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[bookmark: _Toc201257903]Executive Summary:
This consultancy report is about a renowned hotel, Canopy by Hilton, located at 11-15 Minories, London EC3N 1AX, United Kingdom. Canopy, one of the brands by Hilton, started in 2014, currently present at 45 locations in 12 countries by 2024 (Wikipedia, 2018). As an upscale, genuine experience where the locals and the modern comfort are combined and tailored to one another, Canopy offers consistent, excellent service and rooms to interested travellers across the globe (Dyshkantiuk et al., 2020). According to the present consultancy report, along with impressive, speedy evolution and attractive presence on the market, the brand has several important problems which endanger its image and efficiency of work and its future success. This report aims to diagnose these issues, evaluate their reasons and consequences and present the set of actionable strategies this Canopy by Hilton property can take to regain control, achieve guest satisfaction and build a competitive presence in the hospitality industry (Desklib, 2023).
Through a close examination, there were a few imminent issues identified that Canopy is going through at the moment. The main concern is to discrepancy in the provision of services and cleanliness at its franchise outlets. Guests have cited serious operations-related inadequacies, such as security whose breaches were made it possible as rooms and other facilities could be accessed by unauthorized persons, a lack of customer service with inadequately trained and overworked employees, and a low level of housekeeping that has resulted in filthy rooms, some neglected bathrooms, and poor maintenance (Benítez et al., 2007). Some problems impact the guest experience and hurt the trust and brand promise that Canopy wants to maintain. The franchise model is decentralised and makes it challenging to implement the same standards because it introduces imbalances in the operating efficiency of the various store locations. This kind of financial mismanagement directly affects negatively the guest loyalty as well as the brand of Canopy.
The McKinsey 7S model provides a gap in the systems of the organisation, competencies of the staff, and the values that the staff share. Franchise employees do not seem to be well trained and equipped with the help and means to follow through with the brand. Security, housekeeping, and billing systems are compartmentalised and not honoured at the same level. In the meantime, the global espoused values of hospitality excellence and the satisfaction of the guests remain unaccomplished at the working level owing to such operational lapses. The Stakeholder Mapping also demonstrates the conflict between franchisees, corporate management, front-line employee and guests, showing a mismatch in priorities and interactivity that inhibits a collaborative approach to problem-solving (Asgeirsson et al., 2024).
Key components of such recommendations are the universal and ongoing system of staff training that will contribute to an enhanced level of services and will guarantee that the employees are educated and live the Canopy brand values. Trust will be regained by elevating housekeeping policies by means of increasingly stringent processes, routine checks, and implementation of effective cleaning programmes such as Hilton's CleanStay+ system. Introducing the billing systems with modern technology and carrying out specific educational activities on financial transformations with the staff will decrease errors and increase financial transactions clearness (Strebinger and Treiblmaier, 2022).
As the franchise model is rather complex, having a centralised quality control group that will be tasked to do a close performance review and auditing in each of the locations will aid in making each location accountable and consistent in its operations. Such a team would become an interface between corporate and franchise, conducting a much more efficient control of the issues and speeding the process of their resolution (Luciani, 1999). Secondly, the use of the structured change management models will help employees and franchisees go through the transitions, minimising resistance and attracting interest in the use of active participation in the improvement efforts through the implementation of the Lewin Change Model and the Kotter Eight-step process. The financial implications of these recommendations have been carefully considered to align with Canopy’s size and revenue capabilities. Investments in training, technology, and quality control are balanced against the expected return in enhanced customer satisfaction, increased repeat bookings, and stronger brand loyalty (Hsu and Tseng, 2022). 
The main identified problems, the deficiency of the service quality and cleanliness, the mistakes in bills and the communication failure and many others are mostly the results of the disunity of the operational schemes, the absence of quality staff training and insufficient franchise oversight. Such challenges are especially important considering the fact that Canopy, as a premium lifestyle brand, relies on consistency, attention to detail, and genuine guest experiences in its value proposition (Zhao et al., 2019).
Through its standard but continuous training programs, Canopy will provide its employees with the training and skills they need to always deliver excellent services. Improving housekeeping standards and quality audits consistently will guarantee cleanliness and maintenance within the standards required by guests. Rebuilding trust will be undertaken by investing in the technological upgrade to facilitate the smoothness of the billing and payment system and simplify the process characterised by errors and a lack of transparency (Depietro et al., 1990). Furthermore, the introduction of a central functional quality control that will primarily engage in checking the adherence of the franchise will result in operational coordination and responsibility within the global network throughout the brand (Accor, 2019).
[bookmark: _Toc201257904]Introduction
This report is a critical analysis of the main organisational issue affecting Canopy by Hilton, a lifestyle brand of Hilton Worldwide. Although Canopy has already been exhibiting its steady global expansion since its establishment, it is now experiencing both strategic and operational obstacles that may impede its growth and competitiveness in the ever-changing hospitality industry (Hilton, 2024). The current report is commissioned by Bridgewater Consulting, which is a management consultancy firm based in the City of London, specialized in providing tailored strategic solutions to hospitality and lifestyle brands. The goal of this report is to present a thorough overview of the problem and use extensive theoretical frameworks to make practical recommendations.
[bookmark: _Toc201257905]Canopy by Hilton background
Canopy by Hilton is a modern lifestyle hotel brand located at 11-15 Minories, London EC3N 1AX, United Kingdom, which was announced formally in October 2014. The first company property of this brand was constructed in Reykjavik, Iceland, in July 2016, and later two locations in the U.S. opened in 2018. As of 2024, Canopy operates 45 hotels in 12 countries (Wikipedia, 2018). The brand differentiates itself as locally inspired, guest-owned, and they want to mix convenience and their unique cultural experiences. Hilton had a vision of Canopy; to focus on both giant and mid-sized markets, and this strategy has grown fast, even though it had an initial slow start caused by legal hurdles of a settlement with Starwood Hotels in 2010.
Canopy hotels are characterised by mid and large-sized properties, 100-300 rooms, a modern appearance, topped by community-friendly locations, highly customised premises (LXR, 2018). Nonetheless, threats like lack of brand uniformity through the franchises and underutilization of operational capacity have become factors of concern in its future sustainability and distinctions in the lifestyle hotels industry (Bbusiness Modelanalyst, 2025).
[bookmark: _Toc201257906]About the Consultancy Firm
Bridgewater Consulting is a strategic consultancy headquartered in London and specialises in brand transformation, operational excellence and organisation development within the hospitality industry. Having a client portfolio of hotels, global chains, and leisure brands, coupled with an evidence-based and tailored approach to the diagnosis and resolution of complex business issues, Bridgewater adds value to assist a company in resolving issues that are a challenge to diagnose and rectify. The consultancy boasts of the application of both quantitative and qualitative models in the formulation of ideas of insights, and a long-term strategy that helps in resonating with the market dynamics and organisational culture (Hennig-Thurau, 2004).
[bookmark: _Toc201257907]Purpose of the Report:
Observing and resolving a critical problem, influencing the cohesion of the instrument of strategy and efficiency of Canopy by Hilton, the goal of preserving a single brand name and operational conditions within an expanding portfolio, particularly in the franchise-oriented model.
The main purpose of this report can be formulated as follows: 
· Provide the identification and solution to the problem of coherence of the instrument of strategy and effectiveness of operations of Canopy by Hilton.
· The issue of consistency of brand identity and operation conditions in an expanding portfolio, especially in the franchise, Variabilities of guest experience, involvement of staff and localised execution pose a very serious risk to the brand promise of delivering a seamless and positively local hospitality experience (Pizam, 2009). 
[bookmark: _Toc201257908]Frameworks used for the report:
To analytically examine this multidimensional issue, multiple theoretical frameworks, proposed below, are going to be utilised in this report:
· McKinsey 7S Framework- to assess the internal orientations of strategy, structure, systems, shared values, skills, staff and style within Canopy properties.
· PESTLE Analysis idea- to determine the external macro-environmental forces (Political, Economic, Social, Technological, Legal, and Environmental) that affect the Canopy as it seeks to expand and implement its strategies of operation.
· Lewin, Change Management Model - to know and suggest a formalised method of taking care of the organisational transformations that would demand facing inconsistencies and improving performance.
· TOWS Matrix - to research the strategic alternatives by linking the internal capabilities and the weaknesses of Canopy with the external opportunities and threats.
· Stakeholder Mapping- to determine which stakeholders are involved in brand success (franchisees, corporate leadership, staff and guests), their power and interest in changes that are to be rolled out (Tsang et al., 2015).
[bookmark: _Toc201257909]Issue Analysis:
The reason Canopy by Hilton is experiencing a problem lies in its major challenge of increasing the inconsistency of the implemented brand across its fast-growing portfolio, especially the franchised ones. With 45 stores in 12 countries, Canopy is continuing to expand, which has started to undermine the brand commitment of delivering a seamless cross-border customer experience and a consistently "positively local" experience. This discrepancy interferes with brand identity, customer satisfaction, and worst still, puts reputation and income at stake (Holistique Training, 2024).
A non-existent internal communication and alignment among stakeholders is an issue analysed by the team (Hussain et al., 2016). Observation based on the McKinsey 7S model indicates that there is a lack of congruency among such crucial factors as strategy, systems, and staff. Hilton is focusing its strategy on providing a locally inspired experience, the same lacks uniformity in the training system and acceptable leadership style in franchise systems, inflicting demarcation in overall guest experiences (Benítez et al., 2007).
The problem is also pointed out by customer reviews. Reviews present on the open sites tend to indicate a drastic variance in the satisfaction driven by the guests of various properties, meaning an inconsistent quality of rooms, service, and local experiences. This kind of scattered feedback does not make it easy to push the brand as well as reduce customer loyalty: two extremely important aspects in the lifestyle hotel sector, which is highly competitive (Ren et al., 2016).
As far as reputation is concerned, Canopy threatens to lose the brand equity that it has accrued since 2016. The diluted brand perception could affect Hiltons with regard to making premium pricing and being able to attract its repeat customers negatively. At the financial level, conflictingness plays into revenues becoming volatile since they tend to vary in divisions where brand misalignment causes either underperformance or high turnover of guests or personnel (LaKewa, 2023).
The reason behind it is one of the franchising-intensive growth strategies taken by Hilton Canopy. Although franchising makes it possible to develop quicker and reduce capital spending, it usually results in inconsistent control of quality and non-uniformity in compliance with brand norms. Increasingly numerous franchised outlets can have differing interpretations of brand guidelines, focusing on local operation rather than company policies (Indeed, 2023). This decentralisation undermines the capability of the Hilton company to offer a commonality in terms of service culture, aesthetic, as well as guest connectivity of Canopy across every facility location.
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(Tripadvisor, 2023)
[bookmark: _Toc201257910]Issue 1: Payment Process Mismanagement and Inflexibility
[bookmark: _Toc201257911]Problem Summary:
The guest was affected by the occurrence of billing errors, having been overcharged both on the debit and the credit card, on some automatic error transactions that had no tolls, and staff discrepancies on the methods of payment (cash vs. card). These attributes caused Monetary inconvenience and destruction of confidence in the working integrity of Canopy (Hilton, 2022).
[bookmark: _Toc201257912]Framework Application:
McKinsey 7s Framework:
· Systems: This seems to be the case with its systems, which could be slightly flawed in terms of payment and billing in the hotel, in that there are no transaction reversing checks and other charges. It also appears to lack duplication or failed transaction real-time reconciliation or alert.
· Staff: The staff was giving mixed information regarding the payment policies and did not demonstrate proper communication skills with the guest. The inaction and escalation response indicate that something is wrong with the training and service culture (Abdullah et al., 2022).
· Structure: The segmented approach among staff, finance and management is a sign of silo operations- without an integrated or effective approach to the guest resolution procedure.
[bookmark: _Toc201257913]Impact:
· Reputation loss: Online reviews regarding the payment significantly decrease the confidence of customers, particularly of international travellers.
· Operational Cost: Reversals should be made manually and then resolved through disputes again and causing an extra workload and escalating the time spent in serving the customer (Abuelhassan and AlGassim, 2022).
· Customer Retention Risk: Financial mishandling of the guests will spell out failure.
[bookmark: _Toc201257914]Issue 2: Inability to Mitigate the Dispute and Communication Policy
[bookmark: _Toc201257915]Problem Summary:
In spite of several efforts to resolve the problem with the billing, the guest was offered a slow response time, instead of sympathetic communication, and poor access to critical staff (USs Chamber Foundation, 2023). The problem could only be addressed with the help of a third-party financial platform (Wise), which reflects on the loss of the customer service follow-through.
[bookmark: _Toc201257916]Framework Application:
Stakeholder Mapping:
· High Power, High Interest Stakeholder: The guest (particularly, when there is a dispute in progress).
· Internal Miscommunication: The staff and operators also could not single out important managers, indicating poor internal codes of guest support.
[bookmark: _Toc201257917]Impact:
· Loss of Brand Trust: The variations in responses and slow reactions give the impression that Canopy does not use customer-oriented resolution.
· Problem: Variation of service and cleanliness levels of various franchised units. Issue: Inconsistent brand Service and Cleanliness Standards in Franchised Properties (Lewis and Shoemaker, 1997)
[bookmark: _Toc201257918]Issue 3: Cleanliness
[bookmark: _Toc201257919]Problem Summary:
Due to Canopy by Hilton fostering high growth rates across the world, the hallmarks of service and cleanliness are becoming irregular, and it is mainly a problem with their franchised property (Wondershare, 2025). Even though this brand has a vision to provide an upscale lifestyle hotel experience with its local roots and soft tapestries of comfort, customer reviews always draw into serious gaps in its service management.
[bookmark: _Toc201257920]Framework Application:
McKinsey 7-S model:
· Systems: During lapses in housekeeping tasks, front desk activities and access controls, it is observed that the internal systems are not in any standard and they are not well monitored at each location.
· Employees: Rude or jammed-up staff are indications of not training personnel well enough or providing them with adequate support, particularly in busy or strained franchises (Linh et al., 2023).
· Shared Values: The Canopy brand has an identity based on comfort, local immersion, and wellness that is not always being reflected in the guest touchpoints, which shows a lack of cultural alignment between these companies at the HQ level and the operators of the franchise.
· Organisational structure: Franchised business means that Hilton cannot directly control the activities of its properties, and it is hard to implement consistency in quality and responsible operations.
[bookmark: _Toc201257921]Impact:
· Brand Damage: The concept of lifestyle brands is all about consistency; damaged reviews on cleaning, safety, and competence of staff weaken the image of Canopy.
· Any franchise is called to having brand dilution in terms of common experiences across locations, which can result in negative online visibility and a drop in bookings (Delizo and Esguerra, 2013).
[bookmark: _Toc201257922]Strategic Implication:
To avert this downturn, Hilton will have to adopt a multi-pronged change strategy, which should entail the following:
· Stricter quality control inspection.
· Franchisee compliance reviews that are mandatory (Gill and VanBoskirk, 2016).
· Training program among front-line staff across properties.
· More transparent guest assurance/ visitor protocol and guest reimbursement rules.
[bookmark: _Toc201257923]Service Trends, Cleanliness and Key Business Frameworks
Although structural and organisational failures have already been identified with the McKinsey 7S and Stakeholder Mapping, a subsequent evaluation based on other models can give a more in-depth insight into how the organisational failures affect the organisational operation and reputation risks caused by the unsustainable services and cleanliness standards in Canopy by Hilton (DeskLib, 2023).


[bookmark: _Toc201257924]TOWS Matrix
A TOWS analysis discusses how Canopy by Hilton can match its internal strengths and weaknesses with external opportunities and threats to develop effective strategies.
	Internal Factors
	External Factors

	Strengths: Brand awareness Hilton has around the world, the implementation of a franchise model, and strong participation in loyalty programs (Lana, 2016).	

	Opportunities: the popularity of lifestyle hotels, sensitivity to hygiene due to life after the pandemic, and growing feedback through digital channels (Chadee et al., 2021).


	Weaknesses: Quality control decentralisation, a lack of franchise management, and poor employee training.
	Threats: Harms of reputational review online, a range of competing lifestyle hotel chains (e.g., Moxy of Marriott, Voco of IHC), and a system of social media backlash.


[bookmark: _Toc201257925]Key Strategic Response:
· Transforming existing hygiene and service quality into a differentiator through investment in standard protocols and using the advantage of the global infrastructure available at Hilton.
· Introduce an Experience Consistency Guarantee program to make the customers feel more secure and to show the world brand's responsibility (Morakanyane et al., 2017).
[bookmark: _Toc201257926]PESTLE Analysis
PESTLE (Political, Economic, Social, Technological, Legal, Environmental) assists in determining the extent of macro-environmental issues on the service delivery of Canopy (Hensens, 2016).
· Political: Countries also have different rules on hospitality operations, as well as sanitation regulations. Poor compliance consistency may cause differing quality and even penalties.
· Economic: Franchisees could be budget-concerned and can make economies in training and cleanliness. This is a slap on the premium positioning of Hilton (Hiemstra, 1999).
· Social: There is a rising need to create a safe, clean, and personal travelling experience for travellers. Plainness is now considered a societal requirement after COVID.
· Technological: Hilton can apply technology solutions in terms of other room-inspection applications or digital dashboards of cleanliness that would make things standardised (Gill and VanBoskirk, 2016).
· Legal: Incidents of security breaches (e.g. through unauthorised entry to rooms) can put properties in the line of lawsuits or even contravention of local laws that govern accommodation (Chadee et al., 2021).
· Environmental: Environmental wash routines should also be compliant with Hilton's sustainable policies, posing a challenge in matching the policy of cleanliness with that of environmental friendliness (i.e., fewer plastic and chemicals) (Hilton, 2024).
[bookmark: _Toc201257927]Six Sigma (DMAIC Approach)
The Six Sigma DMAIC model provides an improvement approach that is structured and data-based:
· Define: Find spotty service and filth as a cause of negative customer reactions and brand dilution.
· Measure: Gather the data on complaints of cleaning, cases of service, and reviews of guests on all of the properties. The indicators may be NPS (Net Promoter Score) and online rating (TripAdvisor, Google) (Hensens, 2015).
· Analyse: Identify common issues- like not adhering to standard housekeeping checklists, not onboarding staff consistently, general lack of specificity of SOPs in franchises.
· Enhance: Standardise training modules of the operation, implement periodic auditing and technology to monitor real-time service performance (Sun et al., 2020).
· Control: Introduce a system of quality control across the franchise and obligate the franchisees with the periodic compliance reports, and reward compliance and punish failures.
[bookmark: _Toc201257928]Balanced Scorecard
Balanced Scorecard is an approach that connects strategic goals with measures of performance in four different perspectives:
· Customer: Aim at a higher satisfaction score with the guests (e.g. >85%). Track the frequent recovery and sentiment.
· Internal Processes: Reduce the turnaround time of housekeeping and solve the service complaints. Monitor SLA relevant compliance.
· Learning & growth: Offer ongoing training, the frontline empowerment schemes, and reward programs on exceptional delivery of services (Asgeirsson et al., 2024).
· Financial: Avoid loss of revenue due to bad reviews and money refunds. Pre- and post-intervention tracking of revenue per available room (RevPAR) can be done (Ivanov and Zhechev, 2012).
[bookmark: _Toc201257929]Recommendations and Change Management for Canopy by Hilton:
[bookmark: _Toc201257930]Recommendations:
According to the analysis, Canopy by Hilton is experiencing operational discrepancies that can undermine its service, brand, and reputation for integrity and customer confidence (Kundampully, 2000). Such problems pose a specific threat to the lifestyle hotel segment since tailored experiences and the overall high quality of service are the key aspects of customer expectations. The next line contains recommendations that Canopy by Hilton should consider implementing as it seeks to deal with the problems, stabilise, and restore consumer loyalty (Hilton, 2017).
[bookmark: _Toc201257931]Create a single point Quality Assurance (QA) & Brand Compliance Program.
The hotel needs to adopt an integrated Quality Assurance brand compliance program to solve the discrepancy in the services and cleanliness offered in the franchised Canopy by Hilton and the operated hotels on behalf of the company. The decentralised franchise system has also led to inconsistency in the guest experience, which is counterproductive to the Canopy brand, which targets a high-end lifestyle hotel. This program must be used to standardise operation procedures in the most critical areas, including front desk operations, housekeeping operations and handling guest complaints. Frequent quarterly audit- either physical or virtual inspection- would provide constant surveillance and subsequent detection of performance flags. It is recommended that a digital service dashboard be created, which can enable live monitoring of significant performance pointers such as guest satisfaction rating, incident reports and cleanliness scores of all properties (Remane et al., 2017). The properties that perform equivalently to or above the benchmarks can also be awarded or rewarded, leading to motivation among franchisees to maintain the brand standards. Although this project will involve an initial investment in establishing audit guidelines and a technological framework, it is estimated that an increased consistency in guest levels and a boost in brand loyalty will be the result (Sunny et al., 2019).
Estimated Cost:
· QA system development: £20,000 initial setup
· Annual auditing (10–15 properties per region): £30,000
· Staff training modules: £10,000
[bookmark: _Toc201257932]Launch the “Canopy CleanStay+” Program
Taking into consideration the high importance of hygiene and cleanliness, as it is valued by guests, especially during the post-pandemic period, Canopy should change its cleaning routine with the support of a special program entitled Canopy CleanStay+. Adding to the already existing CleanStay program of Hilton, the CleanStay+ would cover increased and more thorough cleanings, housekeeping employees providing reports on gadgets and other digital tools, and using advanced sanitisation like UV light or electrostatic-spraying machines (Morakanyane et al., 2017). Supervisors would be able to track compliance with cleaning assignments because housekeeping will use mobile devices to report that they have undertaken cleaning tasks by the end of the day. Further, the hotel app would encourage the guests to provide post-cleaning feedback immediately, which would allow the hotel to have an idea of the missed areas immediately. Such a program will see the installation of new cleaning equipment at the properties and training of the staff, but will go a long way in enhancing guest confidence concerning hygiene standards. It is good to first launch CleanStay+ only at some properties so that Hilton can understand the effectiveness of such an initiative, collect data, and streamline the process before implementing it on a network-wide scale (Hilton, 2024). 
Estimated Cost:
· App integration per property: £8,000 annually
· Swab and UV equipment (bulk rate): £200 per hotel
· Training: £5,000 
[bookmark: _Toc201257933]Introduce Guest Recovery Protocols and a “Hospitality Apology Kit”
Service failures are critical to respond to effectively and sensitively to save guest loyalty; nevertheless, the current response of the company is that Canopy works poorly towards service recovery (Dhiman and Arora, 2022). To counter this, Hilton can initiate a formal Guest Recovery Protocol in which their frontline staff are given clarity and authorisation to provide instant solutions to the guest, which may include a room upgrade, free meals or vouchers to stay at a later date. As a part of this protocol, there would be a training program aimed at conflict resolution skills, emotional intelligence, as well as effective communication so that the staff would be able to react professionally and express sincere empathy (Abdullah et al., 2022). Moreover, the hotel might also introduce a new service called Hospitality Apology Kit, which may include custom apology letters, some gifts, or even local sweets that will be sent to the room of guest as a sign of goodwill. These considerate gestures are not part of the ordinary compensation and create my trust and motivation to stay again.
Estimated Cost:
· Kit items per incident: £7
· Staff training: £5,000 
· Recovery tracking system: £10,000 development + integration
[bookmark: _Toc201257934]Automate Billing & Payment Systems with Real-Time Error Detection
Billing mistakes and varied information given regarding the mode of payment have generated a lot of guest dissatisfaction and economic discomfort. Canopy by Hilton needs to invest in new billing and payment systems that have inbuilt real-time error detection and reconciliation functions. This would include a software upgrade to cloud-based property management as the transactions of front desk operations, accounting and payment gateways are synchronised, which reduces manual errors (Gray and Liguori, 2002). Moreover, the system must have the capacity to accept various payment options, but the policy should be well communicated to guests in advance about what can or cannot be paid using cash, using a card, and the implications of paying in a different currency. Training of staff on how to use the renewed system and on effective communication of the payment choices needs to be done to avert misunderstanding. The introduction of automated discrepancy alerts on charges and transparent, timely refunds would help to increase guest confidence and minimise the administrative loads (Kundampully, 2000).
Estimated Cost:
· PMS upgrade and error detection integration: £25,000 (one-time)
· Staff training for 100 front-desk employees: £7,500
· Guest portal integration: £12,000
[bookmark: _Toc201257935]Change Management for Canopy by Hilton: Guiding the Transformation
The adoption of major operational adjustments and cultural changes in Canopy by Hilton would need some effective approach to managing the change to achieve that successfully, with minimal interference, and a lasting result in terms of performance optimisation (Gudmund, 2013). In light of the scope of the hotel and the variance of its properties that are franchised, managing change plays an imperative role to solve discrepancies in quality of service, competence of cleanliness and accuracy of billing, as well as employee skills. This part describes an entire change management plan on the basis of the Lewin Change Model, the Kotter 8-Step Process, and Stakeholder Mapping, and viewing through Balanced Scorecard, with the help of which the shift toward the high levels of operation can be ensured to take place painlessly.
[bookmark: _Toc201257936]Unfreezing: Organisational Preparation of Change
Unfreezing is the initial phase of the Change Model developed by Lewin to have an organisation ready to change both mentally and operationally (Depietro et al., 1990). In the case of Canopy, this is started by addressing the problems transparently and generating a common ground of perception by all parties involved, namely corporate leaders, franchisees, employees and guests (Economic Times, 2023). There must be open communication to create a sense of urgency and motivation to promote improvement. To protect the brand image and status on the market, Hilton leaders need to implement town hall sessions, webinars, and internal communication initiatives where they can explain why consistent quality and the best experiences of guests are critical strategic drivers (Engin and Rahman, 2022).
The diagnosis of organisational readiness and resistance identification is also done in this phase. Franchisees and frontline employees can be afraid of more intense control or more workload, and some of them might be doubtful of new technologies or new procedures (Salviotti et al., 2022). Implementing Stakeholder Mapping will enable Hilton to classify the stakeholders on the basis of their levels of influence and impact on the company. 
[bookmark: _Toc201257937]Changing (Transition): Implementing the New Processes and Behaviours
The transitioning stage is where Hilton puts into practice the initiatives planned: the upgrade of the billing systems, quality assurance audit standardisation, cleanliness protocol enhancement, and staff development programs initiation (Cser and Ohuchi, 2008). Throughout this transition, communication, training, and support are essential processes to facilitate the adjustments made by the employees and the franchisee to use new tools, thoughts, and behaviours.
The training programs should be well planned and conducted to support various learning requirements of such a reach as Canopy. This entails a combination of face-to-face workshops, online learning modules and simulation programs that would comprise new service standards, guest recovery procedures and the use of technology (Kane et al., 2015). They should be trained, and continuous coaching and mentoring should be used to improve their learning and confidence.
Canopy ought to employ the rules of Kotter's Steps in order to control the possible opposition, which is the empowering of broad-based action, short-term wins, and consolidating gains. The employees are not supposed to be chained to strict policies, but they are expected to find problems and suggest solutions to them. Praising and announcing early victories will increase guest satisfaction ratings or fewer billing mistakes, help keep positive behaviours intact and stimulate more people to follow their example (Chanias et al., 2019).
[bookmark: _Toc201257938]Refreezing: Integrating Change in the Culture
The last stage of the model developed by Lewin is on refreezing, which is concerned with institutionalisation of the new behaviours, processes and standards so that the transformation takes a long time. Hilton should integrate the enhanced service, cleanliness, and working procedures into everyday practices and corporate culture. It is possible by formalising those standard operating procedures (SOPs) that were changed, using amended KPIs in performance appraisal, as well as enhancing accountability mechanisms on all levels of the organisation (Organimi, 2022).
Balanced Scorecard framework offers a helpful method of this embedding process through aligning the strategic objectives with quantifiable performance measures. Indicators that Canopy must include in its scorecard are the scores on guest satisfaction, the audit compliance levels, the percentage of accuracy in billing, the percentage of staff training completion, and the staff engagement levels (Guzzo, 2010). 
[bookmark: _Toc201257939]Dealing with Resistance and Creating Engagement
Change is normal, and it is perceived as natural to resist change, especially when there are employees working in a multi-location hospitality brand system who feel overwhelmed or have no idea of what to do. The change management plan in Hilton should play a proactive role in confronting resistance by being empathetic, transparent, and inclusivity. Hilton can customise the engagement strategies using Stakeholder Mapping to customise them to the various populations. As an example, business owners might wish to have substantial information regarding the level of returns and brand influence, but the frontline workers need proper instructions and the possibility to air their grievances (Data Forest, 2024). This can be facilitated by empowering change champions in every property, who are respected by peers, to have peer-to-peer communication and peer-led training, and effectively alleviate the resistance in a self-organising manner.
[bookmark: _Toc201257940]Measuring Success and Continuous Improvement
Change management does not come once and is completed, but is an adventure. To enable Hilton to make data-driven modifications, it needs to build strong measures to gauge the effectiveness of suggested changes and alterations. This entails defining a baseline measure before implementation and provides points to be achieved by the key performance indicators (KPIs).


[bookmark: _Toc201257941]Action Plan:
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Cost Estimate

	Inconsistent service and guest experience
	Improve the process of staff training in a standardised manner, and introduce coaching programs.	
	Increasing the compatibility of service and customer satisfaction.
	6 months
	October 2025
	£10,000 (training development and delivery)

	Cleanliness and housekeeping issues
	Setting more rigid housekeeping procedures, regular audits and the CleanStay+ program	
	

	Surveyed rooms which are clean and well taken care of at all times	

	4 months
	August 2025
	£165,000 (cleaning resources, audit tools)

	Billing errors and payment inconsistencies
	Billing software updating and training of personnel to train on staff billing procedures (Holistique Training, 2024)	
	Fewer errors on the bill and more confidence among the guests.
	5 months
	September 2025
	£44,500 (software upgrade and training)

	Fragmented franchise oversight
	Having a central quality control group and having consistent franchise performance reviews	
	Improved uniformity of operations in all sites (Jeong and Phillips, 2001).
	3 months
	July 2025
	£50,000 (staffing and audit systems)

	Staff resistance and low engagement with changes
	Use a change management approach with the help of the Lewin model, the Kotter approach and the involvement of stakeholders.
	Easy adaptation to change and good staff morale (Vorecol, 2024).
	Ongoing (start within 1 month)
	Beginning May 2025, ongoing
	£50,000 (communications and engagement programs)

	
	


Poor guest recovery process




	Implementing Guest Recovery Protocol and Hospitality Apology Kit 
	Increased guest satisfaction after service failures

	4 months

	August 2025

	£15,000


The action plan describes a framework for tackling the most important concerns at this Canopy by Hilton branch. The plan dismantles all the problems down to inconsistent service, cleanliness shortages, billing breakdowns, franchise management, and staff resistance, and also matches them to suitable solutions that would improve the efficiency of operations and customer satisfaction. As an example, uniform training and further coaching would focus on improving the level of service, whereas increased housekeeping procedures and inspection guarantee clean rooms in any case.
Most of the solutions will take three to six months, which is the approximate period proposed in the timeline and enables the hotel to maintain effective changes without burdening the staff. Expenses are well-calculated, having in mind the worth of the investment in training and improvement in technology, as well as the quality control, but at the same time balancing the expenses sense and impact of changes (Chanias et al., 2019).
The dates of completion offer distinct milestones to monitor the progress, and despite the changes, the altered change management strategies would ensure that the staff would be engaged and morally boosted during the transition processes. On the whole, the given action plan will provide Canopy Hilton with a convenient plan of action that will help it improve the customer experience, operational stability, and brand image (Hilton, 2022).
[bookmark: _Toc201257942]Conclusion and Recommendations:
This report has critically analysed the current problems being experienced by Canopy by Hilton, bearing in mind that the main ones include a lack of consistency in service provision, cleanliness concerns, issues, accidentally incorrect billing problems and difficulties in franchise management. These issues have also been proven to be major contributions towards issues of guest satisfaction, efficiency of operations and the eventual reputation of the brand. Various well-known PR management frameworks, such as McKinsey 7S, Stakeholder Mapping and Change Model by Lewin, were used to analyse the situation, to get a clear idea about the causes and broader effects of these problems.
Some of the main conclusions are that the decentralised franchise is what has enabled the company to grow very fast; however, it has led to inconsistency in the quality of the services and standards of the operation. A lack of staff training and a poor communication system have worsened the issue and contributed to customer dissatisfaction and negative ratings. Also, billing mistakes and ambiguity of a payment system have lost the trust of the visitors, which is why the technological and procedural processes should be enhanced (Thordsen et al., 2020). 
Contrarily, the recommendations target the multi-faceted nature that is involved in restoring and building the integrity of the Canopy brand. They should also focus on an exhaustive staff training and a continuous development program to enhance the consistency of service delivery and guest relations. Implementing and enhancing housekeeping standards and carrying out periodic cleanliness checks will guarantee that the rooms are maintained at the high standards expected by customers. Improving the billing process and advancing payment policies will help to eliminate errors and create more transparency, as it will renew the trust of consumers. The establishment of a centralised quality control group whose regular task will be to assess and report the performance of franchises will encourage the standardised operation of the locations. Lastly, the use of systematic approaches to change management will make integration of such changes much easier, reduce employee resistance as well and foster a culture of constant improvement.
Such recommendations are made keeping in view the size and international presence/outreach of Canopy by Hilton, whereby they should be possible and affordable with long-term impacts of high value. With such measures, Canopy will also experience an increase in guest satisfaction, operational performance, employee satisfaction and overall brand image. This action plan can help businesses in achievement of its goals through reasonable cost estimation and the provision of each and every time frame that is necessary in ensuring that the plan achieves success and that its results can be measured.
We would like to express our great appreciation to Canopy by Hilton for cooperating with this project. The experience of analysing the existing issues and formulating solutions that would enable to enhance its position of the brand on the market has been rewarding. We are expecting the privilege of collaborating with Canopy by Hilton in future projects and working further to the success of Canopy by Hilton in the competitive hospitality sector.
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About cleaning room

Hello, everything is fine, but | just want to complain about the cleaning of the rooms, because it's
not my first time and it's just terrible. Dust everywhere in the room and sticky stuff on the floor, the
bathroom has not been flushed and the joints are orange and chalky everywhere. | will not step

foot in this hotel again. They don't know how to keep it clean. Thanks
Read less A

Date of stay: July 2023
Trip type: Traveled with family
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No one needs to stay here!

A summary of my stay: A foreigner in my room with a valid key card from the reception, noise
from (supposedly) the subway, unfriendly and overwhelmed staff and an area which is not safe.
When you have ok-ish breakfast, as thermometer is very noisy but the selection is good for an
Englisch hotel, you should bring time as the staff will forget your order at least once.

The final joke of my stay was that | got two vouchers for a free drink after some of the.
inconveniences above occurred. When | wanted to use one for a beer (the voucher only says
free drink" - one could have the idea a drink of your choice) | got told that I can only have one
sort of beer which was not the one | wanted. Great! If you p*** off customers, you give them a
voucher to have av chance to disappoint them again.

Read less A

Date of stay: March 2025
Trip type: Traveled solo
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le Experience : Error Charges On Credit Card & Hotel Denial

Had a really horrid checkout experience with an incompetent staff. How times have changed
where “cash s king” and “legal tender” no longer hold value as many establishments go
cashless. And | presume that's what Hilton By Canopy will impose eventually as we were told on
day 1 by front desk we cannot settle hotel bill by cash only to be told by another staff on day 2
that we could but no change will be given. If Hilton does intend to do that please state clearly
‘on your website as being frequent travellers, we always settle our hotel bills with remaining
currency of 1 country before we travel to the next country so that we do not carry too much
valuables around and lose out on fees when converting back to home currency later or paying
by credit card. On checkout day, the incompetent staff overcharged my debit card which | had
towait up to 7 days for a refund, resulting in me having to use my credit card which he again
charged me a 2nd wrong amount. | only found this out about my credit card when a 3rd error
charge was made on my debit card after | have checked-out, received the settled invoice and
receipt via email, and am already in Pari
Ihad to use my credit card because my debit card was frozen in Paris due to the 3rd error
charge . Thisis when | realised he made an error charge on my credit card then subsequently
reversed it, all without telling me! He then made the correct charge on the next try. However,
what he does not know is that with the charge and reversal, | have already incurred Forex fees
when the credit card company converts the foreign currency into my home currency and then
vice versa when the reversal was made. This being the same guy who told me Canopy Hilton
does not accept cash at all for payment and his displeasure when | told him his colleague told
me different and he had no choice and proceeded to do so.

Ido not want to make false accusations but charging both cards with error amounts and then
initiating another error charge on my debit card after | was i Paris and even with receipts
issued indicating that | have already paid in full, was simply not excusable nor tolerable. All just
seems too coincidental, after all, how often does one get 3 error charges on 2 different cards all
from the same hotel stay? And the staff even had the audacity to keep quiet about the 2nd error
while | was there right infront of him and just nonchalantly reverse it. It all just makes this feel
personal, @ “getting even” on me for making him count the money and accepting cash.
Ironically, | apologised to him then for having him to accept cash and I said Hilton should really
state this on their website if they are going cashless. But stll all | received was
unprofessionalism and downright incompetence!
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