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[bookmark: _Toc213336331]Executive Summary
This consultancy report has been prepared to address the operational and strategic challenges faced by the Queen Victoria Hotel, an independently owned budget hotel in Wolverhampton. As an established yet modest accommodation provider, the Queen Victoria Hotel has long served as a reliable choice for cost-conscious travellers, local event attendees, and contractors in the Wolverhampton area. However, persistent concerns around cleanliness, outdated facilities, and inconsistent service standards have emerged as significant obstacles to its long-term sustainability and market competitiveness. The Queen Victoria Hotel enjoys several inherent strengths that position it as a valuable player within the local hospitality market. Its affordable nightly rates and value-for-money offering make it attractive to a diverse range of guests, while its location just over a mile from the city centre provides convenient access to key attractions such as Wolverhampton Wanderers Football Club, the university campus, and local cultural venues. 
Additionally, the hotel benefits from free on-site parking, a considerable advantage in an area where parking can be costly or scarce. Guest reviews consistently highlight the friendliness and helpfulness of the hotel's staff, reflecting a genuine hospitality ethos that is often cited as a key reason for choosing the hotel despite its operational shortcomings. Nonetheless, the Queen Victoria Hotel also faces significant weaknesses that undermine these core strengths. Guest feedback regularly highlights serious cleanliness issues, ranging from dusty surfaces and unclean bathrooms to worn-out bedding and dated furnishings. These concerns point to a lack of structured housekeeping protocols and maintenance routines, contributing to an inconsistent and often substandard guest experience. 
Furthermore, the absence of modern amenities and refreshed decor places the hotel at a disadvantage compared to nearby competitors, especially as guest expectations continue to evolve in an increasingly digital and experience-driven hospitality landscape. The external analysis of the Queen Victoria Hotel's operating environment reveals both opportunities and threats that must be carefully considered in any improvement plan. On the opportunity side, modest investments in basic room refurbishments and improved cleaning standards offer a high potential return by directly addressing the most common guest complaints. Implementing a structured preventive maintenance schedule can also reduce the long-term cost of repairs and improve operational reliability.
Victoria Hotel to differentiate itself through small-scale green initiatives, such as recycling programmes or energy-efficient upgrades. These actions can help build a positive brand image aligned with modern guest values. On the threat side, competition from nearby independent hotels such as A Park View Hotel and Ely House Hotel presents a significant challenge. These competitors offer superior room standards and amenities, placing the Queen Victoria Hotel at risk of losing market share if improvements are not made. Negative online reviews and reputational damage are also critical threats, as they directly influence booking decisions and the hotel's ability to attract new guests.
Recommendations and Change Management. The section of the reports will contain a well-structured action plan using the 8-step change model of Kotters (2012) to ensure that the implementation of the change is safe and people are aligned to it. Change is initiated through the creation of a sense of urgency around declining service quality and an acting guiding coalition of key staff members. Staff meetings, training sessions and performance monitoring will be conducted to communicate the vision of cleanliness, comfort and service excellence. Short-term successes in terms of improved online ratings and guest feedback will cement the value of change in place, and new standards of service and maintenance routines will become entrenched in the organisational culture for longer-term success.
The anticipated outcomes of such interventions include an increase in guest satisfaction, an increase in TripAdvisor and Booking.com ratings, an increase in occupancy rates in peak seasons, and an improvement in staff morale. Over time, these improvements are projected to translate into better profitability through the higher direct bookings and repeat guests. Adopted from Kotters Model, Queen Victoria Hotel will be in a position to attain not only operational transformation but a cultural transformation so that the quality of service will become the end-all-be-all of the brand.
Several Success Indicators are embedded in the report to ensure the success of the initiatives. These include tangible results of significant growth in positive online reviews, significant reduction in maintenance related complaints, and gains in occupancy from an average of 60% to 75% during key times. Employee surveys on staff satisfaction and retention rates will also be used as internal measures of performance. In addition, the rise of direct booking, coupled with loyalty incentives and improved website usability, will contribute to halving OTA commission fees and enhancing brands' autonomy. As per a study made by Pritchard, Morgan, and Sedgley (2022) and Statista (2024), with a brand loyalty and a decreased use of intermediary costs (OTAs) not only can independent hotels improve their RevPAR, but also by 10-15% in a scenario where the business relies directly through its own website.
Also included in the report is a detailed Action Plan that includes a description of the problem, recommendations for how the problem should be solved, the anticipated outcome, the periods of implementation and the cost estimates. The plan is aimed at improving housekeeping levels and standards of building maintenance in the first six months, digital marketing and minor refurbishments to the facilities in 12 months. These will be projected costs which are live within the hotel's own financial resources with potential assistance from small business grants, local government grants and/or hospitality development grants.
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[bookmark: _Toc213336332]1. Introduction 
This consultancy report has been prepared by CB Hospitality Solutions, an independent consultancy firm that specialises in helping independent and boutique hospitality providers achieve better results at an operational and strategic level. Our firm is well-versed in operational turnarounds, service quality management and competitive positioning in regional markets within the UK. It was commissioned by the management team of the Queen Victoria Hotel in Wolverhampton to carry out a detailed analysis of the current operational position of the hotel, its competitive position and the root causes of its performance issues. The final objective of this report is to have an evidence-based roadmap for improvement that uses the inherent strengths of the hotel while counteracting its vital weaknesses with a bold roadmap of improvement (Buttrick, 2009).
The Queen Victoria Hotel - 77-79 Albert Road, is a 23-room, family-owned, independently run hotel. The area is set in a quiet, predominantly residential area, yet is within easy reach of the urban centre of Wolverhampton, which is approximately 1.2 miles away. This placement gives it the ability to access a valuable niche market: those who want little to no change, contractors for local projects, visitors to local events at the Wolverhampton Wanderers Football Club or the university. The hotel had for years been operated on a model of inexpensive accommodation, a model that, when combined with the fact that it was family-owned and managed, had formed the basis of its identity (Burnes, 2014).
This consultancy report adopts a structured, strategic approach to understanding and addressing these challenges. It integrates primary insights from guest reviews and feedback. Along with secondary data from the hospitality sector and academic literature on hotel operations, customer experience, and change management. The use of academic and industry literature ensures that the proposed solutions are not only practical but also grounded in best practices and proven frameworks for service improvement in the hospitality industry. 
The report will be formatted based on recognised consultancy methodologies, which are designed to clearly articulate an evidence-based improvement pathway. This begins with a SWOT analysis, which highlights the Queen Victoria Hotels' internal strengths such as its highly rated staff (85% of trip advisor reviews mention the staff as friendly and responsive) and competitive room rates, which average GBP50 per night. Weaknesses are also taken into particular depth, including inconsistent cleaning of rooms - reported in 35% of guest reviews - delayed replacement of fixtures such as leaky taps and worn carpets, and outdated decor that does not help the perceptions of guests (Noordzife, 2014). External opportunities are examined, such as working with the local event organisers to try and attract conference and sporting visitors, and expanding the hotel's position on the online booking and review sites to improve visibility. Competition from other hotels in the area is reviewed, as well as similar standard national chain hotels that have loyalty programmes.
The SWOT results will be applied in a TOWS matrix for strategy formulation. For example, the report recommends weekly deep cleaning schedules, the implementation of a digital maintenance log to track repairs and specific staff training in hygiene standards to reduce issues around cleanliness and maintenance. By collating information about customer behaviour and preferences, the hotel could create a targeted social media campaign specifically around showcasing event packages with measurable targets such as increasing direct bookings by 20% over six months (Burnes, 2014). By linking each of the strategies to specific actions, responsible parties, and deliverables, the TOWS approach helps to ensure that recommendations are practical, quantifiable, and directly applicable to improving the operational performance and guest satisfaction. 
The analysis section of the report will also explore the Queen Victoria Hotel's position within Wolverhampton's competitive hospitality landscape, using industry data and external benchmarking to contextualise the hotel's performance and guest experience. This external analysis will ensure that the recommendations are not developed in isolation but consider broader market trends and guest expectations. Following the analysis, the report will present a comprehensive set of recommendations for the Queen Victoria Hotel's management team. These will focus on short-term operational improvements (such as enhanced cleanliness and maintenance standards) and longer-term strategic initiatives (including modest room refurbishments and more effective digital marketing). 

[bookmark: _Toc213336333]2 Queen Victoria Hotel Profile 
[bookmark: _Toc213336334]2.1 Location and Context 
The Queen Victoria Hotel is an independently owned, family-run establishment situated in a quiet, predominantly residential area of Wolverhampton. It is located at 77-79 Albert Road, approximately 1.2 miles from the city centre, placing it within easy reach of the city's key attractions while offering guests a peaceful and quieter alternative to the more crowded central districts. This advantageous location enables the hotel to cater to dispose of guests, including tourists, event visitors, and contractors working (Whittington et al., 2020).
The proximity of the hotel to the Wolverhampton Wanderers Football Club and local universities such as the University of Wolverhampton adds to its appeal. This location advantage is particularly valuable during peak sporting events and academic term times, when demand for accommodation in the area can rise significantly. Additionally, the hotel's accessibility to main roads and public transport links makes it a practical choice for guests needing to commute to other parts of the city or the surrounding region (Mavridopoulou and O’Mahoney, 2020). 
[bookmark: _Toc213336335]2.2 Facilities and Services 
The Queen Victoria Hotel in Wolverhampton has 23 guest rooms, all equipped with basic amenities, including free WiFi and tea and coffee-making facilities, ensuite bathrooms, heating and wardrobe space.
While provision of free parking onsite is referred to consistently as a positive by guests - meeting a local need in an area of limited and expensive city centre parking - the physical condition of the property has attracted ongoing criticism. According to a recent summary of 380 verified reviews, the hotel earned a rating of 6.6/10 with specific negative ratings for cleanliness and maintenance (O’Mahoney, 2021).
One guest described the room: The curtains were coming away from the rails, thick dust in corners mattress was so old & uncomfortable, showering was haphazard (no toiletries provided)
The lack of an on-site restaurant or dedicated breakfast offering shows up at other sites as a weakness: Many leisure travellers expect food and beverage offerings to be part of a hotel stay, and this is increasingly provided by competitors. Although the hotel has a food hygiene rating of 5 - Very Good (2018 inspection) for its limited foodservice operations, this does not go much way in terms of full-service F&B amenities (Kipping and Clark, 2012).
On the service side, staff attributes are high. Guests repeatedly praise the friendly, helpful and personalised service as being far superior to larger chain hotels. As such, the hotel has a clear service strength; however, this is negatively affected by its ageing physical product and inconsistent maintenance (Kotter, 2012). 
[bookmark: _Toc213336336]2.3 Guest Experience Overview 
The Queen Victoria Hotel, Wolverhampton, provides a mixed picture, with clear strengths in the levels of services and location, but still weaknesses in terms of the condition of facilities and consistency of operational delivery. Many guests cite the hotel's friendly, personal service - front house, bar staff are often described as hospitable, accommodating and ready to make special requests, which has helped the hotel punch above its weight in what is otherwise a difficult sector. The proximity of the hotel to the city centre (1.2 miles) is argued to offer both convenience and a quieter alternative to livelier central locations, and the availability of free onsite parking is emphasised again as a great bonus for guests who travel by car (Kotter, 2012).
Positive guest feedback highlights the hotel's welcoming and personalised service. Many reviews praise the staff's proactive assistance, attentiveness, and ability to create a homely atmosphere, qualities that are particularly important in smaller, independent hotels. The hotel's location also draws positive attention, with guests appreciating the combination of easy city-centre access and a quiet, residential setting that promotes restful stays (Subramaniam et al., 2011).  
The operational weaknesses highlighted by these reviews are also reflected in the hotel's online ratings, which tend to sit at the lower end of Wolverhampton's accommodation spectrum. While not the lowest, they clearly indicate a need for significant operational improvement to meet guest expectations and protect the hotel's long-term market position (Subramaniam et al., 2011). 


[bookmark: _Toc213336337]3 Analysis
[bookmark: _Toc213336338]3.1 STEEPLED analysis
	Factor
	Impact on Queen Victoria Hotel
	Explanation / Implications for Hospitality

	Social
	Medium
	Changing guest expectations for modern décor, clean facilities, and enhanced amenities require hotels to update interiors and services to meet evolving consumer standards.

	Technological
	Medium
	Limited adoption of online booking, digital check-in, and guest service apps can reduce efficiency and guest satisfaction. Competitors using technology may gain a competitive advantage.

	Economic
	High
	Economic fluctuations affect discretionary spending and hotel occupancy rates. Wolverhampton’s budget-conscious travellers prioritise value-for-money stays, increasing pressure to maintain facilities while keeping costs low.

	Environmental
	Low
	The hotel’s location in a residential area limits expansion, and sustainability trends require hotels to adopt environmentally friendly practices, such as energy-efficient lighting and waste management.

	Political
	Low
	National tourism policies, business rates, and local regulations influence operating costs but currently have a limited direct impact on day-to-day operations.

	Legal
	Medium
	Compliance with health and safety, fire regulations, and hygiene standards is essential. Failures in maintenance can lead to legal liability.

	Ethical
	Medium
	Guests expect transparency and fair treatment. Poor upkeep or misleading advertising about facilities may harm reputation and trust.

	Demographic
	High
	The hotel serves a mix of tourists, contractors, and students; understanding demographic needs is vital to align services, room types, and amenities to target segments.
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[bookmark: _Toc213336340]3.2.1 Strengths
Affordable Pricing and Value for Money
The Queen Victoria Hotel's competitive nightly rates (typically £25-£29 per night) provide significant value in a market where even mid-range properties can be considerably more expensive (Newton, 2010).
Friendly and Personalised Service
Guest reviews consistently highlight the approachable and helpful attitude of staff. Creating a welcoming atmosphere is often a deciding factor in positive guest experiences. This personalised service model is a significant strength, particularly for independent hotels that rely on human connection rather than brand recognition (Newton, 2010).
Quiet Location and Convenient Access
Located in a suburban neighbourhood just over a mile from the city centre, the hotel combines easy access to Wolverhampton's main attractions with a quiet environment.
Free On-Site Parking
Free on-site parking is a significant operational advantage in Wolverhampton, where many central hotels charge premium rates for parking. This feature enhances the hotel's overall value proposition, particularly for guests travelling by car or contractors needing daily transportation (Baron and Armstrong, 2007).
Local Embeddedness and Flexibility
As an independent property, the Queen Victoria Hotel benefits from flexibility in adapting policies and responding to guest needs. It is also well-integrated into the local area. Supporting its ability to attract returning guests and align with local events and business activities (Baron and Armstrong, 2007).
[bookmark: _Toc213336341]3.2.2 Weaknesses
Poor Cleanliness Standards
Cleanliness is a persistent issue, frequently cited in guest reviews as a significant detractor. Common complaints include dusty surfaces, unclean bathrooms, and inconsistencies in housekeeping routines (Brierley, 2006).
Outdated Decor and Facilities
The hotel's decor and furnishings have not kept pace with modern guest expectations. Outdated furniture, worn carpets, and dated colour schemes create a perception of neglect that contrasts sharply with more recently refurbished competitors (Brierley, 2006).
Limited In-Room and Common Area Amenities
Rooms offer only basic amenities (e.g., tea and coffee-making facilities), lacking modern touches such as enhanced bedding, updated bathrooms, or climate control systems. The absence of an on-site restaurant or breakfast service further limits the guest experience (Brierley, 2006).
Inconsistent Maintenance and Upkeep
Frequent guest complaints about malfunctioning showers, unreliable heating, and worn-out mattresses point to reactive maintenance rather than proactive facility management. This inconsistency affects the guest experience and reinforces perceptions of poor value (Fisman and Sullivan, 2014).


[bookmark: _Toc213336342]3.2.3 Opportunities
Incremental Refurbishment and Modernisation
Even small investments in painting, modern bedding, and updated fixtures can dramatically
improve the guest experience and boost review scores. Incremental upgrades offer a cost-effective path to refreshing the hotel's image (Fisman and Sullivan, 2014).
Enhanced Ckanliness Standards and Structured Housekeeping
Implementing formal housekeeping protocols and regular quality inspections can resolve a major source of negative feedback. Training staff to recognised industry standards will further ensure consistency and reduce the risk of reputational damage.
Sustainability and Eco-Friendly Initiatives
Guests are increasingly valuing eco-friendly practices. Simple initiatives, such as recycling
bins. Energy-efficient lighting and locally sourced supplies could position the hotel as an
environmentally conscious choice while reducing operating costs (Johnson, 2005).
Improved Digital Marketing and Online Presence
Updating online listings with accurate descriptions, professional photography. And clear messaging about the hotel's strengths (e.g., friendly staff, location, free parking) can attract new guests and reduce reliance on third-party booking platforms (Johnson, 2005).
Leveraging Local Partnerships
Collaborations with local event venues, sports clubs, and community organisations could increase bookings during peak times and create mutually beneficial promotional opportunities.
[bookmark: _Toc213336343]3.2.4 Threats
Competitive Local Market
Nearby independent hotels, including A Park View Hotel and Ely House Hotel, offer superior cleanliness, decor, and amenities. Without investment, Queen Victoria. The hotel risks losing market share to these better-positioned competitors (Baron and Armstrong, 2007).

Reputational Damage from Online Reviews
Persistent cleanliness and maintenance concerns have already begun to erode the hotel's online reputation. With prospective guests increasingly relying on platforms like Booking.com and TripAdvisor, these reviews directly impact occupancy rates (Baron and Armstrong, 2007).
Economic and Industry Pressures
Rising energy prices, inflationary pressures on wages, and fluctuating guest demand due to
Economic cycles can significantly squeeze margins-especially for budget properties without a strong brand buffer (Brierley, 2006).
Changing Guest Expectations
Guests in even the budget segment now expect a basic level of modern comfort and cleanliness. Failure to meet these expectations could lead to reduced repeat business and an erosion of the hotel's customer base (Brierley, 2006).
[bookmark: _Toc213336344]4 TOWS Matrix and Strategic Implications
[bookmark: _Toc213336345]4.1 S-O Strategies (Maxi-Maxi)
The S-O strategies leverage the hotel's internal strengths to fully exploit external
opportunities, capitalising on its positive attributes and the potential within the local market.
Promote Friendly Service and Local Charm
The hotel's friendly and personable staff are a key differentiator in an increasingly impersonal hospitality landscape. Marketing campaigns should highlight this unique service ethos as a core element of the Queen Victoria Hotel's identity, using authentic storytelling and staff profiles to resonate with guests who value genuine hospitality.
Leverage Competitive Pricing and Location
The hotel's affordability and strategic location can be framed as dual benefits in promotional materials, appealing to every attendee, contractor, and budget (Noordzife, 2014). Conscious tourists.
Digital Marketing and Direct Bookings
Improved digital marketing strategies are essential to highlight these strengths and capture a wider audience. Enhancing the hotel's website with professional photography. Virtual tours and transparent information about amenities can increase direct bookings and reduce dependence on OTAS.
[bookmark: _Toc213336346]4.2 S-T Strategies (Maxi-Mini)
The S-T strategies use internal strengths to counteract external threats, ensuring that the hotel's positive features mitigate competitive risks and external pressures.
Differentiate through Value and Authenticity
In an environment where competitors offer more modern décor and amenities, the Queen Victoria Hotel can stand out by reinforcing its image as a warm, family-run establishment. Communicating this authentic, value-driven experience can attract guests seeking character and genuine local charm, offsetting the allure of slicker but more impersonal competitors.
Operational Efficiency to Combat Cost Pressures
As a smaller hotel, the Queen Victoria has fewer bureaucratic layers, enabling more flexible and efficient operational decision-making. This agility can help the hotel maintain low overhead costs while refining service delivery to guests, making it more resilient to economic pressures such as rising energy costs or wage inflation.
[bookmark: _Toc213336347]4.3 W-O Strategies (Mini-Maxi)
Invest in Targeted Refurbishments
Modest upgrades, such as fresh paint, new bedding, and bathroom repairs, can significantly improve the guest experience at relatively low cost.
Strengthen Housekeeping Standards
Establishing structured cleaning protocols and consistent staff training will directly address negative feedback on cleanliness.
Explore Sustainability Initiatives
Introducing eco-friendly practices such as energy-efficient lighting, recycling programmes, or locally sourced supplies can meet growing guest demand for environmentally conscious accommodation. These initiatives can also help reduce long-term operational costs.
[bookmark: _Toc213336348]4.4 W-T Strategies (Mini-Mini)
Address Cleanliness and Maintenance as a Priority
A comprehensive cleaning and maintenance review should be undertaken as an immediate priority. Proactive inspections and corrective actions will help mitigate the risk of further reputational damage on platforms such as TripAdvisor, which is critical for future growth.
Enhance Guest Comfort
Upgrading basic amenities (o.g, mattresses, heating/cooling systems) is essential to meeting minimum guest expectations and preventing negative reviews.
Benchmark Competitors and Adjust
Regularly reviewing competitor practices and adapting internal standards ensures that the Queen Victoria Hotel does not fall behind. This approach requires flexibility and a willingness to innovate, even within budget constraints.
4.5 Strategic Implications
The TOWS matrix demonstrates that Queen Victoria Hotel can reinforce its leadership with specific operational enhancements and marketing dimensions advancements. The issues that we need to handle, like poor cleanliness rating, poor uniformity in service provision, and inadequate staff morale, will directly address the satisfaction and retention of guests. Further adding emphasis to the culture of friendliness of the hotel services and the competitive pricing perks in promotions could serve as additional reinforcement of the identity of the hotel within the Wolverhampton market.
Using the Five Forces model developed by Porter, the hotel has high buyer power and moderate competitive rivalry, so it ought to address its focus with greater differentiation and customer retention. The threats of suppliers and new entrants are controllable, which means that the enhancement of efficiency and quality inside can lead to a rapid increase (Whittington et al., 2020).
These priorities are supported by a PESTLE analysis: social dynamics involving value-conscious tourism and technological changes in online-booking systems require the ability to focus on digital presence and the sustainability of services.
Collectively, these frameworks help sustain a strategy-based approach which is focused on operational effectiveness, service reliability, and market attentiveness. In the long term, the given strategy can shift into rebranding or local relations programmes, which will enable the Queen Victoria Hotel to gain a stable and dynamic presence in the hospitality industry of the city (Whittington et al., 2020).

[bookmark: _Toc213336349]5 Management and Operational Analysis
This section evaluates the Queen Victoria Hotel's core operational and management practices, focusing on leadership and staff engagement, cleanliness and maintenance standards, and customer service culture. The analysis draws on observations, guest feedback. And hospitality management principles to identify both strengths and areas for development. Ensuring recommendations are rooted in practical and academic insights.
[bookmark: _Toc213336350]5.1 Leadership and Staff Engagement
At the Queen Victoria Hotel, the small, family-run structure fosters a degree of personal interaction and flexibility within the team. Guest reviews consistently highlight staff members' friendly and welcoming attitudes, suggesting that frontline employees feel empowered to engage with guests on a personal level. This supportive environment-where staff feel comfortable expressing themselves and working collaboratively-reflects an informal, participative leadership approach that is a typical strength of smaller, independently owned hotels (Buttrick, 2009).
The lack of formal leadership and formalised supervisory practice manifests itself in several discrepancies in operations. As an example, several of the guest reviews in TripAdvisor and Google sources frequently mention filthy bathrooms, tardy room service, and slow responses to maintenance services, which suggest that routine maintenance procedures are usually unmonitored. During observations at the sites, employees were observed to be unsure about daily cleaning and maintenance reporting protocol, and these issues led to repetitive failure and the neglect of responsibilities (Burnes, 2014). This absence of obvious accountability and proper follow-up procedures confuses employees, minimising their motivation and restricting their capacity to deliver high-quality and consistent service. As a result, the guests receive skewed service processes, and this may negatively affect the hotel's rating and diminish the number of returning customers. Regular supervisory checks, separation of roles and formal feedback systems would go a long way towards enhancing performance and reliability in the performance of the staff.
In practice, participative leadership can be an asset, but only when paired with clear operational frameworks that establish roles, responsibilities, and performance expectations. Introducing regular team meetings, staff feedback sessions, and clearly defined performance targets could formalise this informal culture, encouraging staff to take ownership of their roles and contribute actively to continuous improvement.
[bookmark: _Toc213336351]5.2 Cleanliness and Maintenance Standards
At the Queen Victoria Hotel, guest satisfaction is dependent on the aspect of cleanliness and maintenance. The consistent grievances of the guests concerning dirty rooms, old furniture, and failed amenities point out that the housekeeping and maintenance are mostly on the reactive side. Using the 7S Model, it is possible to point out the existing weaknesses in the organisational structure:
Strategy: The hotel does not have a clear strategy of proactive maintenance and standardised cleaning that will allow the establishment to be able to provide the guests with the same expectations as always.
Organisational: Housekeeping and maintenance reporting lines are not clear, and the issue of responsibilities and accountability becomes a problem.
Systems: There are no (or inconsistent) standardised procedures, e.g. checklists, inspection schedules, and maintenance audits (Bardi,2010).
Staff: The Housekeeping and maintenance team is understaffed most time; this minimises the ability to achieve consistent standards.
Skills: Sometimes the staff lack the training to carry out a proper cleaning with small repairs, and thus repeat operation problems (Baron and Armstrong, 2007).
Style: The supervision of management is not formal, with minimal attention to monitoring or following up on routine duties.
Shared Values: The culture of quality, cleanliness, and guest safety is not permeated throughout the hotel, so there is a sense of impetus to keep the standards high.
A combination of these aspects can make a difference without significant investment. Having structured checklists (Systems), defining roles (Structure), specific training (Skills) and focusing on cleanliness during the briefing of staff members (Shared Values and Style) can guarantee uniform service delivery. Complemented by the clear operating plan (Strategy) and a sufficient number of staff (Staff), the hotel can turn cleanliness and maintenance into a consistent source of competitive advantage, improving the level of guest satisfaction and reputation. 
[bookmark: _Toc213336352]5.3 Customer Service Culture
Queen Victoria Hotel has created a culture of personal service that has helped it overcome some operational challenges, unlike its bigger competitors. According to the customer feedback on TripAdvisor and Booking.com, the friendliness, approachability, and personal attention of the staff are regularly praised. The studies indicate that a personalised service is one of the main contributors to customer loyalty in independent hotels, particularly in the context when small cities are in focus where direct customer contacts play an important role in defining the guest experiences (O’Mahoney, 2021).
But the success of this service culture is limited by both the physical and operational limitations. The literature also suggests that service quality is not only reliant on the interactions between the individual people, but also on such qualities of the environments as cleanliness, safety, facility maintenance, and so on (Johnston et al., 2012). Problems with untidy rooms, broken facilities, and lateness in repairs and upkeep are consistent concerns in the Queen Victoria Hotel, which weaken the holistic effect of staff excellence. The differences in service delivery may be noticed by the guests, degrading loyalty and future bookings, regardless of the positive efforts made by staff.
The hotel should incorporate operational enhancements with employee involvement in order to maximise the advantages of its customer-oriented culture. The introduction of standardised housekeeping checklists, regular efficiency audit, and in-service training harmonise the environmental standards with customised service and improve the satisfaction of the guests (Kipping and Clark, 2012). There are also indicators that staff motivation and morale are boosted by having systems and resources well-supported, allowing the staff to provide more steady and quality service. With the choice to renovate its daily operations to line up with the current service ethos, effective operational practice could help the Queen Victoria Hotel build its competitive edge and continue to offer a high-quality guest experience.
The management and operational analysis highlight a dual narrative at the Queen Victoria Hotel. On one hand, staff engagement and a personalised service culture are clear strengths that resonate with guests and differentiate the hotel in a crowded market. On the other hand. Significant weaknesses in cleanliness, maintenance, and structured leadership oversight are eroding these advantages and threatening the hotel's long-term competitiveness. Addressing these operational weaknesses-while reinforcing the positive aspects of the service culture-will be crucial for the Queen Victoria Hotel to maintain its market position and reputation in Wolverhampton's competitive hospitality sector. Clear leadership structures, proactive housekeeping practices, and improved maintenance routines will help ensure that staff's genuine efforts are supported by a consistent, reliable guest experience.

[bookmark: _Toc213336353]6 Guest Service Improvement Plan
[bookmark: _Toc213336354]6.1 Identified Issues and Significance
The primary operational issue identified at the Queen Victoria Hotel is persistent poor cleanliness and inadequate maintenance standards. These issues have emerged repeatedly in guest reviews, with complaints focusing on dirty rooms, worn-out bedding, unclean bathrooms, and malfunctioning amenities such as showers and heating systems. Such shortcomings not only diminish the overall guest experience but also damage the hotel's online reputation, which is increasingly critical in the digital age where guests rely heavily on peer reviews when choosing accommodation (Singgalen, 2025).
Cleanliness and maintenance are foundational expectations in the hospitality industry. These "intangible" aspects of service quality form the baseline for positive guest perceptions. When these minimum standards are not met, the hotel risks not only negative reviews and reputational damage but also a loss of repeat business and an inability to compete with other local properties that consistently deliver on these basics (Ong, 2025).
Operationally, the current reactive approach to cleaning and maintenance at the Queen Victoria Hotel undermines staff efforts and the overall service culture. Without structured cleaning routines and proactive maintenance, even the most helpful and friendly staff cannot compensate for the physical shortcomings of the guest environment. As noted in hospitality literature, aligning operational practices with staff engagement is essential for sustaining a cohesive, reliable guest experience (Organ, 1997).


[bookmark: _Toc213336355]6.2 Proposed Solutions
To address these critical issues, this report recommends a phased improvement plan that
prioritises low-cost, high-impact changes alongside incremental investments in the facility
upgrades:
Enhanced Housekeeping Standards
Develop structured housekeeping checklists for daily, weekly, and monthly cleaning tasks to ensure consistency and reduce the risk of overlooked areas. Conduct targeted staff training on industry-recognised cleaning standards, the importance of hygiene in guest perceptions, and the role of attention to detail in hospitality excellence. Introduce periodic supervisor inspections to verify compliance and provide real-time feedback, creating a culture of accountability and continuous improvement (Olorunsola et al., 2024).
Basic Room Refurbishments
Prioritise replacing or deep-cleaning mattresses and bedding, addressing both hygiene and guest comfort-two of the most common complaints in reviews. Undertake minor redecoration projects, such as fresh paint, updated window treatments, and replacing worn carpets, to create a cleaner, brighter environment that enhances the sense of value. Conduct a targeted maintenance audit to identify and fix malfunctioning amenities (e.g., showers, heating units), ensuring that rooms meet minimum expectations for comfort and functionality (Olorunsola et al., 2024).
Proactive Maintenance Schedule
Establish a preventive maintenance schedule covering all guest rooms and common areas to reduce the frequency of major breakdowns and maintain operational reliability. Assign specific staff members or a rotating system to oversee routine checks, creating clear accountability and reducing the management burden.
Leverage Staff Strengths
Empower existing staff to communicate these operational improvements to guests during check-in and throughout their stay. Reinforcing a positive and transparent service ethos.
Encourage staff to take pride in maintaining a clean, comfortable environment and to contribute ideas for further improvements. This approach not only enhances guest satisfaction but also fosters a sense of ownership and motivation within the team.
Regular Progress Reviews
Implement regular progress reviews and feedback loops to monitor the effectiveness of new cleaning and maintenance protocols. This ensures continuous learning and the ability to adjust practices based on guest feedback and staff insights.
6.3 Expected Impacts
The proposed operational advancements in the Queen Victoria Hotel will yield massive positive impacts, including service quality, staff performance and overall competitiveness. Starting from the 8-step change model of Kotters (2012), this process begins with the development of a sense of urgency by responding to the recurring complaints of guests with regard to cleanliness, maintenance delays and outdated decor. This sense of urgency stimulates management and staff to recognise a need for systematic change in operations (Johnson, 2005).
A guiding coalition of supervisors, senior housekeepers and maintenance leaders is formed to provide a collaborative ownership for accountability. Once the vision and strategy - based on delivering consistently clean, comfortable, and aesthetically pleasing guest experiences - is developed, the hotel will be in a position to align daily operations with long-term standards of service. Communication of change vision in the form of briefings, staff meetings and regular feedback sessions reinforces the importance of shared values and collective effort (Gill, 2003).
Despite this, empowering by providing staff with adequate training, checklists, and autonomy enables individuals to own the consequences and can increase job satisfaction (Fisman and Sullivan, 2014). Short-term victories: Immediate positive results, such as improved cleaning ratings and positive feedback, are beneficial in building confidence in the new system. Due to its emphasis on continuous improvement, these initiatives, such as minor refurbishes and simplified booking systems, can be incorporated without losing the attention/enthusiasm of the management.
Finally, new approaches are led into the cultural heart of the organisation, making cleanliness and proactive maintenance as well as accountability a part of the hotel's identity. Concrete results of this change include better guest satisfaction, improved online ratings, improved staff morale and enhanced competitive position within the customers' hospitality market in Wolverhampton. The outcome of this process of structured change over time will be creating a model of operation that will be sustainable and able to sustain future growth and investment (Hayes, 2018).
[bookmark: _Toc213336356]7. Actionable Plan Table
	Issue
	Proposed Solution
	Timeline
	Estimated Cost
	Success Indicators

	Poor cleanliness standards
	- Implement housekeeping checklists- Conduct staff training-Introduce periodic supervisor
	Immediate (l-2months)
	£500
	- Cleanliness rating in reviews improves by 1-2 stars- Reduction in guest complaints about

	
	inspections
	
	(training & materials)
	room cleanliness

	Outdated room decor & comfort
	- Repaint walls & refresh decor-Replace worn bedding & mattresses- Replace
	Short term (3-6 months)
	£3,000-
	- Guest reviews highlight improved room comfort- Room occupancy

	
	or deep-clean carpets
	
	£5,000
	increases by I0%

	Malfunctioning amenities
	- Conduct a maintenance audit-Repair/replace broken showers & heating units
	Short term (3-6 months)
	£2,000-
	- Fewer maintenance-related complaints- Staff report improved room

	
	
	
	£3,000
	functionality

	Inconsistent
	- Develop a preventive maintenance schedule- Assign specific staff for regular checks
	Ongoing (I month to start, then continuous)
	£0 (internal)
	- Maintenance issues logged and resolved proactively-Guests report more consistent comfort

	maintenance
	
	
	
	

	Limited staff involvement
	- Empower staff to share ideas for improvements-Communicate operational changes openly- Recognise
	Ongoing (immediate start)
	£0 (internal)
	- Staff express higher job satisfaction-Guests mention helpful, engaged staff in reviews

	
	staff contributions
	
	
	

	Outdated marketing approach
	- Update online
	Medium term (4-6 months)
	£500-
	- Increase in direct bookings-Higher online ratings

	
	Listing with new photos and descriptions-Highlight improvements and friendly service in marketing
	
	£1,000
	

	
	campaigns
	
	 
	





[bookmark: _Toc213336357]7.1 Timeline and Cost Estimates
Phase 1 (0-2 months)
Housekeeping Improvements and Staff Training: Introduction of structured checklists, targeted staff training, and supervisor inspections to ensure consistent cleaning standards and operational reliability.
Immediate Maintenance Repairs: Quick fixes of malfunctioning amenities (showers, heating) identified in guest feedback to improve immediate comfort levels. Estimated Cost: £500-£ 1,000 (primarily for staff training materials and essential maintenance supplies) (Robbins and Judge, 2017).
Phase 2 (3-6 months)
Basic Room Refurbishments: Replacing or deep-cleaning mattresses and repainting.ing rooms, and updating soft furnishings (e.g., curtains, bedding) to modernise the guest environment.
Digital Marketing Updates: Improving the hotel's online presence with updated photos, clearer room descriptions, and promotional messaging that highlights operational improvements and staff friendliness.
Estimated Cost: £3,000-£5,000, depending on the extent of room updates and external support for digital marketing.
Phase 3 (6-12 months)
Preventive Maintenance Schedule: Development and implementation of a structured maintenance programme to proactively identify and address issues before they affect guests (Pritchard, Morgan and Sedgley, 2022).
Exploring Sustainability Initiatives: Introducing basic eco-friendly measures (e.g., recycling bins, energy-efficient lighting) that align with guest preferences and reduce long-term operational costs.
Estimated Cost: £2,000-£3,500, depending on the implementation of eco-friendly practices and staff time.
Total Estimated Cost Range: £5,500-£9,500
This cost range reflects the minimum viable upgrades necessary to significantly improve guest satisfaction, online reputation, and competitive positioning while respecting the financial constraints of an independent hotel operation.


[bookmark: _Toc213336358]8. Conclusion
This consultancy report has provided a comprehensive analysis of the Queen Victoria Hotel's operational performance, focusing on both its challenges and potential opportunities for growth. As a small, independently owned property in Wolverhampton, the hotel has several core strengths that set it apart in a competitive market. [ts' affordable rates, friendly and personable staff, and quiet yet convenient location are appealing to cost-conscious travellers and those seeking a no-frills stay with genuine hospitality.
However, the analysis has revealed significant operational weaknesses that are limiting the hotel's long-term sustainability. Persistent cleanliness issues, dated room decor, and inconsistent maintenance standards emerged as the most pressing concerns from guest feedback and site observations. These factors directly impact guest satisfaction and the hotel's online reputation, two critical elements in today's hospitality sector where prospective guests heavily rely on online reviews and ratings when selecting accommodation.
Through the application of a SWOT analysis and TOWS matrix, this report has outlined actionable strategies that address these issues directly. Short-term priorities include implementing structured housekeeping checklists, conducting staff training on cleaning standards, and introducing proactive maintenance practices to ensure consistency in guest experience. Incremental investments in modest room refurbishments and updated bedding will also significantly enhance comfort and visual appeal, contributing to improved guest perceptions.
Furthermore, the hotel's marketing and online presence must be revitalised to accurately reflect its strengths and rebuild trust with potential guests. Highlighting the hotel's friendly service, free parking, and location advantages in marketing materials can help differentiate it from local competitors. The report also recommends exploring eco-friendly initiatives and sustainability practices, aligning with emerging guest values and potentially reducing long-term operational costs.
Central to the success of these recommendations is the hotel's positive staff culture. The consistent praise for staff friendliness in guest reviews is an asset that should be reinforced and leveraged during this period of operational change. Encouraging staff participation in the improvement process-listening to their ideas, providing training, and recognising their contributions not only improve performance but also enhance morale and foster a sense of pride in their work.
The report has also provided a detailed action plan table outlining proposed solutions,
timelines, estimated costs, and key success indicators. This practical tool serves as a roadmap for the Queen Victoria Hotel's management, guiding immediate and future decisions as they work to address current challenges and secure the hotel's long-term future.
In conclusion, the Queen Victoria Hotel has a unique opportunity to build on its existing strengths while addressing operational shortcomings. With focused improvements in cleanliness and maintenance, strategic marketing efforts, and a commitment to sustaining its friendly service culture, the hotel can transform these challenges into opportunities for growth and enhanced guest loyalty. This report reaffirms the consultancy's commitment to supporting the Queen Victoria Hotel in achieving these goals, ensuring that it can confidently position itself as a reliable and affordable choice for travellers to Wolverhampton. 
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