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Executive Summary
The problem or issue at stake
It has been observed that The Westin St. Francis has faced prominent challenges during the recent times that have significantly affected the revenue and operations of the organisation. The hotel had experienced a significant decline in its rates of occupancy due to concerns about safety due to the rise of homelessness within the area of San Francisco. Various tourists have expressed their concerns about safety within online websites such as TripAdvisor in consideration of the location of the hotel. This could significantly lead to a significant drop in the booking of this hotel. Moreover, the hotel had struggled with the increase in cost of operations while catering to the economic pressures since the onset of the pandemic. Moreover, the location of The Westin St. Francis has been one of the most expensive areas in the USA which has resulted in an observable increase in the expense of operations during the timeframe. This has become a prominent challenge for the organisation due to the elevation of the employee wages.
Findings
These findings undermined various issues that have impacted the operations of the hotel. Primarily, the location of the hotel in Union Square is a prominent area for tourism in the USA. However, it has adhered to various external challenges that include the concerns of the crisis of homelessness. This has significantly led to a declined rate of booking, which has been reported by the tourists as feeling unsafe within the area. Moreover, the onset of the COVID-19 pandemic catered to the adherence to the existing pressures within the economies. It was observed that The Westin St. Francis had been facing a rise in the cost of operations with the expenses that are related to property taxation and labour expenses. Therefore, the economic environment has led to a decline in occupancy rates and profitability that had led to a drop during the period of COVID. Moreover, the report undermined the opportunities that could be capitalised on by The Westin St. Francis for enhancing their practices to sustainability and modernising their infrastructure. This would help to attract new customer segments for the organisation while segmenting the operational costs through the adoption of technologies (Brandon-Jones et al. 2016).
The analysis of these findings
The overall analysis of these findings underscores a prominent interlink between the internal issues of operations with the external challenges that have contributed to the decline in the performance of The Westin St. Francis. The concerns for safety that stem from the growing crisis of homelessness underscores the overall impact of external factors within the hospitality industry. Adherence to safety is considered an important aspect for tourists. When the guests of an organisation report their feelings of safety concerns, it influences the process of decision-making for the hotel-based organisations. The prime location of the hotel within Union Square which was one of the important assets of the organisation, has significantly transformed towards a liability that has led to a decrease in bookings. This emphasises the requirement of implementing a prominent strategy for crisis management that would address the relation of the community in regards to the perceptions of safety with the local authorities to enhance the measures of security. Moreover, the financial pressures that have resulted from the rise of operational costs have compelled the organisation to cater to its allocation of budget and resources. With the increased expenses in labour costs and property taxes, The Westin St. Francis has strained their profitability significantly. Therefore, analysing this challenge has indicated the requirement for the improvement of operational efficiency for implementing technology within their work environment which would help The Westin St. Francis to reduce the cost of the workforce while automating the overall process. Moreover, the opportunity identified for the organisation to leverage its preference towards sustainability suggests the adoption of a prominent approach to address the experience of its guests for enhancing the performance and image of the brand.
Recommendations to the client
For addressing the challenges faced by the organisation, there are various recommendations that have been strategised. Primarily the organisation should enhance their concerns for security by collaborating with the local authorities and NGOs for improving their safety while assuring their guests about the safety measures. Moreover, procuring investments in the efficiency of operations through the use of technology could help in reducing the cost of labour through AI-powered services and automated processes of check-ins. The workforce of the organisation should prioritise measures and protocols for training to enhance the experiences of their guests. Adhering to the measures of sustainability within the implementation of water conservation systems could help in attracting friendly travellers. These would help in increasing the overall efficiency of the organisation while fortifying the market positioning of the hotel towards long-term success and resilience.
Conclusion
Therefore, through the embracement of sustainability measures and addressing the challenges faced externally, the organisation could cater to the current business landscape of the organisation. These could cater to a prominent analysis of the trends in the market that would help foster growth and resilience in the long run. Hence, with the evolution of the hospitality sector, the organisation could refine the opportunity to foster a significant role in restoring its reputation as a luxury destination within the dynamics of tourism. 
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[bookmark: _Toc178687655]1.1 Introduction of the report
This consultancy report will aim to evaluate the challenges faced by The Westin St. Francis, which include the safety concerns of their guests and the decline in their rates of occupancy. The report will further employ the use of the strategic framework for underscoring these issues while offering strategic recommendations for enhancing the competitiveness and the experiences of their guests.
[bookmark: _Toc178687656]1.2 Background of the organisation 
The Westin St. Francis is considered a historic luxury hotel in San Francisco, California which has a prominent legacy that has been dated since 1904. The infrastructure was designed by George Kelham with the vision of an opulence symbol that was intended to cater to the populational growth of San Francisco during the 20th Century (Booking, 2024). Since then, it has become a prominent landmark that has attracted various celebrities, dignitaries, political individuals, and distinguished guests. Since its inception, the hotel has faced various renovations and expansions. One such change that occurred was the 1906 earthquake in the city, during which the building was damaged heavily (USGS, 2024). It was, however restored, and a new tower had been added to cater to the growth of demand. The hotel has featured 1195 rooms, having 56 suites within its two buildings (Marriott, 2024). The glass elevators and the clock tower help in acting as a potential of views of the city. The hotel further has 32000 sq. feet of space for events, which makes it a potential destination for weddings and conventions (CN Traveler, 2024). In consideration of its historical charm, the hotel has faced various challenges during the recent timeframe. For example, the revenue of the hotel has been impacted by the onset of the COVID-19 pandemic which has experienced over 60% decline in tourism (David Perry, 2021). Moreover, the occupancy rate of the hotel had shrunk to 41.1% this year (SF Standard, 2023). This has, therefore, led to the layover of staff due to the reduced margin of profit and catered to the dissatisfied customers. Therefore, in adherence to these challenges, the hotel adheres to the prominence of tradition and luxury within the centre of Union Square. 
[bookmark: _Toc178687657]1.3 Background of the consultancy
The consultancy company I am employed under is McKinsey & Company which was founded in 1926 by James O. McKinsey. This is one of the premium business management consultancy-based organisations renowned globally. The organisation was established towards providing management advice that had evolved into offering comprehensive strategic solutions towards change management and technological operations. The organisation has been based in New York and operates in over 65 countries with over 130 offices (McKinsey, 2024). Within the mid-20th century, the organisation had become one of the most strategic consultancy companies with an advisory in over Fortune 500 Organisations. The organisation has further played a prominent role towards shaping the practices of modern businesses such as restructuring, which has helped prominent corporations to thrive rapidly during the trend of adopting technologies. The client base of the organisation has been distributed across various industries, such as financial services, technology, and healthcare (McKinsey, 2023). The growth prospects of the organisation have been significant, which could be undermined through their annual revenue of over 15 billion dollars with employability of over 30000 individuals and 3,000 partnerships (McKinsey, 2024). It has been known for its selective processes of recruitment while hiring talent from renowned universities. 
[bookmark: _Toc178687658]1.4 Problem Approach Framework
Considering this, the report will tend to utilise macro and micro environmental frameworks considering the use of TWOS, SWOT, and PESTLE Analysis. The use of PESTLE Analysis would identify external factors that have affected the hotel. On the other hand, the TWOS and SWOT analysis would help in analysing the strengths and weaknesses while helping towards the formulation of recommendations on the basis of the insights gained from this analysis.
[bookmark: _Toc178687659]2. Analysis
[bookmark: _Toc178687660]2.1 Describing the issue identified by the hotel
It could be stated that Westin St. Francis has been facing prominent issues in recent times that have affected their revenue and overall operations. One of the primary issues that has impacted the experiences of the guests is the crisis of homelessness in San Francisco. It has been observed that over 70% of the tourists have expressed their safety concerns within the city (SF Chamber, 2018). This includes the prominent areas of Union Square in which the hotel is located. This has significantly led to a decline in the booking of The Westin St. Francis while degrading the satisfaction rates of their clients. The increase in costs of operations has been considered as another issue that is faced by the organisation. San Francisco, being one of the most expensive cities within the USA has led The Westin St. Francis towards facing higher taxations on property and labour wages. It has been observed that the costs of operations within the city of San Fransisco have grown by 15% during the period of the pandemic (SF GOV, 2024). This has prominently impacted the profitability of The Westin St. Francis. 
[bookmark: _Toc178687661]2.2 External Factor Analysis (PESTLE)
	Criteria
	Factors
	Impact

	Political
	Within the major tourism cities of the USA, the hotel tax rate is as high as 14% which adds a significant cost to guests that could prominently impact the occupancy rates while reducing the competitiveness of businesses (McKinsey, 2024). 
	The impact of this factor would be on the higher side for the organisation as the taxes and policies levied by the US Government could affect the pricing strategies for The Westin St. Francis.

	
	The Government of the USA has allocated over 750 million Dollars as an American Rescue Plan to support the tourism and hospitality sectors while helping them recover during the period of pandemic (EDA, 2024).
	

	
	During the onset of the pandemic, the Paycheck Protection Program introduced by the US Government granted forgivable loans that had helped hotel-based organisations to receive loans of over 30 billion Dollars to cover their cost of operations (SBA, 2024).
	

	Economic
	It has been observed that the tourism sector of the USA amounts to over 3% of the GDP of the country, while the hotel sector contributes to over 1.1 trillion Dollars (CRS, 2023). 
	The impact for the organisation would be on the higher side as the shortage of labour and rise in rates of inflation could significantly affect the cost of operations while affecting the affordability of customers.

	
	The occupancy rates within the hotel sector have witnessed an increase of 63.2%, underscoring a potential for strong recovery; however, it is still below the pre-pandemic levels (Business Travel News, 2024).
	

	
	It has been observed that the inflation rate within the USA has surged to over 9.1%, which has prominently increased the costs of operations in consideration of wages and utilities (BBC, 2024). 
	

	Social
	With the onset of the pandemic, it has been observed that over 72% of the travellers to the USA had prioritised health and safety, which fostered the hotels within the country to adopt and invest in enhanced health and safety measures (Deloitte, 2023). 
	The ongoing trends towards health retreats and sustainability require more investment in implementing initiatives to environmental initiatives and protocols for safety. 

	
	It has been observed that over 40% of the travellers visiting the USA were willing to pay more for sustainable hotels, which has driven organisations to adopt sustainable practices such as the use of renewable energy sources (You GOV, 2024). 
	

	
	It has been observed that there is a significant growth in number of travellers for domestic travel or short-term rentals by 5% (USA Today, 2024). This adds a prominent competitive pressure towards traditional hotels. 
	

	Technological
	It has been observed that over 72% of the hotels in the USA have adopted the use of online processes for check-ins which has significantly improved the convenience of their guests while reducing their times of waiting (Wifitalents, 2024). 
	The rise in the adoption of technologies could pose a moderate threat to The Westin St. Francis as it would require the organisation to foster digitised solutions to remain competitive while meeting the expectations of their clients.

	
	It has been observed that over 50% of hotel bookings in the USA have been made through online modes, which underscores a prominent shift towards digitalisation (Phocus Wire, 2024). 
	

	
	A major proportion of hotel-based organisations in the USA have implemented the use of AI-driven solutions, such as chatbots, for simplifying travel and accommodation experiences while reducing their cost of operations (Hotel Tech Report, 2024). 
	

	Legal
	The hotel sector in the USA is bound to adhere to the strict regulation of health and safety measures standards signified by the OSHA (OSHA, 2024). The hotel sector of the USA has invested over 200 million Dollars to adhere within the compliance of the sanitation protocols due to the onset of the COVID-19 pandemic, that had increased their operational costs (World Bank, 2024). 
	Adherence to legal compliance, such as the health and labour regulations, could pose a high complexity for The Westin St. Francis in the long run.

	
	The minimum wage of California in the USA is 16 Dollars which is one of the highest in the country (NY Times, 2024). This could increase the cost of labour within the organisations while having to adhere to the Minimum Wage Laws levied by the Government of the USA. 
	

	Environmental
	It has been observed that over 70% of the hotels in the USA have adhered to the implementation of sustainable practices including the programs for water conservation (Green Key, 2024). 
	The concerns towards environmental sustainability could cater to the adoption of various eco-friendly practices that are valued by travellers and necessitate operational resilience in the long run.

	
	The changes in climate have led significantly to the occurrence of natural disasters. It has been observed that over 50 billion Dollars in damages have impacted various parts of the country (NYC, 2024).
	

	
	The hospitality sector of the USA generates over 17 million tonnes of waste annually, which significantly contributes to the degradation of the environment (Fourth, 2023).
	


Table 1: PESTLE Analysis
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	Strengths
	Weaknesses

	The organisation is situated in San Francisco’s Union Square which is a top tourist destination that attracts over 25 million tourists on an annual scale (Road Genius, 2024).
The organisation has achieved an average occupancy rate of 78%, outperforming the national hotel industry average of 63.2% in 2022 (Travel Weekly, 2024).
The organisation offers luxury amenities like the Westin Heavenly Bed and spa services (Cvent, 2024). This significantly helps in meeting the high customer expectations for premium services.
	Some parts of the hotel premises require renovation that could significantly result in higher maintenance costs.
Significantly relying on international tourists, which accounted for 60% of bookings makes it vulnerable to travel restrictions (UN Tourism, 2020).

	Opportunities
	Threats

	The growth in demand for eco-friendly accommodations has underscored a 40% of U.S. travellers are willing to pay more for sustainable hotels (Statista, 2023).
The implementation of AI-driven solutions could significantly enhance the experiences of clients while reducing the operational costs for an organisation (Adeyeri, 2024).
	Online platforms like Airbnb grew significantly during the onset of COVID-19 which has posed a competitive threat to traditional hotels (Gyódi, 2022).
The rise in inflation could limit discretionary travel spending and impact revenue growth for an organisation (Tribe, 2020).


Table 2: SWOT Analysis
Analysis
The use of SWOT Analysis helps in underscoring the areas an organisation possesses strengths and weaknesses while using it to undermine the opportunities procured and the threats associated with it (Heydari and Lai, 2020). Considering this, for The Westin St. Francis, the strengths of the organisation lie within their prime location and a prominent affiliation with its partner brand. This contributes to the overall success of the organisation. The organisation further offers its customers premium amenities that significantly attract a diverse base of guests. It could be stated that the higher cost of operations could act as a primary threat to an organisation while operating within an area with a high cost of labour (Parker, 2020). Therefore, the dependence of The Westin St. Francis on its international client base could make it vulnerable to the changes in economies and restrictions on travel on a global scale. However, there are asserted opportunities that the organisation could capitalise on considering the investment in technologies and the ongoing trends of sustainability. On the other hand, the organisation could procure prominent threats from the growth in demand for short-term rental accommodation facilities. This could impact the long-term performance of the organisation. 
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Figure 1: Review of Guest
(Source: Trip Advisor, 2024)
The management of reputation has become a significant challenge for the organisation as The Westin St. Francis has received various mixed reviews on their website and third-party websites such as Trip Advisor. Some of the reviews stated issues of safety concerns, while other guests complained about delays in services (Trip Advisor, 2024). The negative feedback has exacerbated the efforts of The Westin St. Francis toward the restoration of the brand reputation as the average rate within the website had dropped to 4 from 4.5 rating during and after the pandemic (Trip Advisor, 2024). Hence, these issues have impacted the ability of The Westin St. Francis to compete with the luxury hotel market in the USA.
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	Internal Factors

	













External Factors
	
	Strengths
	Weaknesses

	
	Opportunities
	The area of San Fransico hosts over 25 million visitors on an annual scale (Xola, 2022). This could cater to the promotional efforts of The Westin St. Francis Hotel by focusing on its proximity towards major tourist attractions. 
The utilisation of the association brand could help the organisation towards the implementation of sustainable practices that align with the demand for eco-friendly tourism.
	Adhering to the ageing infrastructure through investments in renovations could help attract young populations and affluent travellers to enhance the experiences of the clients while providing modern amenities. This accounts for over 70% of the luxury hotel bookings (Forbes, 2023).
The diversification of the target market could help in reducing the overall dependence on international tourists. It has been observed that over 60% of the travellers in the USA were from international destinations in 2019 (Condor Ferris, 2024). 

	
	Threats
	Underscoring the premium services and state-of-the-art facilities could help the organisation to compete with the platforms offering short-term rentals such as Airbnb, which has been increasing its customer base since the onset of the COVID-19 pandemic. 
	Mitigating the increase in cost of operations through the implementation of cost-effective technologies could help The Westin St. Francis to reduce its reliance on manual workforce and ensure the procurement of their standards of services during the downturn in economies.


Table 3: TWOS Analysis
Analysis
The TWOS Analysis for the organisation underscores how The Westin St. Francis could capitalise on their opportunities and strengths while addressing their threats and weaknesses. Through the leverage of the brand reputation and location, organisations within the hotel sector could attract their customers (Tuni et al. 2022). This could help the organisation to focus on its initiatives for sustainability while improving the experiences of its guests reducing the overall dependency on international tourists and targeting the travellers of the USA. Moreover, placing an emphasis towards offering luxury amenities could help the organisation to differentiate itself from its primary competitors. The implementation of cost-efficient technologies could help in mitigating the rise in costs of operations during the period of uncertainties.
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Recommendation 1: Implementation of Sustainable Practices
Measures Suggested: The organisation should tend to adapt to lighting systems that are energy-efficient while investing in renewable sources of energy such as the implementation of water-saving technologies. Moreover, with the collaboration of sustainable suppliers and the introduction of various programs for reducing and recycling waste materials, the organisation could adhere to the environmental laws and standards levied by the Government of the USA. 
Potential Benefits: Adherence to sustainable practices could help enhance the reputation of the organisation while making it a prominent choice of preference for travellers considering eco-friendly options for travel. It has been observed that over 60% of the tourists globally have been considering environmentally friendly options for travelling (WTTC, 2023). Therefore, adhering to these initiatives could help in reducing the cost of operation in the long run in particular towards the consumption of water and energy.
Impacts and Success Rates: The success could be measured through the tracking of the key performance indicators such as the savings of energy and segment the waste that is diverted from the landfills. The hotel should further conduct an annual audit of sustainability to review the progress while adjusting strategies and adjusting to these strategies. The surveys of customer satisfaction could further help in measuring the impact of these initiatives in particular the environmentally-friendly practices. It has been observed that the organisations that have implemented the use of eco-friendly practices have witnessed a surge in the scores of customer satisfaction by over 15% (Frontiers, 2021). This could help in procuring various financial savings on the bills and utilities that could be monitored on a quarterly basis in consideration of the rates of occupancy to cater to the success of these initiatives.
Costs Associated: The initial costs that are associated with the installation of energy-efficient systems and the infrastructure of renewable energy could range from 300,000 to 500,000 Dollars depending on the scale of the project. These costs could be offset depending on the time through the reduced bills on water and electricity in the long run within a time span of 3-5 years.
Recommendation 2: Enhancement of Digital Presence:
Measures Suggested: It could be suggested that The Westin St. Francis can improve their online website by offering an interface that is user-friendly to their customers. It could include seamless bookings through mobile and virtual tours of their amenities and rooms. An organisation increasing their online engagement attracts its potential customers by increasing the visibility of the brand (Doyle et al. 2022). Therefore, The Westin St. Francis should increase their engagement in social media through the process of targeted advertisement and collaborating with influencers to attract their customer base.
Potential Benefits: The enhancement of the digital presence could help to improve the ability of the hotel to reach a prominent goal for reaching a broad range of audience, in consideration to their audience and adhere to the travellers that are tech-savvy are that are relying heavily on the digitised platform for planning the trip for digital bookings. The virtual tours could help in providing their guests with guests with a significant understanding of the amenities and experiences offered. A prominent engagement of social media could help in building loyalty to the brand while attracting influencers to promote the infrastructure while generating content that could amplify the efforts of marketing. It has been observed that online booking through mobile applications and websites has increased by more than 70%, following the modern trends of digital adaptation (McKinsey, 2020). 
Impact and Success Rates: The overall success of this digital presence could be reviewed through the preview through significant metrics such as the conversion of mobile booking, engagement rate of media, and website traffic (Das, 2021). The KPIs could cater to an increase in direct bookings with the rise of website traffic within the implementation of the first year. The followers of social media with the rates of interaction could be aimed by The Westin St. Francis to cater to a boost of engagement rate of customers. The feedback from customers on the satisfaction rates could further help in measuring the overall impact of the experiences of customers.
Costs Associated: The overall costs towards upgrading the website while implementing the features of virtual tours could significantly range from 50,000-100,000 Dollars. Moreover, the ongoing campaigns of social media with targeted advertisement and collaboration with influencers could require an additional annual investment of 30,000-50,000 Dollars. 
Recommendation 3: Diversification of the revenue streams:
Measures Suggested: The organisation could adhere to the introduction of various wellness retreats with exclusive packages of events towards its offerings. Moreover, partnering with the experts of local wellness could help in creating a prominent experience for the customers of an organisation (Gallan et al. 2021). This would help towards the promotion of various business-oriented services for The Westin St. Francis to attract various remote workforce. 
Potential Benefits: Through the diversification of these streams of revenue, The Westin St. Francis could significantly reduce their reliance on the fluctuations of international tourism and seasonal travellers. It has been observed that the wellness industry of tourism has been valued at over 815 billion Dollars due to the ongoing trend of health consciousness (Global News Wire, 2023). Moreover, the exclusive packages of events such as the corporate retreats could help the organisation towards the creation of a niche market while catering to an increased rate of repeat customers and providing high-values. These could help increase the rates of occupancy while extending the average stay of guests. This would help to boost the overall revenue for The Westin St. Francis and enhance the brand appeal of the organisation.
Impact and Success Rates: The overall success of introducing the new services could be evaluated through KPIs such as the revenue per available room and the average duration of stay (Brites, 2023). The organisation could implement a co-working space that could be measured through the occupancy and the increase in sales of beverages and food from the guests. The success of wellness retreats could be further monitored through the partnership of wellness influencers and feedback from the guests. Moreover, the exclusive package of events for the organisation could be tracked through surveys of customer satisfaction. Reviewing KPI metrics regularly could ensure that the services provided by an organisation could generate returns that could meet the financial objectives of the organisation.
Costs Associated: The investments would include the costs of renovations for creating a dedicated space for co-working and wellness, along with the expenses in marketing for promoting their services. These overhead costs could range significantly from 150,000-450,000 Dollars which depending on the scale would foster higher returns through the diversification of revenues and increased bookings.
Recommendation 4: Focusing on the domestic market:
Measures Suggested: To claim a significant focus on the domestic market, the organisation could foster special offers that could be tailored to the preferences of the travellers of the USA. These offers could be holiday packages and discounted gateways at the weekend. Moreover, an organisation within the hotel sector could cater to their programs of loyalty that could target their domestic customers through social media campaigns and advertisements (Dwivedi et al. 2021). 
Potential Benefits: It could be suggested that The Westin St. Francis could cater to the reduction of their dependence on international visitors while stabilising their streams of revenue after the restrictions of travel. It has been observed that there has been an increase in domestic travel due to the onset of the COVID-19 pandemic while segmenting their market towards leading to a higher rate of occupancy of hotels during the seasons of off-peak (Dalir, 2024). This further encourages the increase of repeat businesses by enhancing the retention of customers. 
Impact and Success Rates: The overall success could be measured through the surveys of domestic bookings with the growth of enrolment for the loyalty programs. Adherence to metrics such as the average revenue per room could significantly indicate if targeting the domestic market could boost the revenue of an organisation (Bouchet et al. 2020). Moreover, the local partnerships could be reviewed effectively through the impact on the sales of The Westin St. Francis. 
Costs Associated: The costs associated with it would include the expenses of marketing such as the digitised content creation while collaborating with the local attractions. This would cater to an estimated budget of 80,000 Dollars that would foster the comprehensive campaign for The Westin St. Francis.
Recommendation 5: Renovating and modernising the existing infrastructure:
Measures Suggested: For modernising the hotel, their management should significantly focus on upgrading the rooms of guests while meeting the quality of facilities fostered by the organisation. This could include investment in SMART room technologies and the use of sustainable materials (Bradu et al. 2022). The expansion of the amenities of wellness such as fitness centres and spas could enhance the experience of guests within The Westin St. Francis.
Potential Benefits: The modernisation of infrastructure within an organisation operating under the luxury accommodation sector significantly attracts a diverse range of customers who prioritise comfort with modernity (Hirslund, 2024). These upgrades could significantly increase the satisfaction and loyalty of clients while leading towards repeat business. These could help in enhancing the market positioning of the hotel. 
Impact and Success Rates: The overall success of an organisation can be measured through the satisfaction rates of the potential customers and the reviews (Aws et al. 2021). The use of online platforms and social media marketing could help The Westin St. Francis in providing feedback in real time.
Costs Associated: The overall cost of renovation for The Westin St. Francis would vary in consideration of their scope of investment and would be typically on the higher side. Therefore, an investment of 10 million Dollars could be expected for a complete modernisation and renovation.
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Figure 2: Lewin's Change Management Model
(Source: Mind Tools, 2024)
The implementation of changes recommended for the organisation requires a prominent approach to maximising the effectiveness of these initiatives while minimising the resistance to ensure a smooth transitional process. One of the most prominent frameworks towards the management of organisational change is Lewin's Change Management Model. This model consists of 3 prominent stages namely the Unfreeze, Change, and Refreeze which help in measuring the competencies of the changes required within an organisation (Burnes, 2020). Considering this, 
Unfreeze
The primary stage of Lewin's Change Management Model is to prepare an organisation for the required changes which includes making the stakeholders aware of the changes that are required (Harrison et al. 2021). Therefore, The Westin St. Francis should initially focus on the creation of awareness and the engagement of their employees. The management team of an organisation are required to communicate the strategic reason that has necessitated the changes required. This includes adherence to the increased demand for sustainable tourism and changes in the preferences of the market. Moreover, to increase the engagement rate of the employees, an organisation should adhere to conducting training sessions and conducting workshops to keep their employees engaged with assertive tasks. 
Change
The actual transitions occur within an organisation once the work environment is ready to adapt to the changes. This includes the implementation of new practices and strategies within an organisation and is considered the most challenging phase (Ratana et al. 2020). Considering this, The Westin St. Francis could introduce various initiatives to sustainability considering the use of renewable sources of energy and collaborating with eco-friendly suppliers. Moreover, the organisation could leverage the use of technology such as the introduction of virtual tours and digitised systems for check-in. This could help in enhancing the experiences of customers significantly. To ensure that an organisation assists their guests, the workforce of the organisation should be seamlessly trained regarding the introduction and use of the technology implemented within their work environment. 
Refreeze
This is the final stage of the change management model that includes the stabilisation of the changes while fostering the daily operations of an organisation (Cone and Unni, 2020). Considering this, The Westin St. Francis should ensure that the new practices become their primary procedure of operations. Through regular audits and loops of feedback, the organisation should tend to measure the overall success of these initiatives while identifying the areas that require improvement. 
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	Number
	Problem
	Solution
	Desired Outcome
	Time
	Completion Date
	Budget

	1
	The hotel faces the issue of ageing infrastructure.
	To address this, a renovation of guest rooms and common areas will be implemented.
	This will modernise facilities, improve guest satisfaction, and provide a competitive edge in the market.
	6 months
	March 2025
	$5 million

	2
	The hotel’s lack of advanced digital solutions hinders operational efficiency and guest experience.
	Investing in digital solutions like AI-powered check-ins, mobile apps for guests, and virtual tours to enhance customer experience.
	Streamlining operations and improving guest satisfaction by 30% with faster, more personalised services.
	8 months.
	May 2025
	$1 million

	3
	The rise of short-term rental platforms like Airbnb is drawing away potential customers.
	Emphasising the hotel’s luxury amenities and personalised services in marketing efforts to differentiate similar platforms.
	Increasing direct bookings by 15% and retaining high-end clients.
	9 months
	June 2025
	$150,000

	4
	Over-reliance on international travellers creates a vulnerability when travel restrictions or economic downturns occur.
	Launching marketing campaigns while targeting the growing domestic market that includes special packages for remote workers and families.
	Increasing the domestic bookings by 25%, reducing reliance on international visitors.
	6 months
	March 2025
	$200,000

	5
	The hotel’s outdated infrastructure is negatively impacting guest satisfaction and driving up maintenance costs.
	Renovating rooms, hallways, and public areas with modern, eco-friendly materials and updated designs could help to enhance the guest experience and reduce long-term upkeep costs.
	Increasing guest satisfaction scores by 20% and attracting more affluent travellers, reducing maintenance costs over time.
	18 months.
	March 2026
	$10 million

	6
	High staff turnover and insufficient training programs lead to inconsistent guest experiences.
	Developing a comprehensive training program and implementing employee retention strategies, such as offering competitive wages and benefits.
	Adhering to this practice could help in reducing staff turnover rates by 20% and improve service quality.
	
	
	

	7
	Negative reviews on platforms like TripAdvisor and Google can hamper the hotel's reputation and deter potential guests.
	Establishing a dedicated team to monitor online reviews and respond promptly to feedback.
	Improving online ratings by 1 star within a year and enhancing guest loyalty.
	12 months
	September 2025
	$50,000


Table 4: Action Plan
SMART Table:
	Objectives
	Specific
	Measurable
	Attainable
	Relevant
	Time-bound

	Enhancing security around Union Square
	Collaborating with local authorities and private security firms for increased patrols and monitoring.
	Decrease in guest complaints related to safety by 30%.
	Collaboration with local authorities is feasible and practical.
	Improves guest confidence and safety in a high-traffic area.
	6 months

	Investing in technology for efficiency
	Implementing automated check-ins and AI-powered guest services.
	Increasing operational efficiency by 20% through reduced wait times and labour costs.
	Budget allocation and phased implementation make this achievable.
	Enhances guest experience while reducing operational costs.
	12 months

	Staff training for guest experiences
	Providing tailored training focused on customer service excellence.
	80% of staff completes training with improved guest satisfaction scores by 15%.
	Allocate training budget and conduct in-house sessions.
	Directly tied to improving guest loyalty and online reviews.
	3 months

	Sustainability initiatives
	Installing energy-efficient lighting and water conservation systems.
	Reducing energy and water usage by 25%.
	Cost-effective installations with long-term returns.
	Addresses growing demand for eco-friendly accommodations.
	18 months.


Table 5: SMART Objectives
[bookmark: _Toc178687668]5. Conclusion
This report has evaluated the reputation and history of The Westin St. Francis within the luxury hotel sector of the USA. However, it was observed that the organisation had faced significant challenges that could cater to its profitability and sustainability. The decline in tourism due to the onset of the COVID-19 pandemic has impacted the rates of occupancy for the organisation. This decline has catered to the rise in the safety concerns of their guests due to homelessness, thus resulting in concerns towards the rates of customer dissatisfaction with an ineffective environment for operations. Therefore, to address the overall issues, it is important for the organisation the adopt strategic approaches that adhere to long-term and short-term solutions. The implementation of frameworks such as the PESTLE and TWOS analysis had helped in providing a prominent understanding of the external and internal factors that had influenced the operations of the hotel. The use of PESTLE Analysis had undermined various identified external pressures faced by the organisation including the fluctuations in economies, concerns about the environment, and changes in societal reforms that require immediate mitigation. The strategies recommended for the organisation focused on the implementation of sustainable practices while enhancing the digital capabilities of the hotel. These would be a crucial consideration towards rebuilding the reputation of The Westin St. Francis while attracting their target clients. The primary recommendation significantly emphasises the importance of sustainability which has become a factor of consideration for travellers. Moreover, investments procured towards technologies that are energy-efficient with the initiatives to reduce waste could help in reducing their cost of operations while positioning itself as a leader within the sustainable hospitality business. With the increase in prioritisation of eco-friendly options for travel, the organisation could adopt these practices that could resonate with the growing segment of this trend while contributing to a positive image of the brand. The organisation should further cater to their luxury offerings through the enhancement of its digitised presence. This could include renovating their online webpage to cater to the unique experiences of their users while optimising their search engine. Moreover, the utilisation of social media marketing could help The Westin St. Francis to engage with their target audience while driving the visibility of the organisation for increasing a competitive market. Moreover, these measures could enhance the safety and experience of the customers in particularity to the rise of issues with homelessness which is crucial to regaining the confidence of guests. Therefore, to mitigate this issue, it was suggested for the organisation to collaborate with the local dignitaries to address the challenges in society. This would help in undermining the commitment of the hotel to adhere to its CSR initiatives while amplifying the engagement of customers. These could include forming partnerships with NGOs to provide the support and resources for the individuals affected. This would help to foster a safe environment for their guests and increase the reputation of the brand.
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Do not stay here

Stayed here for 6 nights recently. As a gold SPG member, they had ‘upgraded’ me upon arrival
to a bigger room in a high floor. What they did not tell me that was they did that because of the
constant banging and shouting form the hotel workers who were protesting in front of all 4
entrances into the hotel. Despite being on the 30th floor, one could still make out the constant
yelling from the protestors.

Because of the protest, there was no mini bar service, no room service and the entire hotel
appeared to be in shambles. This scenario was worsened by the crowd of guests pouring in over

Read more v

Date of stay: November 2018

This review is the subjective opinion of a Tripadvisor member and not of Tripadvisor LLC. Tripadvisor performs checks on reviews
as part of our industry-leading trust & safety standards. Read our transparency report to learn more.
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Responded Nov 27, 2018

a Response from Westin_St_Francis, Hotel Manager at The Westin St. Francis San Francisco on Union

Good afternoon Richard H. | really appreciate your having taken the time to relate your experience. |
was truly disappointed to read your note and so sorry for your experience at The Westin St. Francis.
The set of circumstance around our labor disruption is very unfortunate and | am sorry that you were
Read more v

Report response as inappropriate

This response is the subjective opinion of the management representative and not of Tripadisor LLC.
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