 
	Resolve the parking issue by consider offering loyalty discounts or bundles, such as complimentary parking with breakfast or partnering with nearby parking facilities to enhance the guest experience. 






[bookmark: _Toc201312569]STEEPLED Analysis 
The STEEPLED analysis provides insights into the macro-environmental elements which affect DoubleTree by Hilton Bristol City Centre operations and the hospitality industry. The framework examines Social, Technological, Economic, Environmental, Political, Legal, Ethical, and Demographic factors as described by Szigeti et al. (2011) and Amelia (2025). The following information is presented in the table below. 
Table 2: STEEPLED Analysis 
The hospitality industry needs to address the rising demand for customised experiences, as Gen Z travelers lead this social trend. The growing consumer awareness of technology has resulted in requests for customised services, which require service providers to understand each customer's personal preferences (Stewart, 2024).  Refer to STEEPLED analysis is in Appendix1
[bookmark: _Toc201312570]Recommendations and Change Management
The given section details a holistic plan to tackle the major business problems at DoubleTree by Hilton Bristol City Centre. It aims to enhance guest satisfaction, operational guest satisfaction, brand reputation, efficiency, and guest satisfaction. In addition, the section explains the focused change management plan using Kotter’s 8-Step Model which provides the outline of cost preliminary estimates and proposes change outline bas budgets and upcoming performance evaluation strategies for strategic control and enhancement.
[bookmark: _Toc201312571]Most Important Recommendations
To improve the operational processes of the hotel and enhance customer satisfaction, the following strategies have been provided. They have all been adapted for the reasons the hotel is struggling with and are based on industry hospitality practices.
A) Infrastructure and Room Refurbishment
· Guest dissatisfaction stems from an acute lack of comfort relating to the overall safety and perception of the hotel brand due to the poor state of the rooms, which goes hand in hand with the brand image perception. A hotel’s Physical environment especially the condition and comfort of its rooms directly influences guest satisfaction and their overall perception of quality and safety. Poor maintenance and outdated facilities can significantly detract from the guest experience, leading to negative reviews and damaging the hotel's brand image and reputation.  Hence a holistic refurbishment approach is needed (Au-Yong et al., 2024).
· Comprehensive Refurbishment of Guest Rooms: Conduct detailed investigatory assessments for all 200 plus guest rooms to gauge the severity of the most pressing concerns that include furniture wear and tear, plumbing issues, mould growth, and peeling paint. Focusing on data driven assessment of room condition is critical for effective renovation planning (El-Sayed and Abed, 2023). Guest satisfaction will improve faster by concentrating on rooms that receive negative feedback first, so attending to the topmost used rooms will improve satisfaction levels faster (P.J., et al., 2021)
· Pre-emptive Set of Actions to Replace and Repair Renaissance Armchair: Available furniture to Hilton’s brand has to be aligned, so removing and replacing renaissance armchairs and any damaged components to Hilton Jump styles moderate stilettos will ensure brand compliance. Also plumbing system needs attending works that include the recommended fixtures for replacing obsolescent plumbing water efficient sustainable working elements (Mateer, 2025). 
· Mould remediation as a design feature disregarded: In addition to damage to the interiors, mould caused growth poses a myriad of hazards to health. Mould growth in indoor environment is a known health risk causing respiratory issues and allergies making professional remediation critical (World Health Organization, 2009). Apply appropriate professional remediation practices and install or modify existing ventilation to control moisture and focus on removing defining measures instead of leaving them to enforce capstones.
B) Enhancing the Complaint Handling System
Although some complaint from guests is unavoidable, it is important to tend to them in a manner that preserves trust and brand loyalty on one hand, and to resolve them as quickly as possible on the other (Charityjidda, 2024).
· Digital Complaint Management System: Integration of a modern automated platform (for instance, enhancements of Hilton’s OnQ system) that facilitates the real-time capture, tracking and escalation of guest complaints. Also, the system must provide multiple options (mobile app, front desk or in-room tablets) for both staff and guests to raise concerns. (Giannoukou, 2024; Kalsi, 2023; Hilton, 2022). 
· Staff Training in Service Recovery: It is necessary to create complete training modules that deal with compassion and good interpersonal communication, conflict resolution, prompt service retrieval, and other aspects relevant to customer recovery services. Such staff can be trained using role-playing to implement best practices so that they are able to resolve all complaints immediately to improve employee retention and service stability (Vargas-Calderon et al., 2021). 
C) Parking Improvement Strategy
In a city-center location with limited alternatives, insufficient parking will be inconvenient and is guaranteed to create an unpleasant first impression.
· Strategic Partnerships: Work out partnerships with other local parking facilities to provide discounted or subsidized rates for exclusive use by hotel guests. This can include reserved spaces or validated tickets (Litman, 2016). 
· Communication Overhaul: Revise all pre-arrival guest communications to provide comprehensive procedure parking information. This should include locations, pricing, booking, accessibility, and relevant transport suggestions (Litman, 2016). 
D) Communication with Guests and Digital Participation
Travelers today have furthered reliance on technology for easy access to information on the go.
· Website and Mobile Application initiatives: Update the system to show real-time room availability, maintenance schedules, services, and guest request features. Having this level of transparency helps to mitigate expectation mismanagement and friction (Iranmanesh, et al., 2022). 
· [bookmark: _Hlk201006969]Chatbot Integration: Integrate AI-powered Chatbots capable of responding to standard queries, assisting guests with standard procedures, and forwarding sophisticated problems to the personnel. This increases speed and reduces the amount of work required of the front desk staff (Giannoukou, 2024; Kalsi, 2023). 


E) Staff Development and Operational Excellence 
As is evident from the experience of guests, employees are of utmost importance. Thus, fundamental to any business is investing in employee skills motivating them.
· Structured Training Programs: Conduct workshops and e-learning sessions on hospitality training, handling complaints, and sympathy towards guests, overcoming guest complaints. At every level, staff receive training appropriate to their role and position (Nestoroska and Petrovska, 2014). 
·  Employee Recognition: Establish reward schemes for employees that receive positive comments from guests or offer exemplary service. Rewards could be in the form of acknowledgment and increased symptoms of retention and morale. Recognition can further be monetary or awarded through prior mentioned certificates (Chantal, Manyange and Asuman, 2022). 
[bookmark: _Toc201312572] Change Management - Kotter's 8-Step Model
These recommendations can be effectively carried out only with a methodical, open, and participatory style of managing change. Kotter's model serves as a reliable approach to guiding this change (Laig and Abocejo, 2021; Kotter, 2012). 
Step 1: Create Urgency
Build awareness at all levels within the organization by sharing the alarming statistics regarding lost earnings from low satisfaction ratings, negative guest reviews, and low revenue potential. Actual guest feedback coupled with competitor analysis should be used to demonstrate the risks of inaction. Stress how proactive changes would meet Double tree by Hilton corporate milestones pertaining to brand equity and social responsibility, providing the urgency to act (Chakraborty and Bhat, 2018; Hilton, 2024; Kotter, 2012). 
Step 2: Form a Powerful Guiding Coalition
Customize your guiding coalition by incorporating leaders from diverse areas including operations, engineering, front desk, HR, and marketing. Include honored rank-and-file employees as change advocates to champion grassroots participation and gain staff support. Set up clear roles for this coalition to make these representatives accountable for driving decisions, mobilizing resources, collaboration beyond departmental silos, and integration across functions (Laig and Abocejo, 2021; Kotter, 2012). 
Step 3: Create a Vision for Change
Devise an inspirational vision statement: “From Q4 2025 onwards, sustain excellent accessibility for guest experience.” This builds linkage from operational activity within the hotel to guest value satisfaction as well as the corporation’s promise. Everyone should be able to perceive the vision—and every operational recommendation should contribute towards the target set by the vision (Kotter, 2012). 
Step 4: Communicate the Vision
Communication may be done through meetings, newsletters, social platforms, visual dashboards, and other means. It is important to encourage feedback and address concerns. Ensure that behavior of leadership aligns with the vision and that messaging and desired culture change is consistently modelled and reinforced (Lewis, 2019; Kotter, 2012). 
Step 5: Remove Obstacles
Outdated systems, staff opposition, and limited resources can all constitute barriers. Allow frontline staff to manage guest complaints without seeking prior approval to enhance responsiveness within preset boundaries. Train employees on new tools and adjust workloads to prevent burnout during periods of refurbishment. These changes should be supported by leadership with the resources (Baron and Armstrong, 2007; Laig and Abocejo, 2021). 
Step 6: Generate Short-Term Wins
Recognize early milestones such as completion of refurbishments to priority rooms, or the launch of a pilot for the digital complaint system. Publicly acknowledge and celebrate those who contributed to the wins. Ensure that the company strife-bye and backs up the narrative that change brings positive benefits (Cameron and Green, 2019; Kotter, 2012). 
Step 7: Build on the Change
Evaluate initial guest and staff feedback and enhance successful activities while expanding processes based on that feedback. For instance, broaden the scope of new digital communication methods to include pre-ordering food and beverages. Add a holistic approach to continuous improvement metrics to department evaluationsa to reinforce a system of perpetual improvement (Koval et al.,2018; Kotter, 2012).
Step 8: Anchor the Changes in Corporate Culture
Alter all training, onboarding, and performance evaluation documents to reflect new expectations in practices and actions. Acknowledge long-term milestones with official accolades or recognition via Double tree by Hilton corporate programs. Share the stories internally and externally to continue sustaining motivation and credibility for the brand (Armstrong and Taylor, 2023). 
[bookmark: _Toc201312573]Cost Estimates
The following table outlines the estimated costs for implementing the key recommendations provided. Costs include material, labour, system implementation, and training where applicable. Where necessary, industry averages or vendor quotes have been considered for the computation.
                                   
	Recommendation Area
	Estimated Cost (GBP)
	Details

	1. Infrastructure & Room Refurbishment
	£1,100,000
	For Refurbishment of ~200 rooms at £5,500 each (including furniture, plumbing, painting, and mould removal).

	· Preventive Maintenance System
	£35,000
	For CMMS software purchase, setup, and training.

	2. Complaint Handling System Upgrade	
	£85,000
	Includes digital platform integration with Hilton’s OnQ, training, and SLA implementation.

	· Staff Training on Service Recovery	
	£25,000
	For Modules, workshops, and roleplay sessions for 100 staff members.

	3. Parking Strategy Improvements	
	£30,000
	Signage upgrades, communication material redesign, partnership subsidies.

	4. Digital Communication Enhancements
	£60,000
	For Chatbot development and integration, website and app updates.

	· Digital Concierge System		
	£20,000
	For Email automation tools and pre-arrival communication setup.

	5. Staff Development & Recognition	
	£40,000
	For Quarterly training, feedback systems, and recognition program rollout.

	6. Sustainability Upgrades
	£150,000
	LED lighting, low-flow fixtures, HVAC efficiency upgrades for 200 rooms and common areas.

	· Green Initiative Marketing & Reporting
	£10,000
	Printed/digital communication materials, sustainability dashboard.

	7. Change Management Implementation (Kotter)
	£35,000
	Workshops, leadership development, vision campaigns, and coalition management

	Contingency Budget (10%)	
	£159,000
	To cover unforeseen expenses and price fluctuation.

	Total Estimated Cost	
	£1,749,000


	Table 3: Cost Estimate 
[bookmark: _Toc201312574] Performance Evaluation
In relation to the previous section, there is a need to formulate a performance measurement technique that will assist DoubleTree by Hilton Bristol City Centre in evaluating the efficiency and effectiveness of the newly proposed initiatives. Such a system will allow optimum participation at every organizational level, which will ultimately help improve the quality of control and enhance decision making (BANGCHOKDEE and MIA, 2016). 
A. Customer Satisfaction Metrics
Guest Satisfaction Score (GSS): Follow up on surveys conducted after stays especially monitoring feedback related to room condition, complaints reception, and parking.
Net Promoter Score (NPS): Measure the overall tendency of hotel guests to recommend the hotel to other potential customers, signifying their loyalty and satisfaction.
Online Reviews: Study comments and rating patterns on TripAdvisor, Google, Booking.com, the Hotel website and annual report of the hotel bear in mind clues to problems being highlighted repeatedly (Fadilah et al., 2023; Mateer, 2025) 
B. Operational Efficiency Metrics
Complaint Resolution Time: Track the average time to respond and resolve issues per SLAs (example. ≤24 hours).
Maintenance Response Rates: Evaluate the time to address maintenance requests and completed requests, targeting ≥95% completion within 24 hours.
Digital Engagement: Monitor engagement and interactions with chatbots and other tools, including pre-arrival messaging and mobile applications, through which guests can place requests (Zigan and Zeglat, 2010). 
C. Financial Performance Indicators
Return on Investment (ROI): Evaluate the financial impact of the refurbishment and service enhancements within 12 – 24 months.
Occupancy Rate: Track the volume of business received from new bookings and repeat bookings before and after implementation.
Revenue per Available Room (RevPAR): Assess how increases in revenue for the property because of planned improvements, with a target of 10% growth per year. (Anagnostopoulou et al., 2020).
D. Staff Performance and Engagement
Training Completion: Record attendance of employees to service recovery, sustainability, and customer service training sessions is highly important in the due course.
Employee Satisfaction and Retention: Capture employee engagement and satisfaction levels using some surveys and annual departure rates.
Service Recovery Rate: Calculate the number of successfully completed on-site resolutions for complaints, which if not resolved, would escalate to negative feedback (Chantal, Manyange and Asuman, 2022; EHL Insights, 2024).  
E. Sustainability and Compliance
Energy and Water Use: Carry out audits every three months to assess the savings achieved through the installation of energy-efficient systems.
Waste Reduction: Monitor changes in recycling rates and landfill waste for measurable participation savings.
Health and Safety Compliance: Check for proper safety and cleanliness of the rooms relative to accessibility alongside UK law and Hilton legal criteria (Fredericks, 2023; Hilton, 2024b). 
[bookmark: _Toc200398498][bookmark: _Toc201312575]Action Plan 
In support of the successful execution of the strategic recommendations provided pertaining to DoubleTree by Hilton Bristol City Centre, the action plan systematically identifies the issues, suggests appropriate solutions, forecasts probable outcomes, and outlines timelines and budgets. It will also assist in fulfilling an organized approach to assist with accomplishing high operational efficiency and guest satisfaction.



	No.
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget

	1
	Inadequate cleaning, worn furniture, mold buildup, and plumbing leaks.
	Refurbish 200+ rooms with a focus on those that received the highest number of guest complaints first by adding new furniture, repainting, and upgrading numerous systems.
	Improved guest comfort and satisfaction, enhanced brand perception
	6–9 months
	March 2026
	£1,100,000

	2
	Slow and ineffective complaint handling
	Develop a complaint management system within Hilton’s OnQ for digital complaints; train employees on recovery services.
	Faster resolution, better guest experience, increased loyalty
	2–3 months
	December 2025
	£110,000

	3
	Inadequate parking and poor communication of parking options
	Collaborate with local parking facilities; enhance guest communications on parking policies and improve sign visibility.
	Smoother arrival experience, reduced frustration, better first impressions
	1–2 months
	November 2025
	£30,000

	4
	Limited digital engagement before and during stays
	Update website and app with real-time information; add chatbot and digital concierge
	Greater guest autonomy, smoother digital interaction, less front-desk pressure
	3–4 months
	January 2026
	£80,000

	5
	Inconsistent service quality and low employee motivation
	Launch training modules and a reward scheme for excellent service
	More competent staff, improved morale, and reduced turnover
	3–6 months
	April 2026
	£40,000

	6
	High energy use and lack of green upgrades
	Install LED lighting, water-saving fixtures, and efficient HVAC systems
	Reduced utility costs, stronger sustainability reputation
	4–6 months
	February 2026
	£150,000

	7
	Risk of poor adoption of new initiatives
	Apply Kotter’s 8-Step Model to guide the organizational change process
	Effective implementation, engaged workforce, sustained results
	Ongoing over 12 months
	May 2026
	£35,000

	8
	Risk of unexpected costs or delays
	Allocate a 10% contingency fund across initiatives
	Financial flexibility and project continuity
	Throughout project
	May 2026
	£159,000

	Total Estimated Budget: 
	£1,749,000



 Table 4: Action Plan


[bookmark: _Toc201312576]Conclusion
In conclusion, the detailed operational assessment of DoubleTree by Hilton Bristol City Centre presents both an improvement strategy and a thorough evaluation of its operational framework. The detailed analysis combined guest feedback with Hilton brand standards to detect multiple major operational problems throughout the hotel. The hotel struggles with substandard room conditions that require maintenance work while also facing digital communication issues, poor complaint management, and limited guest parking spaces, as well as inconsistent service quality. These operational areas simultaneously create opportunities to enhance guest satisfaction while improving operational performance which leads to long-term profitability.
The analysis revealed that outdated communication systems, insufficient junior staff training, and outdated infrastructure systems formed the main reasons behind these performance shortfalls. The hotel demonstrates three major strengths, according to the report, which include its Bristol city centre location, its Hilton brand affiliation and its committed workforce. The positive attributes demonstrate investment areas which will generate substantial value to enhance the hotel's competitive advantage. The recommended solutions combine practicality with focus through essential room renovation and website enhancement, as well as parking partnerships and employee appreciation initiatives.
The detailed change management plan implements Kotter's 8-Step Model to transform all proposed changes into lasting integrated solutions which align with the hotel's vision of excellence. The detailed budgeting process, coupled with performance targets, serves as a comprehensive plan for expense forecasting and thorough monitoring of project progress. The solution system combines multiple approaches to establish a proactive adaptation culture that delivers a customised responsive service experience. The leadership team receives execution support through an evaluation and prioritisation framework, which helps them track their progress against established milestones. Each solution includes its specific problem statement alongside expected outcomes and timeframes along with budget information that helps guide the achievement process.
The successful completion of these goals will deliver enhanced guest satisfaction alongside better staff morale, higher online review ratings and improved revenue for the company. The hotel management must maintain dedicated support for these essential initiatives to achieve positive change.
Ruth Consultancy extends its deepest gratitude to DoubleTree by Hilton Bristol City Centre for their collaboration. The organisation demonstrated remarkable hospitality and complete openness during our collaboration, which we sincerely appreciate. Working with this dedicated team was an honour because their commitment to excellence in service was so clear. The leadership team will transform hotel operations through the conclusions along with the proposed detailed recommendations. The hotel stands ready for substantial change within Hilton's global network, as it focuses on both ongoing improvement and long-term development. The hospitality market in the United Kingdom and worldwide will benefit from our monitoring of your hotel's advancement. Ruth Consultancy remains dedicated to your success through consultancy services and monitoring and support initiatives, which we will provide whenever necessary. We anticipate watching the hotel succeed in its growth path while navigating the competitive hospitality landscape of the United Kingdom and worldwide.
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Appendix 1: Table 2: STEEPLED Analysis  
	Factor
	Current Trends/Context 
	Implications for DoubleTree by Hilton Bristol City Centre

	Sociocultural
	Visitors require a clean, accessible, and well-being-focused stay. Travellers during and after COVID-19 place importance on having tailored experiences that also consider local culture, with a heightened focus on hygiene and safety measures in their accommodation choices and demand for personalised experiences particular among the travellers (Ning and Shin, 2022; Kalava, 2024). 
	Inadequate or substandard housekeeping services, performed in inconsistent or unreliable ways at varying times and locations, may still fail to meet customer expectations. (Tripadvisor, 2024b)


	Technological 
	The hospitality industry stands at the threshold of technological transformation, in which AI and robotics systems will significantly influence how guests experience their stay. The hospitality industry now adopts AI-powered PMS systems, chatbots, and self-service terminals as standard practices, which deliver both scale and efficiency in personalisation, according to Alabamia et al. (2025) and Pitakaso et al. (2025). 
	The implementation of these innovations will enable DoubleTree by Hilton Bristol to meet the growing customer demand for digital services while maintaining its competitive edge.

	Economica 
	Hotels must maintain cost-effectiveness while delivering high-quality service, as the current economic uncertainty and inflation rates will impact travel-related discretionary spending. The ability to forecast economic conditions, along with guest spending patterns, will help hotels achieve profitability due to global economic trends ((Zhubei, et al.,2024; Safonov, 2017). 

	Strategic location facilitates business activity in the city centre, but additional costs such as parking may reduce patronage from more cost-sensitive customers. (Booking.com, 2025).


	Environmental 
	Environmental sustainability has become a past and present trend, as it now serves as a competitive differentiator. Ethical travelers choose to stay in eco-friendly accommodations. The company benefits from both an enhanced reputation and reduced future operational expenses through the implementation of energy-saving initiatives, green certification, and sustainable processes that minimise waste, conserve water, and recycle materials (Sharm et al.,2024; Legrand et al., 2022). 
	The initiative will draw the rising segment to DoubleTree by Hilton Bristol through its green expectations advancement and brand image improvement while Hilton's Travel with Purpose program supports ESG compliance.

	Political/Legal 
	The hotel operates in an environment with regulatory elements that include tourism taxes, health regulations, and ESG (Environmental, Social, and Governance) compliance. At the same time, Hilton demonstrates a strong corporate commitment to ESG activities. Brexit has led to worker shortages and low retention rates due to the rigidity of visa and work permit requirements, impacting recruitment and compliance. Additionally, a growing focus on GDPR, Health and Safety, food safety, and consumer protection laws means unresolved complaints risk legal claims and reputational damage, necessitating formal processes. (Legendre, Ding, and Back, 20240; Caterer.com, 2025; Hilton, 2024).
	Centralised Hilton HR and support help mitigate risk, but local execution continues to be exposed to staffing and policy changes. Letting complaints go unresolved (such as parking disputes) poses a risk of legal claims and a damaging reputation. A formal process for complaints is needed 

	Ethical
	 Employee well-being and decent work standards have emerged as a high priority in the sector, underpinned by a focus on responsible marketing practices, ethical labour standards, and robust corporate social responsibility (CSR). Both clients and staff expect socio-economic justice and responsibility (UN Tourism, 2020; Van de Ven, 2008). 
	  According to TripAdvisor (2024), Hilton's global policies promote strong ethics. However, gaps in execution, such as sluggish service recovery, can undermine brand values. 

	Demographic
	The population of Bristol consists of students, workers, families and global tourists. As per technology-friendly service provisions, there is an increasing demand for easy-to-access ordinance (Webster and Ivanov, 2020). 

	While the hotel makes use of modern technology in meeting diverse guest needs, further training on inclusivity as well as accessibility would be advantageous.
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