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[bookmark: _Toc157691739]Executive Summary
The renowned Riviera Hotel in Barcelona engaged our consultancy to counter alarming declines in occupancy, revenue, reputation, and overall competitiveness as a luxury property. Via detailed analysis applying frameworks like STEEPLED, TOWS, and SOAR, the following report has diagnosed the core issues stemming from outdated facilities and offerings compared to elegant new entrants on the Barcelona hospitality scene. The Riviera is now viewed by guests and travel professionals as dated and lagging far behind on amenities and experiences.
The following comprehensive market research articulated that today's luxury travelers list immersive local authenticity, wellness, sustainability, and seamless integration of the latest technologies when selecting hotels. Furthermore, guests expect customized experiences, eco-conscious practices, unique culinary offerings, and frictionless digital integration. Barcelona, in particular, has seen a surge of over 2,000 new luxury rooms added in just the past three years as lavish new properties like The Barcelona EDITION fascinate travelers with contemporary design, Michelin-starred dining, rooftop pools and bars, and Instagram-worthy moments catered toward next-gen consumers. In contrast, The Riviera has made only minor updates to its rooms and public areas over the past decade.
Once boasting near-perfect guest ratings across sites like TripAdvisor, satisfaction levels have now fallen to just 3 out of 5 stars as reviews increasingly describe the hotel as “dated”, “lacking luxury amenities,” and “needing refurbishment.” While new entrants win acclaim for their elegant design, culinary creativity, and high-tech amenities, The Riviera is critiqued for feeling outdated and inferior. In addition, the 249-room Riviera saw occupancy drop from a healthy 75% to just 61% over the last five years as guests opted for rival properties perceived as more luxurious.
At the same time, competitors have steadily increased average daily rates to inter-link with greater demand, whereas rates at The Riviera have increased from €550 to €590 given declined interest. As a result of stagnant occupancy and limited room rate growth, overall revenue has decreased by over 20% over the past five years. With lower revenue but ongoing substantial operating expenses, net operating income has plunged by nearly 30% over the same period.



Reflecting this financial decline, only 20% of The Riviera's past guests now rank it among Barcelona's top five luxury hotels, compared to 45% who placed it in that top tier just five years prior. These statistics dignify the dramatic reputational damage experienced as the property is no longer considered a premier luxury option befitting Barcelona. The hotel's prestigious facilities and amenities have not kept pace with elegant new competitors.
To revitalize The Riviera and re-establish its status as Barcelona’s foremost luxury hospitality icon, we have recommended a significant €75-85 million enhancement initiative to completely refresh and elevate the property over the next two to three years. It will encompass renovating all guest rooms, public areas, restaurants, meeting spaces, technology, and back-end operations to address the gaps, allowing rivals to surge ahead. Once fully implemented, our recommendations increase occupancy by 30% within two years and RevPAR by 50% or more, justifying the prudent capital outlay.
Phase 1 will focus on fully transforming all 249 guest rooms over a 9-month timeline. It includes new flooring, furnishings, ambient lighting, and integrating today's expected amenities like streaming entertainment capabilities, device charging ports, voice assistants, and intuitive climate controls. Electronic service request systems will also be added to enable personalized attention on demand. The new room design will blend modern aesthetics with the property's signature art deco elegance.
Phase 2 will then overhaul key public areas over 12 months. The exterior façade, driveway, lobby, restaurants, pool area, spa, and fitness center will be refurbished to match the contemporary yet timeless vision of the guest rooms. The lobby will transition to an open-concept floor plan with flexible seating options for focused work or relaxed socializing. The pool area will gain luxury cabanas, expanded deck space, and enhanced landscaping/lighting to create an indulgent oasis. The spa and fitness facilities will be enlarged and equipped with cutting-edge amenities and treatment offerings.
Likewise, Phase 3 will focus on elevating the meeting and event spaces over 6 months. The grand ballroom, breakout, and boardrooms will be redesigned for adaptable configurations and integrated audio-visual technology. Pre-function areas will become open hospitality zones, allowing seamless event flow and circulation. These enhancements will return The Riviera to the forefront of Barcelona's event-hosting venues.
Concurrent with the physical renovations, backend infrastructure from Wi-Fi networks to core hotel management systems will be upgraded to enable frictionless guest experiences and future-ready operations. We also recommend implementing a customised mobile app to allow guests to control room features, make requests, communicate with staff, and more.
Comprehensively revamping the property will require an investment of €75-85 million. Funding can be secured via commercial loans and hospitality sector financing tools we can access through our banking relationships. Modest price optimisation in restaurants and spas during renovations will provide cash flow aligned with the phased timeline of 24-30 months.
These significant but prudent enhancements will directly counter the outdated facilities and amenities that have caused The Riviera to lose ground to new competitors. Once fully implemented, our recommendations will increase occupancy by 30% within two years and boost RevPAR by 50% or more. The restored profitability will justify the capital outlay to secure The Riviera's future for decades. 
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[bookmark: _Toc157691740]Introduction 
The Riviera Hotel is a historic luxury hotel located along the main promenade of Santa Susanna, just 100 meters from the beach. Opened in the 1960s, the 249-room Riviera is considered one of the most prestigious hotels in Barcelona, Spain, and is renowned for its glamorous art deco design and prime beachfront location (Meijer et al. 2022). The hotel offers a range of amenities comprising three restaurants, two bars, an outdoor pool, a full-service spa, a fitness center, a business center, a ballroom, and meeting rooms. The Riviera caters to an upscale leisure and business traveller seeking a refined and indulgent experience (Meijer et al. 2022). However, in recent years, The Riviera has faced multiple hurdles in keeping up with more modern luxury hotels opening in Barcelona. While the Riviera rests on its historic reputation, newer entrants have captivated guests with cutting-edge designs, technology-improved amenities, and unique culinary experiences (Hotel Riviera, 2023). Consequently, occupancy and revenue have declined at the Riviera as guests opt for trendier hotels perceived as more luxurious. The hotel's prestige has also taken a hit as online reviews indicate the property feels outdated and lacks the level of service expected (Hotel Riviera, 2023).
To address these issues, The Riviera has contracted our consultancy firm to conduct an analysis and provide recommendations. We are a leading consultancy specialising in the hotel and tourism sector. With over 15 years of experience advising hotels, resorts, and restaurants globally, our firm is well-positioned to articulate the current issues impacting The Riviera and chart a path toward reinvigorating this iconic property. Our analysis will apply several frameworks to comprehensively evaluate The Riviera's internal and external operating environment. A STEEPLED analysis will identify key external factors across the sociocultural, technological, economic, environmental, political, legal, ethical, and demographic domains shaping the hotel and wider hospitality industry. 
An internally focused SOAR (Strengths, Opportunities, Aspirations, Results) analysis will also be performed. The SOAR analysis will allow us to strategically articulate The Riviera's current strengths and opportunities, set aspirations, and define results to work toward. A TOWS analysis will then build upon the SOAR analysis to develop strategies matching the hotel's internal strengths with external opportunities while also addressing weaknesses and threats. These frameworks will offer data-driven insights into improvements needed at The Riviera to increase occupancy and revenue while reclaiming its lost status.
[bookmark: _Toc157691741]Analysis
[bookmark: _Toc157691742]Issues and Contributory Factors
Through preliminary discussions with management, the primary issue identified at The Riviera is declining occupancy, leading to reduced revenue and profitability (Rodríguez-Antón et al. 2020). Over the past 5 years, The Riviera has seen occupancy drop from 75% to 61%. During the same period, the average daily rate has only increased from $550 to $590 per night. As a result, overall revenue has decreased by over 20%, causing net operating income to drop by nearly 30%. The reduction in occupancy and revenue has significantly impacted The Riviera's financial performance. Moreover, the hotel's prestige has taken a hit as the lowered demand signals the property is losing its appeal among luxury travellers (Hidalgo et al. 2022). The proposed reputational damage is apparent across travel review sites where The Riviera once boasted near-perfect ratings but now struggles to achieve 3 out of 5 stars (HOTEL RIVIERA, 2023). Recent reviews describe the hotel as "dated", "lacking luxury amenities," and "needing refurbishment (see Figure 1).
[image: ]
(Fig 1: Review that Echoes the Proposed Change Source; Trip Advisor)
Our analysis determined the root cause of The Riviera's waning occupancy and reputation is two-fold: 1) Growing competition from new luxury hotels opening in Santa Susanna and 2) The property's outdated facilities and amenities in comparison. Santa Susanna has seen a surge of new openings, adding over 2,000 luxury rooms to the market in the past 3 years (HOTEL RIVIERA, 2023). These properties boast contemporary design, fine dining experiences, and high-tech amenities. For instance, The Barcelona EDITION opened last year and features a rooftop pool, cocktail bar, and restaurant run by a Michelin-starred chef (Barcelona EDITION, 2023). In contrast, The Riviera has made only minor updates to rooms and public spaces over the past decade. The hotel's renowned restaurants have also declined, receiving fewer accolades and lower online ratings.
While The Riviera was the luxury leader in Santa Susanna for decades, competitors have caught up and surpassed the aging property. A survey of past guests found only 20% believe The Riviera is among the top 5 luxury hotels in Santa Susanna compared to 45% just 5 years ago (HOTEL RIVIERA, 2023). 79% of these former guests indicated modern amenities and dining spaces as they switched to newer brands (see Figure 2).
[image: ]
(Fig 1: Review that Echoes the Survey above Source; Trip Advisor)

[bookmark: _Toc157691743]STEEPLED analysis focusing on external factors related to hospitality/hotels
[bookmark: _Toc157691744]Sociocultural
The changing guest demographics, attitudes, and priorities profoundly shape the hospitality industry. Experiential luxury travellers are less impressed by showy displays of wealth and more interested in unique local experiences, immersive activities like cooking classes, and Instagrammable moments (Van Rijen, 2021). Health and wellness-focused guests increasingly seek restorative spa getaways, yoga retreats, and fitness boot camps. This wellness tourism trend is now mainstream among luxury hotels. Furthermore, inter-generational travel has also surged, where families spanning grandparents to young grandchildren vacation together. It requires a breadth of amenities to satisfy all ages (George, 2021). Moreover, business travellers expect seamless integration of work and leisure with productivity enabled by robust technology and amenities. Hotels clinging to traditional notions of luxury, demographics, and programming are missing these emerging sociocultural trends and the resulting shift in consumer demand (Firuzi et al. 2021).
[bookmark: _Toc157691745]Technological
Technology both works in favour and against hotels attempting to keep well-informed of a world of constant change. People want seamless digital integration as they go through reservations, check-in, in-room controls, requests, and payments (Martínez Paz et al. 2022). Frictionless apps that enable people to control their room features, communicate with staff, and order amenities are now just a basic entry point. In addition, the constantly changing needs of current travellers, who willingly pay for hyper-personalised, tech-enabled service, makes obsolete processes just frustrating (Martínez Paz et al. 2022). Similarly, competitive attributes employ in-room tablets, virtual assistants, IoT functionality, and automation, performing for an easy, high-touch stay. On the other hand, the ever-changing nature of cybersecurity threats, costly systems upgrades, and the need for a strong Wi-Fi make the implementation of such a plan challenging.
[bookmark: _Toc157691746]Economic
The economy is the chief factor that strongly impacts the hospitality industry. Freedoms and corporate travel rise in prospers time and during the disposable income rises, corporate travel allows rate optimisation. In the same way, once conditions stagnate or headwinds such as inflation arise, non-essential hotel spending drops to compel discounts since the travellers weigh on their budgets. Although macroeconomic events shape the industry, the impact of local factors should not be ignored. For instance, even macro forces cannot effectively delimit the demand for business hotels when a city witnesses a technology or energy boom. Besides, destination weddings affect the hotel economies of the local areas (Carlo, 2021). Even with the presence of larger tides, hotels are obliged to change rates and operations to adjust to intensely local supply-demand forces (Rojas García, 2021).


[bookmark: _Toc157691747]Environmental
The role of sustainability in hospitality seems to have gone beyond an ethical obligation and now also serves as a competitive edge. Eco-friendly clients refer to such hotels as LEED certified, with renewable energy, comprehensive recycling programs, and natural bath products (Roy et al. 2021). Water preservation and reuse are also vital in the face of scarcity. Although it increases the cost of production, environmentally friendly practices improve a company’s reputation and adhere to the societal mandates. On the other hand, the climate change has made contingency planning for extreme weather events an operational necessity in order to ensure safety of the guests and minimizing the losses (Rahman, 2021).
[bookmark: _Toc157691748]Political
Policies that are implemented by the government such as tax incentives for hospitality development and tourism promotion campaigns in Spain have tremendously boosted the incomes of hotels. But political uncertainties or instability is also discouraging the travellers. Hotels need to take note of political connections between them in the home and key markets. For instance, visa liberalisation will boost visitor arrivals (Seyitoğlu et al. 2020). Additionally, policy changes such as favourable regulations for vacation rentals will develop new rivals for conventional hotels. Furthermore, supportive policies will benefit hotels while political winds hammer the outlook.
[bookmark: _Toc157691749]Legal
Implementation is a legal requirement in the hospitality industry of Spain for the employment laws, safety codes, accessibility mandates, and data privacy regulations. Rising cases and lawsuits concerning issues such as harassment have increased legal risks. Law suits concerning the outbreak of illness have also emerged as a risk (Bhuiyan et al. 2023). Furthermore, keeping up with legal responsibilities on a property as large as this, with a workforce to match, would not be easy to accomplish, but it is essential to avoid liability. Nevertheless, the legal factors create insignificant challenges when handled properly, but non-compliance puts the hotel at the risk of financial and reputational damage (Arnau Landaluce, 2023).


[bookmark: _Toc157691750]Ethical
At the same time, public attention to ethical concerns, such as fair labour standards, environmental responsibility, and community influence is increasing. Consumers and workforce demand adherence to values and will accuse these hotels on ethical norms as a whole. In addition, certifications related to sustainability, diversity, and governance gain reputation (Loizia et al. 2021). Setting high standards of ethical behaviour on sourcing, employment, inclusivity and operations reflects a social responsibility that stimulates guest demand.
[bookmark: _Toc157691751]Demographic
Demography does change globally, and it is the demography that shapes hospitality consumption. The emerging scenarios involve the millennials and Gen Z with economic might and a taste for adventure tourism. The travel market is fast growing and the need for accessible design and programming suitable to such age groups should be given priority (Bajrovic, 2021). New demand for tourism is created in places such as Asia and Latin America with an enlarging middle class. Similarly, adopting marketing and value proposition to leverage changing population base helps hotels to locate growth in the face of disruption in the industry.
[bookmark: _Toc157691752]TOWS analysis of the hotel's strengths and areas for consideration
[bookmark: _Toc157691753]Leveraging Strengths & Opportunities
The Riviera applies its beachfront location and historic elegance to differentiate itself from competitors via experiential offerings like 1960s-themed parties, heritage tours articulating the property’s legacy, and seaside programming leveraging the coastline like water sports, sailing excursions and beach butlers (Poretti et al. 2020). Multi-generational family packages capitalising on kid-friendly amenities alongside refined adult services present an opportunity to capture growing inter-generational travel. Moreover, partnerships with respected luxury brands like high-end automakers, yacht companies and fashion houses expand marketing reach to comfortable demographics inter-linked with the hotel’s prestige (Ubeda-Garcia et al. 2021). Pop-up restaurants with celebrity chefs and exclusive nightlife events drive buzz and engage next-gen luxury travellers.


[bookmark: _Toc157691754]Confronting Weaknesses & Threats
Outdated amenities and analogue technology detract from the contemporary guest experience, requiring comprehensive renovations to rooms, event spaces, restaurants and public areas to meet modern standards. All guest rooms in the context of Riviera offer streaming entertainment, integrated lighting controls, and tech-enabled convenience. Public spaces are required to showcase cutting-edge design with flexible event capabilities (Matteucci, 2020). Yet ensuring the property’s visual splendour is preserved even as new systems are installed remains paramount. Hence, in the context of Riviera restoration is required to balance modernity with timeless charm. Staff cutbacks during the pandemic necessitated targeted hiring, training and culture building to deliver service expected by guests (Lee et al. 2024). While new competitors have emerged, The Riviera is advised to counter by emphasising its longstanding legacy and superior location. Adjusting rates strategically during low demand periods expands access to the middle luxury market without dilution.
[bookmark: _Toc157691755]Optimising Strengths & Threats
The new entrants cannot imitate the institution status of the Riviera in Barcelona. Its uniqueness from trendy upstarts is the tribute of its continuous respect and tradition. They are delivering deluxe guest experiences through the opulence of amenities, anticipatory service and local insider access that defines genuine exclusivity (Pereira-Moliner et al. 2021). Besides, underlining sustainability campaigns such as the use of solar energy, water conservation and waste management only adds to a positive image. In addition, they are trying to secure the recognition from the leading travel magazines through targeted publicity that will serve to validate its position in the competitive market as a regular member of the world’s finest luxury hotels (Erro-Garcés et al. 2020).
[bookmark: _Toc157691756]Limiting Weaknesses & Threats
Obsolete facilities intensify liable to competitors, which has to be modernised as soon as possible. Automating check in, in-room controls, and back-of-house systems also streamlines operations to counter increasing utility and labour costs. Further, strategic collaboration with celebrity chefs, mixologists and designers adds a breath of fresh air, but at the same time maintains the tradition (Hidalgo et al. 2022). Social media marketing engagements such as an Instagram takeover target next-gen luxury travellers. The off-peak discounts open up the doors of hotels such as Riviera to the wider audience, but at the same time, they do not take away the level of exclusivity (Hidalgo et al. 2022). By putting the staff in the positions of decision-makers, Riviera will be able to increase their engagement, and, as a result, the hotel’s vision will be realised.
Thus, from this perspective, it can be indicated that The Riviera is able to build on its strengths to take advantage of growth opportunities. On the other hand, addressing weakness by investing heavily on the property and staff is also as crucial as it is. Although there are pressures of the increasing competition, the Riviera enduring strengths like location, history, and service offer lasting competitiveness. On the basis of internal and external factors, one can say that The Riviera needs to find its way to a better life as the leading luxury hotel in Barcelona.
[bookmark: _Toc157691757]SOAR analysis of future strategic directions
For the Riviera Hotel, the SOAR analysis begins with its Strengths, where the hotel's historical attraction and architectural beauty stand out as its core assets. Its prestigious location in Barcelona further improves its appeal, attracting both freedom and business travellers who are interested in having unique charm that newer competitors cannot replicate (Gomes et al. 2022). Moreover, the hotel's legacy has produced a dedicated customer base, whose loyalty is evidence to its longstanding service excellence (Gil-Cordero et al. 2023).
Moving to Opportunities, the Riviera Hotel is poised to leverage emerging trends in the hospitality industry. The growing preference among travellers for customised and distinctive experiences illustrates a chance for the hotel to innovate beyond traditional luxury offerings (Crespí-Cladera et al. 2021). The integration of advanced technology in hotel operations and guest services significantly elevate the customer experience, making stays more convenient and enjoyable. Additionally, there's a clear opportunity to lead in sustainability within the hospitality sector, an increasingly important factor for today's eco-conscious guests (Belda et al. 2021).
In terms of Aspirations, the Riviera Hotel aims to articulate itself as a premier luxury destination. The proposed ambition dignifies not just offering modernising facilities but also curating unique guest experiences that articulate the hotel's rich history and cultural significance (Díaz-Carrión et al. 2020). The aspiration extends to setting benchmarks in sustainability, with the hotel striving to exemplify environmental responsibility in all aspects of its operations (Cotilla et al. 2021).


Likewise, the expected Results from these strategic directions offers an improved reputation and increased market competitiveness. Moreover, increased guest satisfaction via customised experiences and state-of-the-art amenities is anticipated to drive up occupancy rates and revenue (Del Mar Alonso-Almeida et al. 2013). In addition, operational efficiencies gained from technological advancements will streamline services, limiting costs and improving the overall guest experience (Del Mar Alonso-Almeida et al. 2013). The commitment to sustainability is expected to not only attract a broader demographic of guests but also position the Riviera Hotel as a leader in eco-friendly practices, contributing to long-term success and growth in the competitive hospitality landscape.
[bookmark: _Toc157691758]Recommendations
We recommend The Riviera undertake a multi-phase revitalisation initiative to address declining occupancy, revenue, and reputation. It requires significant investments to refresh outdated facilities and elevate the guest experience (Fernández et al. 2015). However, once fully applied, our recommendations catalyse a 30% increase in occupancy within 2 years and a 50% gain in RevPAR. The phased approach allows for continuous operations during enhancements.
Phase 1 will focus on guest rooms, updating all 249 rooms over a 9-month timeline in blocks. Renovations will include new flooring, furnishings, lighting, and Tech-enabled amenities like integrated streaming capabilities, ambient climate controls, and voice assistants, also echoed (Saltor Clavero et al. 2019). Electronic privacy and service request systems will be added with extra power outlets, USB charging ports, and ergonomic workstations. The new design will blend modern aesthetics with the property's Art Deco roots, also illustrated in (Enz et al. 2019).
For Phase 2, spanning 12 months, the exterior façade, lobby, restaurants, bars, pool area, spa, and fitness center will be refurbished to match guest room upgrades. The lobby will be reconfigured for an open floor plan with flexible seating arrangements, also signified in (Sánchez-Pérez et al. 2020). The pool area will gain luxury cabanas, expanded deck space, and new landscaping, supported by (Sanabria Díaz et al. 2020). The fitness center will feature the latest equipment, a meditation room, and virtual training services. Spa treatment rooms, salon services, and locker rooms will be enlarged and modernised.


Phase 3, over 6 months, will improve meeting facilities, including the grand ballroom, breakout spaces, and boardrooms (Marco-Lajara et al. 2018). The current-dated decor will transition to a timeless look with adaptable lighting, built-in audio-visual systems, and partitioning walls to accommodate varied group sizes. Pre-function areas will also be restyled as open hospitality zones for seamless event flow (Moreno-Izquierdo et al. 2020). Backend infrastructure, from Wi-Fi networks to core systems, will need to be upgraded to support these technology-enhanced renovations (Moreno-Izquierdo et al. 2020). We recommend investing in integrated hotel operations software providing 24/7 automated support via guest apps and data analytics capabilities to inform decision-making. Digital key technology should also be implemented for contactless room access.
[bookmark: _Toc157691759]Lewin Model of Change
We will leverage Lewin's three-stage change model of unfreezing, changing, and refreezing to ensure a smooth transition through the proposed renovations (Burnes, 2020).
[bookmark: _Toc157691760]Freezing
Effective communication will be vital to unfreeze fixed mindsets and gain buy-in across The Riviera's staff. The leadership at Riviera will first hold candid town halls explaining why improving aged facilities is essential for staying competitive and meeting rising guest expectations. Insights from market research and guest feedback will be shared transparently, along with a vision for the hotel's future as a best-in-class luxury property (Leoni et al. 2020). Surveys will uncover staff's pain points with current limited or poor amenities, while focus groups will gather suggestions for improvements. The proposed open dialogue will ready employees to become active, engaged partners in driving necessary change rather than resistant participants fearing change (Mariño-Romero et al. 2018).
[bookmark: _Toc157691761]Changing
With receptiveness cultivated, the critical changing stage can commence with the three overarching recommendation phases. As Phase 1's guest room renovations begin, schedules will be established thoughtfully, with units taken offline in 249 room blocks to limit or control displacement strain (Stringam et al. 2021). Staff will be closely involved, offering input on amenity selection based on their interactions with guests. The first finished rooms will be celebrated with a special unveiling event for employees to tour the transformed spaces and feel ownership of the project (Wynn et al. 2022). Riviera's leadership will share timeline updates and progress photos in monthly newsletters and back-of-house areas so momentum remains visible (Koniel, 2023). For housekeeping staff, extensive training will be conducted on operating new in-room technologies and amenities to answer questions and build capabilities ahead of implementation.
With public area refurbishments in Phase 2, competitive analyses will be communicated, revealing how rivals' superior restaurants, pool decks, and other facilities currently give them an advantage (Chatterjee et al. 2023). Similarly, bartenders, servers, and spa staff will be consulted regularly to understand frustrations with current spaces past their prime. Constructive guest feedback on outdated venues will be aggregated alongside designs of proposed enhancements to spark ideas during collaborative design review sessions (Fiameni, 2021). As with guest rooms, public space renovations will be executed in stages to limit disruptions, with a segmented focus on the lobby, restaurants, pool area, spa, and so on (Stringam et al. 2021). Employees will be empowered to sample complimentary amenities like menu items and spa treatments to provide feedback. Comprehensive training on new technology systems and associated procedures will prepare staff well before deployment.
In addition, for Phase 3's events venue overhauls, leadership will be transparent about booking declines and reviews, deeming the hotel's meeting rooms and ballroom as tired versus competitors (Buhalis et al. 2019). The events team will closely map ideal technology capabilities, layouts, and configurations to meet planner needs (Romano et al. 2021). Moreover, 3D renderings during planning meetings will visualise the venue transformations, while phased work will accommodate conferences and weddings already on the books (Naumik-Gladka et al. 2023). Trial runs allow staff to become comfortable with new event technology and flexible room arrangements. Individual team members will be assigned ownership of certain new features, like operable partition walls, reinforcing their stake in an effective rollout (Saeed Meo et al. 2020).


[bookmark: _Toc157691762]Refreezing
Once changes are activated across the three phases, the vital refreezing stage will cement new approaches, systems, and mindsets into the organisation's norms. Likewise, leadership will frequently check in on sentiment through town halls and surveys while reinforcing recognition and rewards and emphasizing the benefits realised. In addition, achievements will be spotlighted in communications and celebrated via staff appreciation events in the hotel's revitalised venues. As employees see the property's revival, change will become deeply embedded (Kostynets et al. 2021). Onboarding for new hires will also instil upgraded spaces, services, and capabilities as the new status quo. The proposed structured approach leverages Lewin’s renowned change model to ready staff, implement enhancements seamlessly, and refreeze successful transformation. The Riviera will be propelled into the future through thoughtful, transparent communication and engagement at each step.
[bookmark: _Toc157691763]Benefits
The financial benefits from renovations include increased occupancy and RevPAR. With updated room rates, RevPAR gains could exceed 60%. In addition, improved facilities will enable improved pricing power. An elevated guest experience also reduces churn and increases repeat/referral visits (Robinson et al. 2016). Operational enhancements will lower costs over the long term as well. Furthermore, repositioning the hotel will offer marketing differentiation from competitors. The Riviera's stature as a luxury leader will be cemented. Online reputation will improve across review sites as the property exceeds modern expectations. The positive press will follow, showcasing the revival of this iconic hotel (Phillips et al. 2015). For staff, new technology systems will remove pain points and empower providing responsive, thoughtful service. Tips and service charges will also increase with higher occupancy (Bindo et al. 2019). Opportunities to develop skills with cutting-edge solutions can improve morale and retention. Rigorous metrics will be established to measure the success of the revitalisation initiatives and staff change management. Key performance indicators will be tracked daily, weekly, monthly, and quarterly to quantify progress.


Occupancy, average daily rates, and RevPAR will be monitored in real time across legacy and renovated areas. As updated guest rooms and public spaces come online, we forecast occupancy in these sections to rise by up to 20% year-over-year. The phased approach allows isolating impact as enhancements are completed. Guest satisfaction scores will be analysed from check-out surveys and review sites (Adams et al. 2022). The following section anticipates ratings to climb above 90% for renovated rooms and amenities. Public spaces like the lobby and restaurants should see 10% to 15% satisfaction gains. Perception of staff service levels should also notably improve. In addition, revenue increases will be examined by the department from lodging (Murimi et al. 2021). Subsidiary revenues from the spa, parking, and events are projected to increase by 20-30%, given elevated facilities optimising yield opportunities.
Marketing effectiveness will be evaluated by articulating web traffic, referral volume, social engagement, and advertising response. Key digital metrics will exhibit significant expansion as brand awareness and sentiment improve. Regular pulse surveys after each implementation stage will gauge sentiment and feedback for staff adoption (Elias-Almeida et al. 2020). Focus groups and meetings will also inform the change management strategy's effectiveness. By initiative conclusion, staff engagement scores should rise 25% to 50% over current levels, indicating the successful organisational change, also illustrated in (Errais, 2015).
Upgrading facilities and services will multiply benefits across guests, employees, and the brand. Guests expect more seamless, customised, and meaningful stays through tech-enabled luxury amenities. Employees will be able to provide responsive service and grow their capabilities. The Riviera's reputation as Barcelona's premier luxury hotel will be re-established. Similarly, quantifiable benefits include 25% to 30% increased occupancy, 60% higher RevPAR, elevated guest spending, and ancillary revenues. Cost savings will also follow via operational efficiency gains enabled by technology integration. Similarly, online reviews and reputation will dramatically improve, likely reaching top 5 status among Barcelona hotels on sites like TripAdvisor. Press coverage will follow, showcasing the hotel's revitalisation. For staff, service charge income stands to rise substantially with higher occupancy, and improving outdated processes will remove pain points and allow focus on guests (Rodríguez-Antón et al. 2020). 


[bookmark: _Toc157691764]Cost Analysis
Implementing the recommended revitalisation initiatives will offer significant capital investment, but it is amply justified given the competitive returns it will justify. We estimate a total budget of €75-85 million will be needed to fully transform The Riviera's facilities, amenities, technologies, and experiences to best-in-class luxury standards. This funding will cover necessary system upgrades, capital expenditures on physical spaces, professional fees for consultants and contractors, and contingency reserves to account for unforeseen costs, also echoed in (Huang et al. 2019).
The single largest investment area at approximately 50% of total costs will be the complete renovation of the hotel's 249 guest rooms, as mentioned in Phase 1. To meet today's luxury hospitality expectations, these dated spaces require dramatic renewal encompassing new flooring, furnishings, ambient climate control systems, integrated streaming and casting capabilities, voice assistants, and technical amenities like abundant power outlets, USB charging ports, and ergonomic workstations. The estimated €40 million allocated will allow for comprehensive room enhancements that will wow guests and compete with newer luxury entrants.
The next major cost center at 25% of the budget, or €20 million, will be devoted to thoroughly refreshing public areas. It includes creating an open, flexible lobby layout with adaptable seating arrangements conducive to relaxation and focused work. The restaurants will transition to a contemporary atmosphere with updated menus and presentations. The pool area will be expanded with luxury cabanas and extensive new landscaping. The spa and fitness facilities will be enlarged and equipped with cutting-edge amenities, also signified in (Faustino, 2017). Investing in these public spaces will match the elevated aesthetics of guest rooms. Furthermore, technology infrastructure and backend systems upgrades will consume another 10% of costs, or €8 million. Integrating leading hospitality management software, digitised platforms for guest self-service, high-bandwidth networks, and automated operations technology will provide seamless experiences and future-proof The Riviera for the next decade of innovations.


The remaining 15% of the budget, expected to be €12 million, offers essential fees and contingency reserves. Professional costs for project management, architectural and interior designers, general contractor fees, permits, and legal will be incurred. Likewise, financing fees to secure commercial loans at advantageous hospitality industry rates via our banking relationships cover capital. We also recommend reserving at least 10% of the total budget as a contingency for any unanticipated expenses arising during large-scale renovations or technology implementations. The proposed prudent buffer guarantees the enhancements can be delivered on time and on budget.
While the scale of investment is substantial, The Riviera's room rates, food and beverage pricing, and ancillary revenues can be modestly optimised during the 24-30 month phased implementation period to provide cash flow aligned with the gradual renovations. The magnitude of financial commitment is fully merited, given the lasting benefits to be realised in guest satisfaction, competitive differentiation, future revenue growth, and bottom-line performance.
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	Solution
	Desired Outcome
	Timescale
	Completion Date
	Estimated Cost

	Complete renovation of all 300 guest rooms with luxury amenities and technology
	Boost occupancy by 20% for renovated rooms
	9 months
	October 30, 2024
	€40 million

	Refurbishment of public areas including lobby, restaurants, pool, spa, fitness center
	Increase revenue from ancillary services by 20-30%
	12 months
	September 30, 2025
	€20 million

	Upgrade meeting and event spaces with flexible layouts and AV technology
	Improve event bookings by 25%
	6 months
	March 31, 2026
	€10 million

	Modernize IT infrastructure, management systems, and mobile apps
	Enable frictionless guest experiences
	24 months
	September 30, 2026
	€8 million

	Strategic staff hiring, training, incentives
	Improve service scores by 15%
	Ongoing
	Ongoing
	€5 million

	Implement change management initiatives
	Increase staff retention by 20%
	Throughout project
	Ongoing
	€2 million

	Total Investment
	Achieve 30% occupancy growth and 50% rise in RevPAR within 2 years
	24-30 months
	September 30, 2026
	€85 million


(Table 1: Action Plan)
	


The presented action plan offers a detailed roadmap for countering the declining occupancy and revenue challenges facing the Riviera Hotel through strategic facility enhancements, technology upgrades, and improved service. The phased set of solutions focuses first on renovating all guest rooms over a 9-month timeline to integrate luxury amenities and technology that will boost occupancy by 20% in upgraded areas. Concurrently, public spaces like the lobby, restaurants, and spa will be refurbished over 12 months to increase ancillary service revenue by 20-30%. Meeting and event spaces will be overhauled over 6 months to improve bookings by 25%.
From a technology standpoint, modernising IT infrastructure and management systems over 24 months will enable frictionless guest experiences. Alongside physical enhancements, hiring initiatives, training, and incentives will improve service scores by 15% while change management tactics boost staff retention by 20%. The desired outcome is ambitious yet achievable - 30% occupancy growth and 50% increase in RevPAR within 2 years of completing the phased solutions. The estimated €85 million capital investment will fund the necessary renovations through completion by September 30, 2026. 
[bookmark: _Toc157691766]Conclusions
The core finding from assessing the hotel's declining occupancy, revenue, and reputation is that the root cause stems from outdated facilities and amenities compared to new luxury hotel competitors in Barcelona. While The Riviera maintains its prestige as a historic property, its offerings are now seen as tired and lacking innovation. The influx of recent entrants with modern room features restaurants, pools, spas, and event spaces has left The Riviera viewed as outdated and inferior. Our STEEPLED analysis of the external hospitality environment revealed key insights. Guest priorities now emphasise unique experiences, wellness, personalisation, and seamless technology integration versus traditional luxury trappings. Demographics like millennial travellers and expanding international middle classes hold significant potential. Sustainability and local authenticity are increasingly expected. The competitive landscape in Barcelona is especially challenging for legacy brands.
Internally, The Riviera retains strengths as an iconic property in a prime beachfront location with a distinguished history. However, poor reviews, as echoed in figures 1 and 2 and sentiment signal the hotel has not kept pace. Declining bookings for meetings and events also indicate spaces are now seen as dated compared to what newer rivals offer. Critical weaknesses encompass aging common areas, outdated rooms lacking current amenities, insufficient backend technology, and service gaps from past staff reductions. Given these findings, we recommend a 3-phase, €75-85 million revitalisation initiative to enhance facilities, amenities, experiences, and operations comprehensively. The pillars of this strategic transformation include:
1. Complete renovation of all guest rooms with the latest amenities and technology
2. Refreshed public spaces, including the lobby, restaurants, pool, spa and fitness offerings
3. Upgraded meeting venues with cutting-edge audio-visual capabilities and flexible configurations
4. Robust investments in IT infrastructure, management software, and digital platforms
5. Targeted new hiring, training, and incentives to bolster staff capabilities.
6. Tapping commercial financing sources available for hospitality sector projects
7. Applying change management best practices to ensure adoption across management and staff
These investments will re-establish The Riviera as Barcelona's premier luxury hotel via re-designed spaces, bespoke guest experiences, revenue growth opportunities, and modernised operations. Likewise, it is expected that the proposed plan is quite bold, but an achievable strategic vision will catalyse a 30% gain in occupancy within 2 years and a 50% rise in RevPAR. The Riviera will reclaim its position as the undisputed leader in Barcelona luxury hospitality. The hotel's restored profitability will justify the prudent capital outlay. 
Lastly, our team sincerely appreciates the opportunity to conduct this crucial analysis and chart a course toward renewed prosperity. We look forward to further discussing implementation plans and fine-tuning timelines, budgets, and tactics. It is a privilege to help guide the evolution of such an iconic property. 
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Worst hotel | have EVER stayed

Where do | begin? It was awful, actually there are 2 sides of the story. You are
lucky if you stay first floor - the fifth floor. Never ever make the mistake to stay on
the sixth floor, that floor has the worst rooms, they look like they are from the last
century.

Itis dirty, bad smell, awful beds, grotesque pillows, no view from the balcony...
unless you count the view towards the hotel in front of Riviera and the back of the
restaurant.

It's full of dust, horrible TV, small bath, plastic shower curtain, very bad smell in
Read more -
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Holidays Santa Susanna

Hotel Riviera is very old hotel, all rooms équipements need absolutly to be
changed. The dining room is localed grand floor, all Windows were Closed while

it was terribly hot.
The buffet food for evening was not good and no choice, almost the buffet every
night, the chef needs to be changed.

The buffet breakfast was quiet but no fresh bread , the food in Espain is horrible ,
even | wanted to pay for a good restaurant , was not possible in Santa Susanna.

Read more v

Date of stay: July 2023




