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1. Executive summary
Sylwia Advisory Partners created this report to provide a consulting assessment for the Hilton Garden Inn in Stoke-on-Trent. The analysis identified three significant operational issues that currently affect the hotel rating: hotel room cleanliness, incorrect allocation of accessible rooms and guest dissatisfaction with the hotel restaurant. 
These issues contribute to guest dissatisfaction and lower the hotel rating and generate revenue. To assess and find a solution to the above-mentioned issues, the report used SWOT and TOWS analyses (Weihrich, 1982), the McKinsey 7S framework and Kotter's 8-step change model (Kotter, 2012). The analyses and proposed changes were based on legal standards, customer experience data described on TripAdvisor and internal performance indicators.
Summary of the Key Issues:
· Cleanliness standards
Guest reviews indicate recurring issues in various rooms, such as stained carpets and sofas and a general lack of freshness due to sealed windows. These issues reduce the hotel’s interest and affect guest retention and review ratings (TripAdvisor, 2025).
· Misallocation of accessible rooms
Guests reported being assigned an accessible room when they had not asked for one, and the front desk staff refusing their requests to change rooms. This issue not only increases customer dissatisfaction but may also breach the legal standards set out in the Equality Act 2010.
· Poor Dining Experience
The cafeteria-style restaurant layout and limited menu options do not meet guests’ expectations and fall short of Hilton’s brand standards. Negative guest experiences in a hotel restaurant led to reduced food and beverage consumption and negative opinions about the restaurant (OpenTable, 2024)

Key recommendations 
· Implement housekeeping improvements. 
Introduce digital audit tools like GoAudits (2025), retrain employees on updated SOPs, and schedule regular deep cleaning. 
The estimated cost is £6,500. 
Target Outcome: increase guest cleanliness ratings and increase guest satisfaction. 
· Improve room allocation processes. 
Set up the property management system (PMS) to identify accessibility-related bookings. Prepare receptionists for proactive room reallocation and guest communication.
Estimated cost: £1,200 
Target outcome: reduce inappropriate room allocation and reduce the risk of non-compliance and increase guest satisfaction.
· Redesign restaurant offerings. 
To improve the guest experience and reduce food waste, seasonal menus, pre-order meals and provide partial table service for guests should be introduced. 
The estimated cost is £8,000. 
Target outcome: increased restaurant revenue and higher restaurant revenue, positive customer feedback is expected. 
Considering the hotel's annual revenue range (around £2.5-4 million), these changes are economically viable, and the total investment of £15,700 provides a higher return within 6 months of implementation. (UKHospitality, 2025).	
The techniques and frameworks
 The analysis used a combination of guest feedback and strategic tools. 
· The SWOT analysis was used in the report to provide an overview of the hotel’s internal strengths and weaknesses, as well as external opportunities and threats. The hotel’s strengths include the global recognition of the Hilton brand, its modern building and its central location in Stoke-on-Trent. However, guest feedback revealed weaknesses, including issues with cleanliness in the hotel, inappropriate room allocation and poor service in the restaurant. Opportunities include using guest feedback to quickly rectify problems, working with local food suppliers and improving the quality of service in the restaurant. External threats include issues with non-compliance with regulations (UK Government, 2010).
· The TOWS Matrix (Weihrich, 1982) helps to turn weaknesses and threats into actionable opportunities.  The TOWS Matrix was used to transform weaknesses and threats into actionable strategies, based on SWOT analysis. For example, poor restaurant performance (weaknesses) can be solved by using fresh local suppliers (opportunity). In contrast, incorrect room allocation (threat) shows that the system should be updated immediately, and the front desk trained, as the law is being broken.
· The McKinsey 7S Framework (Waterman et al., 1980) is used to assess internal alignment among employees, systems, and shared values. The 7S analysis was used to assess how Hilton’s structure, system, style and shared values ​​, among other things, aligned with the Hilton Garden Inn. Significant differences were found between staff training, the reservation process and Hilton’s global values. The framework helped to propose recommendations for staff-focused changes.
· A STEEPLED analysis to assess external factors on hotel operations. Key findings included guest demand for sustainable environmental practices, cleaner rooms and legal requirements under the Equality Act 2010. Digital audits are an example of a technological advance that can improve hotel operations. 
Customer Experience Research: According to trends, guest satisfaction is heavily dependent on dining, cleanliness, and respectful room allocation (TripAdvisor, 2024-2025).
Legal Review: Strategic alignment is shaped by compliance with the Equality Act of 2010 and the Consumer Rights Act of 2015.


Tracking and implementing changes 
To ensure smooth implementation of changes, the report suggests using Kotter’s 8-step model. Celebrating early successes, such as improved cleanliness audits or positive guest feedback, can reinforce the changes being implemented and increase staff motivation. Measurable key performance indicators will be used to monitor performance: 
Room cleanliness audit compliance (GoAudits) 
PMS records accessible room assignments. 
Surveys and online platforms provide ratings for guest satisfaction. 
Waste reduction ratios are examples of food and beverage metrics. 
These indicators will be monitored monthly, with quarterly audits of the strategy and ongoing feedback from employees. This approach improves the transparency of performance.
Long-term Effects and Strategic Fit 
A successful implementation will involve: Aligning operations to Hilton's global standards. Improving guest reviews on TripAdvisor increases staff motivation and trust, and loyalty of hotel guests. Improving restaurant quality and room occupancy to increase hotel profitability. Reducing the risk of reputational damage and legal issues due to accessibility or cleanliness. Moreover, the proposed changes provide greater opportunities for future innovations, such as touchless room technology, which is now more sought after due to the constantly changing trends in the hotel industry.
Final Thoughts 
Sylwia Advisory Partners would like to thank the management of the Hilton Garden Inn Stoke-on-Trent for entrusting us with this project. This collaboration has provided us with many insights into the hotel's operational objectives and strategic goals. We are confident that the findings and recommendations set out in the report will ensure positive changes at Hilton Garden Inn, attracting new guests to the hotel.
2. Introduction
A consultancy report prepared by Sylwia Advisory Partners examines key operational issues related to service delivery at Hilton Garden Inn, Stoke-on-Trent. While the Hilton brand is recognised worldwide, recent guest feedback highlights events that impact guest satisfaction, legal compliance and brand reputation.
Hilton Garden Inn Stoke-on-Trent, opened in late 2020, has around 140 modern rooms, a restaurant, bar, conference space and gym (Hilton Garden Inn). The hotel is centrally located in Stoke-on-Trent, enabling it to cater to both business and leisure clients. However, there were critical issues with room allocation, cleanliness and the service of the hotel restaurant.
One of the main problems is the incorrect allocation of rooms for disabled people. Guests have reported that they were allocated disabled rooms when they did not need them, and when they asked to change rooms, the receptionists refused their request. As the guest stated: “We were put in an accessible room… it had a very cold feeling… we asked to change but the receptionist was not interested” (Jo, TripAdvisor, 2025). 
This raise concerns under the Equality Act 2010, which requires that accessible rooms be given priority to people with accessibility needs.
Room cleanliness was also frequently reported, including stains and substances on carpets and sofas, forcing guests to change rooms multiple times before being offered a clean room (Brianna S, TripAdvisor, 2024).
The hotel restaurant is also a concern. Guests report a limited menu with low-quality options and cafeteria-style service that falls far short of Hilton’s standards (An_Old_Burian, TripAdvisor, 2024). The poor service and limited beverages could have consequences for guest satisfaction and hotel revenue.
The Consumer Rights Act of 2015 requires that services be provided with care and skill. The issues raised suggest a potential breach of this Act and highlight the need to assess the quality of services and make changes.
Sylwia Advisory Partners, a boutique European consultancy specialising in hospitality strategy, guest experience transformation, and operational effectiveness, created this report. Sylwia Advisory Partners has extensive experience working with a variety of hotel brands and independent hotels in the UK and Europe. This provides expert knowledge in service delivery, strategic alignment and staff development. Our mission is to help hospitality businesses meet customer expectations while maintaining operational excellence, while adhering to regulatory requirements and hotel brand values.
This report will use a variety of strategic frameworks to thoroughly examine these issues: 
· STEEPLED analysis will consider external factors affecting the hotel, such as social trends, regulations, and economic conditions. 
· SWOT analysis will help identify internal strengths and weaknesses, as well as external opportunities and threats. 
· The TOWS Matrix will be used to find viable strategies by combining SWOT components. 
· McKinsey 7S will be used to examine the hotel’s internal alignment, including strategy, structure, systems, staff, skills, leadership style, and shared values. This model helps identify factors that contribute to service issues as well as areas that require improvement.
In summary, this report is intended to help Hilton Garden Inn identify and correct operational issues and align its operations with Hilton brand standards. Sylwia Advisory Partners aims to conduct a comprehensive assessment of the services provided at the Hilton Garden Inn in Stoke-On-Trent and present practical solutions to improve organisational efficiency in compliance with the law and guest satisfaction by combining the analyses.
3. An overview of the issues that were identified
According to TripAdvisor, Hilton Garden Inn Stoke-on-Trent has the following operational deficiencies: 
· Poor standards of cleanliness and maintenance: "black substance" on carpets, stained sofas. 
· Incorrect room allocation: non-disabled guests are placed in accessible rooms; room change requests are denied. 
· The restaurant has a limited menu, service is canteen-like, food is lukewarm, and quality is substandard. 
These issues reduce guest satisfaction, damage the brand's reputation and can have a negative impact on revenue and legal compliance.
4. Effects on Hotel Performance
	Area
	Impact description

	Guest satisfaction
	Studies show that 85% of guests consider room cleanliness to be the most important quality factor (Singgalen, 2024). Comments about cleanliness and service undermine guest confidence and reduce their likelihood of returning to the hotel.

	Reputation
	Negative reviews (TripAdvisor, 2024-25) discourage future guests from booking and lower the average review rating, as well as the hotel's reputation.

	Revenue
	Lower restaurant performance reduces internal expenses and may result in lower occupancy rates.

	Legal and compliance
	Incorrectly allocating rooms may breach the Equality Act 2010, while poor service breaches the requirements of the Consumer Rights Act 2015.

	Scope improvement
	Hotels that stand out for their high cleanliness and quality of service receive almost 90% of recommendations.




5. Analysis of the root cause
Understanding the causes of performance problems is key to developing long-term solutions. Each of the problems at the Hilton Garden Inn in Stoke-on-Trent – ​​cleanliness, poor room allocation and poor restaurant performance – reveals flaws in organisational structure, staff training and leadership. The following analysis uses best practices from consulting to identify where the problems are occurring.
5.1 Cleanliness and maintenance failures
Guests’ dissatisfaction with the cleanliness of the hotel is a common theme in reviews. Complaints include visible stains on the carpets, dirty sofas, and having to change rooms multiple times to find a clean one (Zoe H., Brianna S., Trip Advisor 2025-2024). In the hotel industry, cleanliness is one of the most important elements of service that has a direct impact on guest satisfaction and loyalty (Singgalen, 2024).
Several root causes can be identified:
· Inadequate supervision: Lack of housekeeping audits or housekeeping controls is likely to result in inconsistent service delivery. As Buttrick (2009) points out, operational control systems are critical to managing repetitive service tasks in environments such as hotels. 
· Training deficiencies: Employees may not have been adequately trained in cleanliness standards and performance expectations. According to Armstrong (2011), deficiencies in service skills compromise service quality and can damage brand reputation. 
· Weak performance management culture: There appears to be little accountability for housekeeping performance. According to Baron and Armstrong (2007), aligning individual employee performance with hotel goals is a fundamental principle of employee management, and if this principle is not followed, it can compromise service standards.
· Lack of integration with guest feedback: The operational response to complaints seems to be more reactive. According to Brierley (2006), hotels need to implement feedback loops, such as surveys, to continuously improve.
The hospitality industry thrives on visible hygiene, especially post-COVID, when guest trust is strongly linked to cleanliness (Williams, 2012). Failure to meet these expectations exposes both process and leadership deficiencies.
5.2 Misallocation of accessible rooms
Giving accessibility rooms to guests who do not need them without their request shows organisational and ethical flaws. One reviewer (Jo, 2025) described being given an accessibility room without any explanation and being refused a room change. This is not only poor service but may be a breach of the Equality Act 2010.
The root causes are:
· Process failure: The Property Management System (PMS) most likely lacks safeguards to flag or restrict accessible room allocation. According to Noordzy (2014), systems used in hotel operations must be closely aligned with both brand standards and legal obligations.
· Inadequate staff training: Front-desk personnel may lack the knowledge or sensitivity required to understand accessibility policies. According to Newton (2010), effective consultants frequently identify skill and training gaps, which must be addressed through targeted development programs
· Lack of operational leadership: Managers should make sure that accessible-room inventory is reserved for those with verified needs. However, the denial of room change requests indicates ineffective escalation protocols and an indifferent culture. This is consistent with Kotter's (2012) assertion that transformational change is stifled when leadership fails to instil urgency or accountability.
· A breach of shared values: Hilton's brand values prioritise inclusivity and service. Misallocation of accessible rooms indicates that these values are not ingrained in daily practice. According to Waterman et al. (1980), without cultural alignment (shared values), even well-structured organisations struggle to perform consistently.
This problem is exacerbated by reputational risk and potential legal liability under the Consumer Rights Act 2015, which requires that services be delivered with reasonable care and skill. It also risks alienating guests with accessibility needs, which is both ethically and commercially risky (Or, 2014).
5.3 Restaurants underperform
The hotel's restaurant has received widespread criticism for its low quality, lack of variety, and cafeteria-style layout, which appears subpar for a Hilton-branded property (An_Old_Burian, 2024). This not only reduces guest satisfaction but also significantly lowers secondary revenue.
The identified root causes include:
· Strategic misalignment: When compared to sister brands like DoubleTree, the restaurant does not appear to be consistent with Hilton's overall strategy for midscale guest experiences. According to Whittington et al. (2019), strategic drift, or when operational practices diverge from brand strategy, can result in a decrease in competitiveness.
· Lack of service innovation: With a limited menu and poor execution, the offering falls short of changing consumer expectations for in-hotel dining (Evans, 2024). Simple practices like table service and pre-ordering systems have the potential to significantly boost efficiency and perception.
· Undertrained employees and low morale: Employees may lack the service and culinary skills required to meet expectations. According to Armstrong (2011), service quality in hospitality is directly related to front-line staff capability and belief in what they are delivering. When morale is low and skills are inadequate, the guest experience suffers.
· Administrative oversight: Feedback indicates that managers are not actively supervising or adjusting the restaurant's operations. According to Shaw (2022), hospitality leadership must be "present, responsive, and grounded in the guest's lived reality"—which is missing in this case.
Given the importance of food and beverage as a source of value and profitability in hospitality (Cousins et al., 2014), underperformance in this area is both a missed opportunity and a threat to competitiveness.


6. External Environment (STEEPLED analysis)
	Area
	Impact
	Results

	Social
	Post-COVID hygiene expectations are high; guests demand comfort and fresh air.
	Improved cleaning protocols and fresh air solutions are required.

	Technological
	Dominance of online reviews and booking platforms.
	To keep their reputation, cleanliness and service must be consistently high.

	Economical
	Rising wages and operational costs (UKHospitality, 2025).
	Cost-cutting strategies should not compromise service quality.

	Environmental
	Energy-saving sealed windows; issues with indoor air quality, food waste. 
	Consider mechanical ventilation or refreshment systems for guest rooms, and pre-ordering from the menu will limit food waste.

	Political
	Accessibility, food hygiene, and consumer rights are all subject to strict regulations in the UK hospitality industry. Immigration rules after Brexit have also had an impact on staffing levels.
	The hotel must follow the Equality Act of 2010 and the Consumer Rights Act of 2015, as well as adapt hiring practices to deal with labour shortages. 

	Legal
	The following laws apply: Equality Act 2010, Consumer Rights Act 2015, and building codes for accessibility.
	Legal compliance is essential to room allocation and service delivery.

	Ethnical
	Inclusion and fairness are required in corporate responsibility.
	Accessible-room overuse raises ethical concerns.

	Demographic
	Increased business travel with high expectations following the pandemic.
	Business travellers require consistent quality and service.



External pressures expose internal flaws and raise operational risks. The hotel's policies, training, and resources must be consistent with guest expectations and regulatory requirements.
7. Internal assessment (SWOT)


Weakneses

Strengths



Rooms are not completely clean 
Incorrect location of accessible rooms
 Poor restaurant offerings and customer service
World famous Hilton brand 
New building with modern facilities 
Central location in Stoke-on-Trent







Threats

Opportunities



Legal penalties under the Equality and Consumer Rights Acts
Negative online reviews affecting hotel reputation
Economic constraints
Improving service and audits
Training staff
Restaurant modernisation, more choices of dishes



The Hilton Garden Inn brand provides a solid foundation. However, poor service, inadequate cleanliness, and insufficient allocation of accessible rooms threaten the hotel's performance. However, making strategic investments in cleanliness and food service can help improve the hotel's image and increase guest satisfaction.
8. TOWS Analysis: A Strategic Response
The TOWS Matrix maps the internal environment of the Hilton Garden Inn in Stoke-on-Trent to external opportunities and threats to transform the identified weaknesses into executable strategies (Weihrich, 1982). It is an analysis that enhances the SWOT analysis by guiding how to respond to the challenges that arise.
Strengths: S-T Strategy: Use the Hilton brand reputation and modern hotel infrastructure. To prevent further legal and ethical violations, it is necessary to publicise improved cleaning protocols and implement clear accessibility rules.
Weakness: W-T Strategy: Address inaccurate service and legal risks by implementing standard operating procedures for room cleanliness and guest service. Room allocation controls should be implemented at the check-in level to avoid incorrect, unnecessary allocation of accessibility rooms (UKHospitality, 2025).
Opportunities: S-O Strategy: Leverage the benefits of the new building to implement solutions and digital enhancements to the guest experience that guests are increasingly looking for after the COVID pandemic (Brady et al., 2021). 
W-O Strategy: Improve restaurant performance through staff training and redesign menus based on guest feedback. Develop your customer service team to meet brand standards (Davis et al., 2008).
9. Organisational alignment (McKinsey 7S)
Maintaining internal alignment across the 7S model is key to long-term improvement (Kottler, 2012). Strategic alignment across the 7S model ensures that process improvement is supported by staff, leadership commitment, and shared values. This alignment is essential for real change and long-term guest satisfaction.

	7S element
	Current state
	Recommended actions

	Strategy
	Emphasis on controlling occupancy and costs. Limited emphasis on service excellence.
	Implement initiatives to always ensure service excellence.
 Prioritize menu availability and guest experience in the restaurant.

	Structure
	Reception, housekeeping and catering teams work in separate departments. Create a cross-functional team
	Centralized on the guests quality control.

	System
	Inconsistent housekeeping.
No structured room assignment.
Cafeteria-style restaurant
	Install a system to help with room assignments.
Implement checklists in housekeeping.
Improve food and beverage services.

	Shared values
	Hilton brand loyalty is poorly enforced.
	Introducing rewarding proactivity in customer service.

	Style leadership
	Managers do not see problems with customer service. 
Reception training is inadequate.
	Increase managerial checks.
Enforce room assignment policies.

	Staff
	Undertrained staff. Indifference to guest problems.
	Introducing mandatory training. Encourage maintaining impeccable cleanliness and accessibility. 

	Skills
	Staff from the restaurant department lack table service.
Skills lack of attention to detail.
	Introducing workshops to develop skills. Use audits and guest feedback to improve service quality.


10. Summary and justification of approach
This analysis identifies three critical issues at Hilton Garden Inn that impact cleanliness, room allocation and restaurant operations. These issues have legal implications (Equality Act 2010; Consumer Rights Act 2015) that threaten to undermine market position and customer confidence. 
We used STEEPLED analysis to identify external pressures for improvement. SWOT analysis revealed internal strengths and weaknesses that needed to be addressed. The TOWS Matrix then revealed strategic opportunities. McKinsey’s 7S framework provided the alignment of internal capabilities that were necessary for changes to have a long-term impact. 
These analyses leverage strategic and organisational change opportunities to provide an actionable strategy for improvement. Later in the report, we will develop detailed recommendations and an implementation timeline based on the above analyses.
11. Recommendations and change management for hotel operations
After reviewing the issues at the Hilton Garden Inn in Stoke-on-Trent, it is clear that the hotel is currently experiencing operational and guest service issues that are having a negative impact on guest satisfaction, brand integrity and future revenue growth for the hotel. The issues discussed include poor room cleanliness, misallocation of accessibility rooms and a cafeteria-style guest service restaurant with a limited menu. To address these issues, operational changes and employee involvement are needed.
The report is based on hospitality strategy, theory of change and customer service principles (Blagoev et al., 2019; Kandampully et al., 2001). The following sections are based on perspectives on hospitality communication (Hartley et al., 2023), staff behaviour (Wickham and Wilcock, 202 0) and Kotter's change model. The recommendations aim to change the operational approach to meet guest expectations.
11.1 Recommendation 1: Increase room cleanliness standards.
To solve the problem of negative reviews about the cleanliness of the hotel, such as dirty carpets, stained sofas, Hilton Garden Inn should implement a detailed system of checking, such as detailed audits, to control the quality of cleaning. To maintain the Hilton brand standards, regular deep cleaning should be implemented, as well as the use of room inspections and digital housekeeping logs.
Implementation Strategies: 
· Train housekeeping staff on new standard operating procedures. 
· Implement cleaning audits via mobile apps. 
· Schedule monthly deep cleanings with external contractors. 
Using Kotter’s model (Step 4: Communicate the vision) can motivate staff to prioritise cleanliness as a way to improve guest and job satisfaction (Kotter, 2012). 
It is estimated that staff training, inspections, and additional external support for cleaning will cost £6,500 per year. 
The benefits of this solution are increased guest satisfaction, higher TripAdvisor ratings, and retention of the Hilton brand.
11.2 Recommendation 2: Revise room allocation protocols.
The incorrect allocation of accessible rooms was causing frustration for guests. Accessible rooms should be reserved for guests who need them. There is a need to update how the reception works and centralise the booking system. 
Implementation Plan: 
· Update the property management system (PMS) in the reception area to include accessibility bookings. 
· Train the reception staff in guest profiling. 
· Track guest feedback to enable future improvements. 
To manage change effectively, reception staff should undertake scenario-based training based on Whittington and Molloy's HR Shaping Change (2005) framework. 
The estimated cost of training and reconfiguration is £1,200. 
The benefits of this training are increased guest confidence and compliance with the Equality Act 2010.
11.3 Recommendation 3: Redesign the restaurant experience
Guest reviews indicate a lack of variety in food and service. Limited menus and cafeteria-style service are not typical for Hilton hotels. During peak periods, Hilton Garden Inn should offer seasonal menus and optional pre-ordering (Davis et al., 2008). 
Implementation plan: 
· Employ additional kitchen staff. 
· Improve restaurant layout and signage. 
· Develop partnerships with local suppliers to diversify menus. 
To avoid discouraging staff from changing, involve staff in testing new menus. As per Kotter’s Step 7 (Build on change), new service sessions should be used for early celebrations. 
Estimated Initial Investment £8,000 (menu design, staffing, point of sale upgrades).
The benefits of this change will be increased restaurant revenues, a stronger brand image and reduced food waste.
12. Measuring the impact and success metrics
To ensure continued improvement at Hilton Garden Inn, success must be continually measured against a combination of hotel-wide, financial, and operational KPIs. (GoAudits, 2025) This will monitor whether recommended actions, such as improved cleanliness, room assignment protocols, and restaurant changes, are delivering the intended results.
12.1 Key performance indicators for the entire hotel

	KPI
	Target
	Measurement frequently
	Why?

	Cleanliness audit 
	≥95%
	Weekly
	Tracking cleaning effectiveness (GoAudit, 2025). 

	Guest satisfaction survey
	≥85% positive guest feedback
	Monthly
	It reflects the guests' feelings and helps them to find the problem quickly.

	Accessible room error 
	0 misallocation
	Monthly
	Ensures compliance with Equality Act (UK Gov, 2010).

	Guest complaint 
	≤2 for a month
	Monthly
	Aims to reduce complaints, showing what needs to be improved.

	Restaurant table turnover
	Table sales increased by more than 5%
	Weekly
	Align with improvement efficiency and revenue (Lightspeed, 2024)

	F&B guest satisfaction survey
	≥80% positive guest survey
	Monthly
	Overall customer satisfaction.






12.2 Monitoring and reporting progress
Improving operational efficiency, guest satisfaction and service quality requires continuous monitoring of progress. At Hilton Garden Inn in Stoke-on-Trent, a reporting structure should be implemented to track performance indicators. These include:
· Weekly department meetings
Housekeeping, front office and food & beverage managers should hold weekly meetings to review and discuss KPI results such as room cleanliness audit results, recorded guest reviews and complaints, table turnover rates and food waste.
Such structured meetings demonstrate the importance of staff accountability and quick problem solving (The Tourism Space, 2025).
· Monthly cross-departmental dashboard review. 
A monthly meeting where the following metrics should be discussed: Occupancy, average daily rate (ADR), revenue per available room (RevPAR), gross operating profit per available room (GOPPAR), and total revenue per available room (TRevPAR). (NetsSuite, 2024). Cleanliness and accessibility audit results. Metrics for restaurants include food cost percentage, table turnover, and guest satisfaction (Hub Analytics, 2025). These reports and meetings will help you quickly assess performance, pinpoint the problem, and resolve it.
· Quarterly performance reports
 Senior management should prepare and review a formal performance improvement report every quarter. This includes: 
A comparison of current and previous metrics, e.g. three months before implementing changes. 
A review of training results and feedback. 
Financial impact 
A summary of actions taken and any constraints to progress. 
This quarterly process enables senior management to make evidence-based decisions about the next steps to improve the hotel’s performance and guest satisfaction (Taylor & Francis, 2022).
12.3 Continuous feedback loops
To support ongoing change and improvement, the Hilton Garden Inn in Stoke-on-Trent should promote a feedback culture by: 
Staff feedback via digital suggestion forms, 
Have automated guest surveys sent via email after a guest’s stay at the hotel, for example, Hilton Honours feedback forms. 
Research has shown that providing staff with first-hand information about guests can improve morale, accountability and response to service failures (Williams, 2012).
12.4 Integration with Hilton Global Standards
All progress reports should be aligned with Hilton’s internal performance evaluation system to ensure consistency across hotels. This also facilitates qualification for global excellence awards and brand compliance audits (Hilton, 2025)

13. Cost justification and economic viability
The Hilton Garden Inn in Stoke-on-Trent is a mid-range hotel with 140 rooms operating under the world-famous Hilton brand. According to UKHospitality and Christie & Co benchmarking data, hotels of the same brand in urban locations in the UK generate annual revenues ranging from £2.5 million to £4 million.
The proposed interventions address operational inefficiencies and service gaps with a combined estimated investment of around £15,700, broken down as follows:



	Recommendation
	Costs
	Details

	Cleaning audits & deep cleaning
	£6,500
	Training, digital checklists, contractor deep-cleans (GoAudits, 2025)

	Property management system (PMS) and staff training
	£1,200
	System update, reception staff training

	Restaurant upgrades and menu redesign 
	£8,000
	Menu development, POS setup, staffing, and layout changes (Cousins et al., 2014)



The investment in the proposed changes represents less than 0.5% of average annual turnover, which is a reasonable investment given the financial size of Hilton properties. According to research, such improvements typically generate a 30-50% positive return over 12 months due to increased bookings and reduced guest complaints (Paperchase, 2023). 
Furthermore, changes related to compliance, such as avoiding the incorrect allocation of accessible rooms, help reduce legal risk and protect the reputation of the Hilton brand under UK accessibility legislation (UK Government, 2010).
14. Benefits of the change’s implementation
Implementing the proposed changes to room cleanliness, proper room assignment, and restaurant changes will deliver numerous operational, financial and reputational benefits to Hilton Garden Inn. These benefits are consistent with Hilton's global brand values.
· Improved operations 
Improved cleaning efficiency: Implementing digital audit tools and increasing operational procedures will standardise service levels and reduce oversight. Studies show that improved cleaning reduces costs, improves staff efficiency, and increases guest satisfaction (Revinate, 2022). 
Improved room allocation accuracy: Avoiding misallocation of available rooms will ensure faster check-in and reduce complaints. Improvements to the PMS and staff training will reduce misallocation of accessibility rooms. 
Smarter restaurant operations: Implementing a pre-order system will allow for faster service and reduce food waste. Changes to the restaurant layout will reduce lines and service times, which will improve guest flow, staff productivity, and increase guest satisfaction.
· Financial benefits: Increased room revenue: 
Room cleanliness is a key factor when choosing a hotel. Hotels with high standards of cleanliness see an increase in occupancy. According to SaniWash (2023), clean hotel rooms can have a direct impact on guest retention and booking rates, which in turn increases revenue. 
Increased restaurant revenue: According to OpenTable (2024), hotel restaurants that implement experience-focused improvements can generate up to 20% more revenue by attracting not only hotel guests but also local restaurant customers. 
Reduced cleaning costs: Deeper cleaning will reduce the problem of room cleanliness and re-cleaning, which will also reduce labour costs and improve service consistency and guest satisfaction (Revinate, 2022).
· Customer satisfaction and loyalty 
Increased positive reviews: clean rooms, excellent service, and a varied restaurant menu are often mentioned in reviews. Steritech (2024) notes that a 1-star increase in reviews can lead to increased revenues due to increased guest trust. 
Increased guest retention: More organised service delivery promotes loyalty among both business and leisure travellers, resulting in more repeat bookings.




15. Action plan
	Problem
	Solutions
	Desire outcome
	Time scale
	Completion
date
	Planed budget

	Poor cleanliness in many rooms 
	The introduction of digital audits, more frequent inspections will allow for immediate corrective action. Training of housekeeping staff will help reinforce guest expectations. Training should include stain removal and linen hygiene. This will help increase guest satisfaction.
	Implementing this process will reduce cleanliness complaints and improve overall room satisfaction, and positive reviews will be received.
	6 months
	December 2025
	£6,500 

	Wrong allocation of accessible rooms
	Update the hotel's property management system to clearly display accessibility indicators. This will ensure that rooms that are designated for disabled guests are properly booked. Front desk staff should be trained to verify guest needs and resolve conflicts.
	This problem can be solved by updating the property management system with appropriate accessible rooms flags and training the front desk staff in guest engagement and conflict resolution. Proper room allocation will reduce complaints and increase the hotel's reputation.
	1 month
	August 2025
	£1,200

	Underperforming restaurant
	The restaurant should introduce a menu with products from local suppliers, which will be diverse. The possibility of pre-ordering will streamline food preparation and reduce food waste. Customer service should also be increased by restoring table service.
	The changes in the restaurant will increase guest satisfaction and will also attract local restaurant customers, which will increase the restaurant's revenue. Thanks to the changes introduced, food waste will also be reduced, which will increase the hotel's image as more environmentally sustainable.


	4 months
	October 2025
	£8,000



16. Conclusion
This consultancy report assessed the operational challenges faced by the Hilton Garden Inn in Stoke-on-Trent. Three critical issues were identified: inadequate room cleanliness, inadequate allocation of accessible rooms and a limited cafeteria menu in the restaurant. These issues did not meet the guest's expectations or Hilton brand standards. These issues were identified from guest reviews (TripAdvisor) and examined using standard analyses, such as SWOT, TOWS, STEEPLED, and McKinsey's 7S model.
The TOWS Matrix was used to identify internal weaknesses and external threats and transform them into actionable strategies, showing how a hotel can strengthen its position and seize new opportunities by implementing systemic improvements (Weihrich, 1982). McKinsey’s 7S model also provided important information on the internal coherence between staff skills and shared values, revealing operational gaps that can hinder service delivery if not corrected (Cawsey et al., 2020).
The proposed recommendations, such as using digital auditing to control cleaning, updating reservation protocols to correctly allocate accessible rooms and changing restaurant service, are based on hotel operations and guest experience management practices (Steritech, 2924). These suggestions are financially feasible as the total cost of the changes is less than £16,000.
In addition, the use of measurable KPIs such as guest satisfaction ratings, room allocation accuracy and food and beverage revenues ensure that any strategic change introduced is results-oriented and outcome-driven.
Implementing these recommendations is expected to deliver significant business benefits, including increased guest satisfaction, improved compliance with legal requirements and greater engagement with on-site dining. These improvements will not only address existing issues within the hotel but will also strengthen the position of Hilton Garden Inn Stoke-on-Trent in the regional hospitality market.
Sylwia Advisory Partners would like to express its gratitude for the opportunity to work on this project. It was an honour to work with a globally recognised brand such as Hilton. We hope that the insights and strategies contained in this report will help the hotel maintain its commitment to excellence and long-term service improvement. Should additional advice or assistance be needed in implementing the improvements outlined in the report, we would welcome the opportunity to work with you again.
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