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[bookmark: _Toc201223858]Executive Summary
This consultancy report, developed by Elevate Hospitality Consulting Ltd, critically examines key service and operational challenges affecting Palladium Hotel Cala Llonga, a four-star adults-only resort in Ibiza. The consultancy project was initiated following a pattern of persistent guest complaints related to hygiene, maintenance, and complaint resolution. The objective was to identify the root causes of these failures and propose evidence-based, cost-effective, and implementable strategies for improving service delivery, operational efficiency, and long-term guest satisfaction in a competitive post-pandemic hospitality market.
The analysis is grounded in recent guest feedback and underpinned by established hospitality management frameworks, including STEEPLED, SWOT, TOWS, SERVQUAL, and the 5 Whys root cause analysis. The report identifies three primary problem areas: (1) delayed and inconsistent complaint resolution, (2) inadequate hygiene and cleaning practices, and (3) unreliable room and facility maintenance. These issues are supported by verified TripAdvisor reviews in which guests reported dirty rooms, unresponsive management, and malfunctioning amenities. The lack of structured service recovery mechanisms, standardised cleaning protocols, and preventive maintenance programmes has significantly impacted the hotel’s reputation and competitive standing.
Using the STEEPLED framework, the report explores the broader external environment influencing the hotel’s operations. Socially, post-COVID guest expectations now prioritise hygiene, safety, and proactive service. Technologically, the hotel lacks integrated systems for feedback tracking and maintenance alerts. Economically, increased tourism demand in Spain presents growth opportunities, but also higher guest expectations and tighter competition. Environmentally and politically, hotels in Ibiza face rising pressure to operate sustainably and meet regulatory standards. Ethical, legal, and demographic dimensions further emphasise the necessity of responsive service models, especially for health-conscious and international travellers.
A comprehensive SWOT analysis reveals that the hotel’s core strengths—its prime beachfront location, adults-only concept, and Palladium Group affiliation—are being undermined by significant weaknesses, including unresolved maintenance issues, declining guest reviews, and inconsistent service delivery. The TOWS matrix was applied to align the hotel’s capabilities and limitations with market challenges and growth prospects, resulting in targeted strategic options. For example, W-T strategies recommend addressing maintenance backlogs and formalising service recovery protocols to reduce legal risk and improve online reputation.
Root cause analysis using the 5 Whys method revealed systemic failures behind delayed complaint resolution and poor hygiene standards. The lack of a dedicated complaint management system, outdated SOPs, and misaligned budget priorities are core contributors. For maintenance failures, a missing CMMS and insufficient internal performance indicators related to infrastructure monitoring were identified as critical gaps.
Strategic recommendations are centred around three interrelated solutions. First, the establishment of a dedicated Guest Relations Team to manage feedback, reviews, and structured service recovery. This team would act as a centralised unit for complaint tracking and escalation, improving guest response times and satisfaction. Second, a phased training programme in hygiene, safety, and customer service should be introduced for all frontline staff. The training should be continuous, assessed, and integrated into performance evaluations. Third, a rigorous quality assurance programme should be launched, featuring daily checklists and weekly audits led by a newly appointed Quality Assurance Officer. This programme would address maintenance and cleanliness consistency while reinforcing staff accountability.
The proposed change initiatives are structured using Kotter’s 8-Step Change Model to ensure sustainable implementation. Steps include building urgency through TripAdvisor review trends, empowering change agents among departmental heads, and celebrating short-term wins like cleaner rooms and faster complaint handling. Regular staff briefings, visible leadership commitment, and internal communication channels are designed to promote staff engagement and minimise resistance.
To evaluate the impact of these interventions, a suite of Key Performance Indicators (KPIs) will be introduced. These include guest satisfaction scores, TripAdvisor ratings, response time to complaints, staff training completion rates, maintenance ticket resolution times, and employee turnover rates. Financial metrics such as RevPAR and average daily rate will also be monitored to gauge commercial impact. The hotel is advised to implement a Balanced Scorecard approach to achieve a well-rounded performance view, integrating financial results, guest satisfaction, internal process efficiency, and continuous organisational learning.
A detailed cost-benefit analysis supports the financial feasibility of the proposed actions. The guest relations setup is estimated at €5,000 annually, staff training at €7,000, and investment in cleaning tools and QA operations at approximately €40,000. These costs are moderate when considered against potential gains, including higher occupancy rates, better online ratings, improved guest loyalty, and reduced crisis management expenses. By addressing service failures at the root, the hotel can prevent revenue losses tied to refund demands, cancellations, and reputational decline.
To guide implementation, a three-phase action plan outlines specific tasks, timelines, budgets, and responsible personnel. Within the first four weeks, the guest relations function should be operational. Hygiene training will be rolled out over three months, while maintenance audits and QA systems will be live by mid-month two. Each action item is mapped to measurable outcomes and assigned to specific roles, including the Guest Relations Manager, Training Coordinator, and QA Officer.
Stakeholder engagement is a core component of the change process. A stakeholder map has been developed to identify key players—including hotel guests, management, staff, OTAs, and owners—according to their power and interest. Engagement strategies vary by stakeholder group, with investors receiving KPI reports and staff being engaged through feedback loops and peer-led briefings.
This consultancy project concludes that Palladium Hotel Cala Llonga has the brand recognition, location advantage, and guest segment appeal to regain market competitiveness. However, service quality gaps must be urgently addressed through formalised processes, empowered teams, and technology-driven solutions. With effective execution, transparent communication, and committed leadership, the hotel can reverse its reputation decline, elevate guest satisfaction, and ensure sustained profitability within the highly seasonal and competitive hospitality market of Ibiza.
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[bookmark: _Toc201223859]1. Introduction
This report analyses and addresses a service and operational management issue at Palladium Hotel Cala Llonga, Ibiza, following a systematic method to uncover underlying issues, assess managerial shortcomings, and suggest strategic enhancements. It draws upon contemporary hospitality theories and recognised industry tools such as the STEEPLED model, SWOT analysis, and the TOWS matrix (Burnes, 2017; Whittington et al, 2023), underpinning the analysis. These frameworks enable an evidence-based, post-pandemic response aligned with guest expectations and industry standards.
This project is delivered by Elevate Hospitality Solutions Ltd, a specialist consultancy in service excellence and operational performance in hospitality. Using consultancy-led tools and academic frameworks, this report develops practical, evidence-based recommendations to support Palladium Hotel Cala Llonga in overcoming service breakdowns and regaining competitive advantage in a post-COVID tourism market.
The STEEPLED model explores external influences on the hotel’s operations, including social, technological, economic, environmental, political, legal, ethical, and demographic aspects. In contrast, the SWOT framework focuses on assessing internal strengths and weaknesses, as well as identifying potential opportunities and threats from the external environment. Finally, the TOWS matrix supports the development of targeted strategies by matching the hotel's internal capabilities with external market conditions to produce practical, strategic recommendations.
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Figure 1: Palladium Hotel Cala Llonga
(Source: Palladium Hotel Group, 2025)
[bookmark: _Toc201223860]1.2 Background of the Hotel
Palladium Hotel Cala Llonga is a four-star, adults-only, all-inclusive hotel located in the scenic bay of Cala Llonga, Ibiza. Operated by the Palladium Hotel Group, the hotel primarily caters to couples and adult travellers seeking a tranquil seaside getaway (Palladium Hotel Group, 2025a).
The hotel offers approximately 150 rooms, including Deluxe Sea View Rooms, Jacuzzi Terrace Rooms, and Junior Suites, most of which feature private balconies or terraces (Palladium Hotel Group, 2025b).
Facilities include an international buffet restaurant (“Buon Gusto”), two bars, an outdoor pool with jacuzzi, massage and wellness services, a small fitness centre, tennis courts, and complimentary Wi-Fi in public areas (Palladium Hotel Group, 2025c).
[bookmark: _Toc201223861]1.3 History of the Consultancy Firm
Elevate Hospitality Consulting Ltd. is a consultancy firm specialising in enhancing service quality, operational efficiency, and guest experience within the hospitality sector. The firm’s consultants, drawn from former hotel executives and service excellence specialists, have supported both independent properties and large international hotel chains, delivering service audits, operational restructuring, staff development programs, and guest satisfaction analytics (Chen et al, 2022).
In line with current trends in business transformation, the firm utilises frameworks such as Total Quality Management (TQM) and SERVQUAL to assess service standards and direct organisational improvement (Chen et al, 2022). Their approach also embraces digital innovation and sustainability principles, reflected in strategies that integrate AI, service design, and organisational learning (Tariq & Sergio, 2025).
As the hospitality industry undergoes rapid change, driven by evolving guest expectations and digital disruption, the role of external consultancy in embedding sustainable operational practices and managerial accountability has never been more critical. The project at Palladium Hotel, therefore, seeks to align management structures and service delivery with internationally recognised best practices.
[bookmark: _Toc201223862]1.4 Statement of the Problem/Issue
At Palladium Hotel Cala Llonga, a significant operational and service management failure has been identified, primarily reflected in the persistent decline in hygiene standards and the ineffectiveness of guest issue resolution. Verified guest feedback on TripAdvisor reveals that some guests were assigned unclean and potentially unsafe rooms. For example, one reviewer reported: “Arrived to a dirty room that took attempts to clean to an acceptable standard” (TripAdvisor, 2025a). Another guest described: “Smelly damp room. black mould in bathroom. Dirty pool. Broken bed, tatty old bedding. Broken lift…” (TripAdvisor, 2025b).
Despite raising complaints, many guests received inadequate responses, including poor alternative arrangements without basic amenities or appropriate compensation. This recurring pattern highlights a lack of proactive maintenance, insufficient quality control, and the absence of a structured service recovery process. These failings point to systemic issues in management oversight and operational procedures.
Without immediate intervention, the hotel's reputation and customer retention are at risk. Addressing these issues is critical to restoring guest trust and aligning operations with basic hygiene, safety, and service expectations in the post-pandemic hospitality landscape.
These findings form the foundation for the following analysis, which identifies the root causes and proposes strategic, sustainable solutions.
[bookmark: _Toc201223863]2. Analysis
[bookmark: _Toc201223864]2.1 Identification of the Issue
The service quality issue at Palladium Hotel Cala Llonga reflects a deeper organisational breakdown in operational procedures and guest recovery systems. Rather than isolated service lapses, recent feedback points to a systemic failure in preventive maintenance, housekeeping standards, and guest complaint resolution.
The recurrence of service-related complaints across multiple guest reviews—ranging from unresolved hygiene issues to malfunctioning in-room amenities—suggests an absence of effective quality control mechanisms. These deficiencies point to a reactive, rather than preventive, operational culture. Instead of addressing service failures before they affect the guest experience, the hotel appears to respond only once dissatisfaction has already occurred, often inadequately.
The absence of structured recovery aligns with gaps in the SERVQUAL model, particularly in the dimensions of responsiveness, assurance, and reliability (Parasuraman et al, 1988).
This pattern has measurable consequences. According to Jet2holidays, the hotel holds a TripAdvisor rating of 4.2 out of 5 based on 2,685 reviews—lower than previous peak-season scores and indicative of increased negative sentiment during early 2025 (Jet2holidays, 2025). In today’s hospitality environment, even small changes in online ratings can significantly impact consumer booking behaviour and price elasticity, especially in highly competitive seasonal markets like Ibiza.
Equally concerning is the hotel’s service recovery response. Multiple guest reports reveal delays or total lack of action following complaints, indicating insufficient training in guest relations and the absence of a formal feedback management system. 
To further understand this operational gap, a root cause analysis using the “5 Whys” method reveals the underlying structural failures (Serrat, 2017):
5 Whys Analysis – Delayed Complaint Resolution
1. Why are complaints unresolved or delayed? – Because no dedicated monitoring or tracking system exists.
2. Why is there no system? – Because complaint handling is informal and decentralised.
3. Why informal? – Because there's no investment in a structured guest relations framework.
4. Why no investment? – Management has prioritised front-office enhancements over feedback infrastructure.
5. Why? – Strategic KPIs don’t include complaint resolution speed.
As Mir et al (2023) note, hotels that lack structured service recovery protocols are more vulnerable to long-term brand damage and revenue loss. Research by Kim & So (2023) and Martin et al (2021) confirms that poorly defined complaint management systems often lead to inconsistent service recovery and reputational decline. Furthermore, Gao et al (2022) highlight that effective recovery processes are not only essential for ensuring customer satisfaction but also play a crucial role in sustaining guest loyalty and mitigating long-term reputational risks.
These factors are not merely reputational—they are directly tied to financial performance. The likely consequences include a drop in occupancy rates, a decline in Revenue per Available Room (RevPAR), and increased costs per acquisition as the brand must work harder to attract new guests in the face of growing negative sentiment. For a seasonal property like Palladium Hotel Cala Llonga, these issues place future profitability at significant risk.

[bookmark: _Toc201223865]2.2 STEEPLED Analysis
[bookmark: _Toc201223866]2.2.1 Social
Post-pandemic, guest expectations have shifted significantly. Travellers increasingly prioritise hygiene, safety, and comfort, and these social preferences are now essential performance benchmarks for hospitality operators. The recurring guest complaints at Palladium Hotel suggest that the property is failing to meet these heightened expectations, which may explain its declining social reputation (Gao et al, 2022).
5 Whys analysis highlights recurrent training gaps:
1. Why is hygiene substandard? → Because cleaning protocols aren’t followed.
2. Why not followed? → Due to outdated or inaccessible SOPs.
3. Why outdated? → COVID-era updates were never formalised.
4. Why? → Limited budget prevented training refresh.
5. Why? → Resources were allocated to other priorities.
Research indicates that strong hygiene protocols significantly influence guests’ revisit intentions, particularly during health-sensitive periods post-COVID (Islam et al, 2024; Lim & Ok, 2021).
International hygiene guidelines also outline minimum cleanliness protocols for guest accommodations, which must be reflected in hotel SOPs (WHO, 2020).
[bookmark: _Toc201223867]2.2.2 Technological
Modern hospitality technologies—such as property management systems, AI-powered guest feedback tools, and mobile booking platforms—are essential for operational efficiency and responsiveness. However, the hotel’s reported delays in handling guest issues may reflect ineffective use of such systems, resulting in inconsistent service experiences (Gao et al, 2022).
[bookmark: _Toc201223868]2.2.3 Economic
Spain’s economy has demonstrated a strong post-pandemic recovery, which directly impacts the hospitality sector. According to Statista (2025), Spain experienced a sharp post-pandemic recovery with GDP growth of 6.69% in 2021 and 6.18% in 2022, followed by moderate growth of 3.15% in 2024. While growth is projected to slow to 2.5% in 2025, the sustained positive trajectory signals a stable economic climate that encourages tourism demand and consumer confidence. This economic context reinforces the need for competitive service delivery in hospitality to meet the growing demand for travel.
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Figure 2: Spain: Real gross domestic product (GDP) growth from 2020 to 2030
(Source: Statista, 2025)
Simultaneously, travellers are becoming more price-sensitive and selective due to economic uncertainty and increased competition in destinations like Ibiza. If hotels such as Palladium Hotel Cala Llonga fail to meet service expectations, they risk losing market share to more competitively priced or better-reviewed properties (O’Mahoney, 2021).
[bookmark: _Toc201223869]2.2.4 Environmental
Environmental sustainability has become a decisive factor for many travellers, particularly in ecologically sensitive regions like Ibiza. Issues such as water scarcity, coastal erosion, and waste management are under regulatory scrutiny. Spanish authorities are promoting green practices, and hotels that demonstrate sustainable operations often enjoy reputational and competitive advantages (Ramón-Cardona & Sánchez-Fernández, 2022; Ramón-Cardona et al, 2021).
[bookmark: _Toc201223870]2.2.5 Political
The political landscape has shifted post-COVID, with stricter national and local regulations on hygiene, safety, and guest welfare. Hospitality businesses are now expected to comply with these enhanced standards to maintain operating licences and customer trust (Noordzy & Whitfield, 2015).
[bookmark: _Toc201223871]2.2.6 Legal
Failure to meet legal obligations regarding health and safety exposes hotels to potential litigation. Unresolved guest complaints—particularly those concerning cleanliness, mould, or maintenance—can lead to inspections, penalties, or reputational damage under Spanish law (Noordzy & Whitfield, 2015).
[bookmark: _Toc201223872]2.2.7 Ethical
Ethical service delivery is critical in hospitality. Ignoring or mishandling guest complaints reflects poor ethical standards and undermines the brand’s integrity. Ethical management involves transparency, fair treatment of customers, and a proactive approach to service recovery (Buttrick, 2018).
[bookmark: _Toc201223873]2.2.8 Demographic
Demographic shifts post-pandemic show a stronger focus on health and safety, particularly among families, elderly travellers, and international visitors. Hotels that do not align with these expectations risk becoming less attractive to key customer segments (Buttrick, 2018).
[bookmark: _Toc201223874]2.3 SWOT Table Analysis
Table 1 SWOT Analysis
	Strengths
	Weaknesses

	• Prime beachfront location in Cala Llonga, a popular tourist area	
	• Recurring maintenance issues (e.g. sewage smells, broken amenities) reported by guests

	• Member of Palladium Hotel Group, offering international branding and marketing resources	
	• Inadequate service recovery and guest complaint handling

	• Adults-only concept appeals to couples and solo travellers	
	• Declining reputation due to persistent negative guest feedback

	• Loyal customer base associated with Palladium’s global presence	
	• Reported issues with staff training and service consistency

	Opportunities
		Threats

	• Growth in post-COVID tourism to Ibiza	
	• High competition from local resorts with higher review scores

	• Investments in maintenance, service quality and training	
	• Ongoing poor reviews risk long-term reputational damage

	• Technology adoption for streamlined guest experience	
	• Potential legal issues if hygiene and safety issues persist

	• Sustainability initiatives to meet evolving guest values	
	• Increasing guest expectations in a digitally transparent market


(Source: Author, 2025; TripAdvisor, 2025a; Palladium Hotel Group, 2025d)

Despite ongoing management and maintenance challenges, Palladium Hotel Cala Llonga retains core competitive advantages due to its prime location in Cala Llonga—a scenic, quiet bay between Ibiza Town and Santa Eulalia—and its adults-only positioning. As part of the Palladium Hotel Group, it benefits from global brand recognition, shared marketing platforms, and access to repeat customers. Furthermore, the beachfront setting, well-reviewed pool area, and panoramic sea views are frequently mentioned in positive guest reviews (TripAdvisor, 2025a).
Strategically, the hotel can enhance competitiveness by improving internal operations. Technology upgrades—such as mobile check-in, predictive maintenance software, and automated guest feedback systems—could elevate the guest experience and reduce friction. However, weaknesses such as dated furnishings, unreliable housekeeping, and poor service recovery continue to damage guest satisfaction and limit return visits. These patterns are confirmed by online reviews that cite unclean rooms, delayed responses to complaints, and inconsistent service standards (TripAdvisor, 2025b).
While Palladium Hotel Cala Llonga maintains a strong overall TripAdvisor rating, guests report inconsistencies in service recovery, cleanliness, and maintenance during peak times. In contrast, Meliá Ibiza is frequently praised as “well kept and clean,” with guests stating, “Hotel and room is well kept and clean. We will definitely return...” (TripAdvisor, 2025c). Similarly, Barceló Portinatx – Adults Only enjoys reviews such as “Everyone was polite and friendly, the room was kept clean throughout the stay and always serviced at the preferred time” (TripAdvisor, 2025d). This suggests that while overall ratings may be similar, these competitors excel in operational consistency—an area where Palladium Hotel Cala Llonga can improve through strategic benchmarking (Camp, 1989).
The 5 Whys approach clarifies the root causes behind recurring maintenance issues:
1. Why are facilities unreliable? → Preventive checks are irregular.
2. Why are checks irregular? → There is no digital system to trigger alerts or monitor asset conditions.
3. Why is there no such system? → The hotel lacks a computerised maintenance management system (CMMS).
4. Why is CMMS absent? → Previous investments prioritised visible guest-facing upgrades instead of back-end operations.
5. Why were operations deprioritised? → Internal KPIs and audit structures do not focus on infrastructure health.
Supporting this, Snapfix (2025) explains that hotels using CMMS with mobile work orders and automated alerts significantly reduce equipment breakdowns and guest complaints. Moreover, Mărcuță and the MoldStud Research Team (2024) report that predictive maintenance programs—employing IoT monitoring and analytics—can cut facility maintenance costs by 12–18% and boost guest satisfaction by around 20%.
The following stakeholder map illustrates the individuals and entities most affected by or capable of influencing the hotel’s quality-related challenges.
Table 2 Stakeholder Map for Quality Improvement Measures at Palladium Hotel Cala Llonga
	Stakeholder	
	Interest	
	Power
	Role

	General Manager
	High	
	High
	Oversees budget and strategic priorities

	Guest Relations Team	
	High	
	Medium	
	Manages complaint resolution and guest recovery

	Housekeeping Staff
	High	
	Medium	
	Implements hygiene and cleanliness protocols

	Maintenance Team
	Medium	
	Medium	
	Maintains infrastructure and room conditions

	Hotel Guests	
	High	
	Low
	Provide reviews and direct feedback

	Investors/Owners
	High	
	High
	Approve funding and long-term strategy

	OTAs (e.g., TripAdvisor, Booking.com)
	High	
	High
	Influence bookings and hotel visibility



(Source: Author, 2025)
Stakeholder mapping is essential in identifying which parties hold the most influence or are most affected by strategic hotel decisions (Freeman, 2022).
Stakeholder engagement must be tailored: while frontline employees require regular briefings and feedback loops, high-power stakeholders such as investors demand structured reporting on KPIs and ROI. Stakeholder maturity models can guide engagement planning by aligning communication intensity with relationship expectations (Bourne, 2016).
To mitigate these issues, the hotel must implement a structured quality assurance programme, increase investment in staff training, and adopt a responsive service recovery model aligned with contemporary hospitality expectations (Gao et al, 2022). These improvements are critical not only for reputation management but also for sustaining occupancy levels in Ibiza’s highly competitive seasonal market.
[bookmark: _Toc201223875]2.4 TOWS Table Analysis
Table 3 TOWS Analysis
	
	Opportunities
	Threats

	Strengths	
	S–O Strategies
• Leverage prime beachfront location and brand recognition to capture post-pandemic tourist inflow.
• Invest in eco-friendly infrastructure and adopt digital tools (e.g., mobile check-in, automated feedback).
• Promote wellness and relaxation for adult-only niche segments through tailored packages.
	S–T Strategies
• Utilise brand equity to counteract reputational decline through targeted PR and social proof campaigns.
• Highlight peaceful adults-only atmosphere as a differentiator from high-volume resorts.
• Introduce service guarantees (e.g., satisfaction policy) to reassure high-expectation guests.

	Weaknesses	
	W–O Strategies
• Address maintenance backlogs and refurbish rooms to capitalise on increased tourism demand.
• Implement CRM systems and digital guest feedback tools to reduce issue response times.
• Conduct staff upskilling programmes to ensure brand-standard service delivery.
• Improve cleanliness and consistency to boost review scores on platforms like TripAdvisor.
	W–T Strategies
• Audit infrastructure and repair key failures (e.g., plumbing, HVAC) to avoid legal liabilities.
• Develop formalised service recovery protocols aligned with best practices (Gao et al, 2022).
• Adopt review response frameworks to manage online reputation and sentiment.
• Benchmark service delivery against top-rated Ibiza hotels to identify performance gaps.


(Source: Author, 2025; Gao et al, 2022)
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[bookmark: _Toc201223877]3.1 Summary of Key Issues Identified
Palladium Hotel Cala Llonga faces significant operational and service-related challenges that are negatively affecting customer satisfaction and internal efficiency. A central issue is the ineffective management of guest complaints. Reviews indicate that many guests experienced delayed responses and inadequate resolutions to their concerns, such as the absence of room reassignments or compensation when issues occurred (TripAdvisor, 2025a; 2025b).
This lack of a formalised service recovery system has contributed to declining guest confidence. Cleanliness and maintenance standards are another major concern. Guests have repeatedly reported poor hygiene, foul smells, and broken amenities, suggesting that daily housekeeping and technical maintenance are inconsistent (TripAdvisor, 2025b). These shortcomings are particularly problematic in a post-pandemic environment where guests expect high standards of hygiene and safety.
Additionally, internal communication between frontline staff and management appears to be weak. Operational updates and guest feedback do not consistently reach employees, resulting in inconsistent service delivery. Low staff morale, limited performance recognition, and inadequate professional development opportunities further contribute to reduced engagement and suboptimal service levels.
[bookmark: _Toc201223878]3.2 Strategic Recommendations
To address the core issues identified, Palladium Hotel should implement several interrelated strategic measures. First, a formalised guest relations unit should be established to monitor and respond to feedback in real time. This department would be responsible for managing complaints, escalating unresolved issues, and ensuring timely service recovery (Dzulkifli et al, 2021). Staff training programmes should also be introduced, with a strong emphasis on customer service, hygiene, and safety protocols, reflecting post-pandemic guest expectations. Ongoing development will help standardise service delivery across departments. As Martin et al (2021) argue, preparing staff for service failures through training and providing structured remedies such as room upgrades or compensation increases guest satisfaction and organisational learning.
Additionally, a rigorous cleaning and maintenance regime must be introduced, including scheduled room inspections and proactive issue tracking, supported by management systems that enable rapid response (Brierley, 2006). Communication between staff and management should be improved through regular briefings, issue-tracking tools, and an open feedback culture. Transparent internal communication contributes to better staff engagement and faster issue resolution (Hadziahmetovic & Salihovic, 2022). These measures would enhance operational standards, rebuild the hotel’s reputation, and support its long-term competitiveness in Ibiza’s hospitality sector.
[bookmark: _Toc201223879]3.3 Implementation Plan for Each Recommendation
An effective, phased, and coordinated approach is required to implement the strategic recommendations for the Palladium Hotel. Firstly, guest relations responsibilities should be delegated to a dedicated team that monitors guest complaints and feedback across online platforms and internal channels, escalating urgent issues for service recovery, such as room reassignment or compensation (Svoboda et al, 2021).
Secondly, a comprehensive training programme must be introduced, covering post-pandemic hygiene standards, customer service excellence, and safety protocols (Li & Xu, 2022). Initial sessions should be conducted through intensive workshops, followed by ongoing training and performance monitoring based on guest satisfaction metrics.
Room and public area cleanliness should be addressed through rigorous inspection schedules, including daily checklists and weekly maintenance audits overseen by a newly appointed quality assurance officer (Chen et al, 2021). Investments in modern cleaning tools and seasonal staffing should ensure consistent standards, particularly during high-occupancy periods (Voytsekhovska et al, 2024). Integration of hotel management software will automate maintenance requests and track resolution times to improve accountability (Awan et al, 2020).
Communication must also be enhanced through regular staff meetings and briefings, ensuring that frontline teams are informed of operational updates and empowered to act on service issues (Swart et al, 2022). Finally, digital surveys and online reviews should be systematically analysed to monitor guest sentiment and guide continuous improvements (Galli, 2021).
This structured implementation plan will support service recovery, raise guest satisfaction, and reinforce Palladium Hotel’s competitive position in Ibiza’s hospitality market.
[bookmark: _Toc201223880]3.4 Applying Kotter’s Eight-Stage Framework for Change Management
For Palladium Hotel, the recommended strategies need to be managed with structure, using Kotter’s eight-phase method offers a structured approach for achieving meaningful organisational change..
Step 1: Create a Sense of Urgency
Begin by highlighting falling guest satisfaction scores and negative online reviews to build momentum for immediate action (Engmann et al, 2024).
Step 2: Form a Leadership Team to Drive Change
Engage department heads and team managers as champions of change who can drive and model new behaviours throughout the hotel.
To support behavioural change, team leaders should act as change agents by modelling desired service standards and helping peers navigate uncertainty. This leadership at operational level enhances buy-in and reduces resistance (Armenakis & Harris, 2009).
Step 3: Form a Strategic Vision and Initiatives
Clearly communicate the vision to staff: delivering great service with a focus on hygiene, operational efficiency, and guest care. This should be reinforced during staff meetings, internal newsletters, and leadership behaviour.
Step 4: Communicate the Vision
Use consistent and repeated communication via digital channels, noticeboards, and one-on-one discussions to keep all employees aligned with the hotel’s transformation goals.

Step 5: Empower Broad-Based Action
Remove outdated tools, streamline processes, and equip staff with targeted training. Employees must feel enabled to act confidently and autonomously when resolving service failures.
Step 6: Generate Short-Term Wins
Celebrate visible improvements, such as higher TripAdvisor ratings and specific examples of exceptional staff service. Introduce recognition schemes and rewards to sustain morale.
Step 7: Consolidate Gains and Produce More Change
Review the outcomes of initial changes, adapt strategies as needed, and expand successful initiatives across all departments to build momentum.
Step 8: Anchor New Approaches in Culture
Integrate the change into the hotel’s core values by aligning performance reviews, training, and rewards with service excellence standards (Rynearson et al, 2025).
By following Kotter’s framework, Palladium Hotel can embed lasting organisational change that strengthens internal culture, enhances service quality, and repositions the hotel competitively in the Ibiza hospitality market.
[bookmark: _Toc201223881]3.5 Staff Engagement and Communication Plans
Effective staff engagement and clear communication are essential for the successful transformation of the Palladium Hotel. Employees must feel valued and heard to maintain morale and motivation. Regular staff meetings and briefings should be conducted to update team members on operational changes, guest feedback, and overall performance metrics (Hughes & Christensen, 2021). These forums also offer a platform for staff to voice concerns and contribute ideas, fostering a sense of ownership and inclusion (Akridge et al, 2025).
To promote engagement further, the hotel should implement structured feedback mechanisms, allowing staff to express views both anonymously and openly, ensuring all voices are acknowledged (Gupta et al, 2022). This will improve transparency and responsiveness in management practices.
Interactive training programmes focused on customer service skills, hygiene protocols, and safety standards must be introduced and continuously refreshed. Involving employees actively in these sessions can enhance their commitment and job satisfaction, which has been linked to improved service delivery and business outcomes (Abd A.-A. Al-Refaei et al, 2023; Liu et al, 2022).
Employee recognition schemes should also be established to reward high performance, contributing to higher morale and improved staff retention (Liu et al, 2022). Two-way communication channels are vital; management should share updates through internal newsletters, emails, and digital platforms while encouraging feedback and frontline reports through structured channels (Hübscher, 2022). Appointing staff ambassadors or peer communicators can help ensure messages are understood and well-disseminated throughout the team.
Encouraging open and inclusive communication within the workplace helps strengthen employee loyalty, lower staff attrition, and enhance the guest journey. When staff feel involved, they tend to offer better service, respond proactively to guest expectations, and play a key role in supporting the hotel’s long-term progress (Liu et al, 2022).
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To effectively assess the progress and impact of the recommended strategies at Palladium Hotel, a structured set of Key Performance Indicators (KPIs) must be established (Ika & Pinto, 2022). A key metric for evaluating progress will be enhanced guest satisfaction, which can be tracked via review websites like TripAdvisor and through structured feedback tools. Fewer complaints in areas such as hygiene, security, and staff responsiveness would indicate that the changes have been effectively implemented (Thi et al, 2021).
Operational KPIs should include the identification and resolution time of maintenance and hygiene issues. Additionally, staff-related KPIs—such as training completion rates, employee engagement scores, and internal service evaluations—are critical, as well-trained and motivated employees are essential for service excellence (Navinchandran et al, 2021).
Financial performance will be monitored through metrics like Revenue per Available Room (RevPAR) and overall profitability, providing insight into the commercial impact of operational changes. A Balanced Scorecard approach can also align financial, customer, internal process, and learning indicators, allowing for a more holistic performance measurement system (Kaplan & Norton, 1996). Furthermore, employee turnover rates should be tracked as a proxy for job satisfaction and internal stability; a decline in turnover would suggest improved working conditions and engagement (Toker, 2024).
Routine collection and review of these KPIs will allow hotel leadership to monitor effectiveness, identify gaps, and make data-informed decisions to drive continuous improvement.
To embed continuous improvement, the hotel should adopt the PDCA (Plan–Do–Check–Act) cycle, originally theorised by Deming (1986), but operationalised in modern contexts. Joseph Robinson (2025) highlights how organisations can systematically align emerging technology (e.g., IoT) with PDCA’s four stages—Plan, Do, Check, Act—to drive ongoing service innovation.
[bookmark: _Toc201223883]3.7 Cost-Benefit Analysis
Implementing the recommended strategies at the Palladium Hotel will incur moderate but strategically justified costs relative to the hotel’s revenue capacity. A key investment area is staff training in hygiene, customer service, and safety protocols. The estimated annual cost for workshops or external trainers ranges from €3,000 to €7,000, depending on group size and session frequency (Fisman & Sullivan, 2014). These training initiatives are essential for achieving post-pandemic service standards and improving guest satisfaction.
Upgrades to cleaning and maintenance will also require an initial outlay. New equipment and supplies could amount to €5,000–€10,000. Additionally, hiring or contracting 1–2 skilled staff during peak seasons could incur annual costs of €30,000–€50,000, depending on local labour rates (Mukharjee, 2024). These improvements are vital for enhancing room conditions, maintaining cleanliness, and reducing service complaints.
The implementation of a structured service recovery system will also carry associated costs. These include room upgrades, small guest compensations, and added service staff time. An estimated annual allocation of €5,000–€8,000 would allow the hotel to respond meaningfully to guest issues, a proven method for improving loyalty and reducing reputational damage (Ampong et al, 2020).
Despite these investments, the long-term financial and reputational benefits are likely to outweigh the costs. Improved cleanliness and service delivery can drive higher occupancy rates, attract repeat customers, and increase positive reviews. Effective service recovery can also reduce booking cancellations and negative online feedback. Moreover, lowering crisis management costs and guest compensations will result in operational efficiencies and stronger profit margins over time.
Overall, the proposed investments are proportionate to the hotel's operational scale and revenue potential and represent a sound strategic allocation of resources to support sustainable growth.
To ensure sustained improvement, a continuous feedback mechanism will be implemented. Quarterly performance reviews, ongoing guest feedback analysis, and adaptive training modules will enable Palladium Hotel to evolve its operations in line with changing guest expectations and industry standards (Deming, 1986; Ika & Pinto, 2022).
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	No.
	1
	2
	3

	Problem Identified
	Delayed and inconsistent complaint resolution
	Post-pandemic hygiene gaps with outdated cleaning
	Unreliable room and facility maintenance

	Solution
	Establish a dedicated Guest Relations Team to monitor feedback, online reviews, and manage structured service recovery (Martin et al, 2021)	
	Implement staff training workshops in hygiene, safety, and customer service with performance evaluations (Chen et al, 2021)	
	Introduce daily cleaning checklists and weekly maintenance audits under a new QA Officer; invest in tools (Dzulkifli et al, 2021)	

	Desired Outcomes
	Faster, more consistent resolution of guest issues; improved online reputation	
	Higher hygiene standards, safer guest experiences, and improved service quality	
	Consistent cleanliness, improved safety, and fewer maintenance-related complaints

	Time Scale
	4 weeks	
	3 months (phased)
	6 weeks	

	Completion Date
	End of Month 1
	End of Month 3
	Mid-Month 2	

	Planned Budget (€)
	5,000 (setup + annual operation)
	7,000 (annual training costs)
	10,000 (tools) + 30,000 (QA salary annually)

	Responsible
	Guest Relations Manager
	HR & Training Coordinator
	QA Officer / Maintenance Supervisor


(Source: Author, 2025)
The action plan directly targets three critical deficiencies at Palladium Hotel Cala Llonga—service responsiveness, hygiene standards, and maintenance reliability—each of which has emerged as a recurring concern in guest feedback (TripAdvisor, 2025a; TripAdvisor, 2025b; Thi et al, 2021).
1. Improving Service Recovery and Reputation
Delayed handling of guest complaints damages the hotel’s online reputation and reduces repeat business, as negative reviews significantly influence guest booking decisions in the post-pandemic era (Thi et al, 2021). Introducing a specialised Guest Relations Team ensures continuous monitoring of guest feedback across platforms like TripAdvisor, with structured escalation and tailored recovery actions (Martin et al, 2021). Research demonstrates that proactive service recovery can not only resolve issues but also enhance guest loyalty and satisfaction above pre-failure levels, an effect known as the service recovery paradox (Magnini et al, 2007; Kim & So, 2023).
2. Embedding High Standards in Hygiene and Service
Post-pandemic guest expectations around hygiene are stricter than ever, and failure to meet them risks regulatory non-compliance and negative word-of-mouth (Dzulkifli et al, 2021). To address this, the hotel will initiate a phased, three-month training programme encompassing hygiene protocols, safety standards, and customer service refresher sessions. Consistent retraining and performance evaluation will anchor best practices into daily operations (Chen et al, 2021). Maintaining high hygiene and service standards supports guest confidence and sustainable operational quality.
3. Ensuring Reliability through Quality Assurance
Consistent cleanliness and functional amenities are crucial for guest satisfaction. A Quality Assurance Officer, supported by daily checklists and weekly audits, will formalise accountability within housekeeping and maintenance teams (Dzulkifli et al, 2021). Investment in modern cleaning tools and equipment further enhances operational consistency and efficiency (Voytsekhovska et al, 2024). Regular audits and oversight build internal discipline and ensure the hotel meets or exceeds cleanliness expectations.
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This consultancy report has critically examined the operational and service-related issues at Palladium Hotel Cala Llonga, with a focus on improving guest satisfaction, internal efficiency, and long-term brand competitiveness. The analysis identified three core problem areas: inconsistent complaint resolution, post-pandemic hygiene gaps, and poor maintenance reliability. These issues were supported by verified guest feedback on platforms like TripAdvisor, which highlight persistent dissatisfaction with cleanliness standards, delayed responses to complaints, and malfunctioning facilities.
The consultancy adopted a structured and evidence-based approach by applying frameworks such as STEEPLED, SWOT, TOWS, and 5 Whys analysis to uncover the root causes of these problems. A recurring theme throughout the findings was the absence of formalised procedures for service recovery, hygiene protocols, and quality assurance. While some operational systems exist at the property level, their inconsistent application has resulted in visible gaps in performance, particularly during high occupancy periods.
Strategic recommendations were developed using Kotter’s 8-Step Change Model, providing a roadmap for cultural and procedural transformation. These include the establishment of a dedicated Guest Relations Team to manage complaints, delivery of structured hygiene and customer service training for all staff, and the appointment of a Quality Assurance Officer to oversee daily checklists and weekly audits. Each recommendation is backed by academic literature and real-world best practices, ensuring both theoretical rigour and practical feasibility.
Key stakeholders were identified and mapped based on their level of influence and interest. Communication strategies and change agent roles were also outlined to ensure transparency, alignment, and staff engagement during the implementation process. Performance evaluation will rely on key indicators such as guest satisfaction scores, staff performance metrics, hygiene audit results, and review platform ratings. According to Jet2holidays (2025), the hotel currently holds a TripAdvisor rating of 4.2, which is lower than in previous peak seasons. Although still relatively strong, this rating reflects a downward trend that, if unaddressed, could impact future bookings and brand perception.
Financial feasibility was considered through a cost-benefit analysis for each recommendation, ensuring that the proposed solutions remain realistic within the hotel’s operational budget. Implementation is structured over a three-month period, allowing for phased roll-out, departmental alignment, and ongoing monitoring. The proposed strategies also incorporate continuous improvement practices, including regular feedback loops, staff recognition schemes, and the integration of guest satisfaction data into team evaluations.
Overall, this consultancy project demonstrates that by addressing operational weaknesses at their root and embedding structured change, Palladium Hotel Cala Llonga can achieve measurable improvements in service delivery, guest experience, and internal accountability. The report’s findings and recommendations are tailored to the specific context of the hotel while remaining scalable to other properties within the Palladium Hotel Group. With effective execution and a commitment to ongoing refinement, the hotel is well-positioned to restore its service reputation and thrive in a competitive Mediterranean hospitality market.
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