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[bookmark: _Toc192428715][bookmark: _Toc192598811]Executive Summary 
[bookmark: _Hlk192598390]The aim of this report is to produce a comprehensive consultancy report analysing the internal and external business environment of the Balmoral Hotel focusing on Front of House Operations (Reception, Guest Services, check-in, check-out, Concierge) to ensure financial sustainability amid growing operating costs. 
Altan et al. (2024) explained that in a hotel environment, Front of House (FOH) operations include all the areas and staff members interacting directly with the guests, and also it includes all the tasks such as check-ins, check-outs, handling guest inquiries, concierge, decor and assisting guests with amenities.
The Balmoral Hotel, also known as the North British Station Hotel, is a luxury hotel located in Edinburgh.  The hotel was constructed in 1902 and is known for its gorgeous architecture and historic design, which shows a combination of Scots baronial style and Victorian architecture.  The hotel features three restaurants, three bars, 20 suites, and 167 rooms in total.  In order to help travellers catch trains and fulfil their appointments, the hotel also has a clock tower that is 190 feet high and has historically been set three minutes ahead of time.  The hotel is a notable landmark that embodies the local heritage thanks to its distinctive and traditional features (roccofortehotels, 2024).
Raven (2024) reported that in 2024, the hotel retained its five-star rating in the Forbes Travel Guide's Star Awards for the fifth consecutive year.  The Balmoral is the only hotel in Scotland to receive this recognition.  Erb (2024) argued that among existing hotels in the United Kingdom that bear the traces of bygone traditional heritage, this is one of the first choices made by travellers due to its Victorian architecture and exquisite selection of art and design.
Despite strong investment, UK hospitality businesses face government policies that might add £3 billion in costs. Growing could be hindered by rising employment costs as well as possible changes in national insurance thresholds and workers' rights reforms. Further tax on hotel accommodations might also be cause for concern. Industry professionals urge the government to rethink these interventions and emphasise planning and business rates to support growth and revitalisation, particularly in less affluent regions (Aksoy et al., 2022).
Considering the evolving factors in the hospitality industry, despite the reputation and distinguished history, the hotel faces some significant challenges that need to be addressed.
Traditional hotels such as the Balmoral must realise the evolving behaviour of modern consumers and their preferences. These hotels often find it difficult to create a balance between modern demands and traditional history (Ntounis et al., 2022). Beliak (2023) stated that while landmark hotels have high demand for their old-style architecture and ambience, they often tend to ignore the needs of young consumers who prefer modern edge and digital convenience.
The luxury hotel industry of Edinburgh has become more competitive since the pandemic, as the after-pandemic tourist flux has inspired new entrants to enter the market. The Balmoral Hotel is finding it difficult to differentiate itself in a competitive field, preserve its market share, and ensure its visitors still view it as a high-class luxury choice among more upper-end choices (Raven, 2024).
The Balmoral had to negotiate changes in service offerings, cancellation bursts, and periods of low occupancy. Meeting the luxury standard, guaranteeing guest comfort, installing contactless check-ins, and adapting to new hygiene standards has been a major challenge (Beliak, 2023).
The Balmoral Hotel were given a set of recommendations as part of a premium consultancy service by Inver Insights. Inver Insights specialises in providing actionable insights based on extensive research and analysis of external and internal business environment elements.
The analysis process used a range of analytical frameworks to improve the Front of House Operations of the hotel. The analytical frameworks used are:
· STEEPLED Analysis: Assessing external factors such as social, technological, economic, environmental, political, legal, ethical, and demographic elements influencing the hotel industry.
· McKinsey 7S Model: The McKinsey 7S Model is one of the highly effective analytical methods used for analysing design of a business organisation. The main objective of using this model in this report is for illustrating the way the hotel can make its front of house more productive and efficient utilizing the interactions of 7 essential organisational components: Structure, Strategy, Skill, System, Shared Values, Style, and Staff.
· SWOT Analysis: Determining the internal strengths and weaknesses of The Balmoral with the external opportunities and threats, offering strategic solutions to overcome challenges.
The front office operation and service-related challenges faced by the Balmoral Hotel have been classified into 4 categories and analysed in the following section. The analysis includes examining these challenges through the lens of existing research and theoretical models for producing a comprehensive understanding. Key challenges include:
1. Rising Operational Costs – Labour costs in the UK hospitality sector have increased due to the National Minimum Wage and National Living Wage adjustments, while energy prices have surged, straining operating margins, considerably impacting front of house operations and its intricacies (Tan & Despotis, 2021).
2. Impact of Tourism Tax and Economic Downturn – The upcoming 5% Edinburgh tourist tax is likely to impact tourist behaviour and accommodation choices, while economic downturns decrease discretionary spending, making luxury accommodations susceptible to profit fluctuations, much of which is related to front of house operational services such as concierge (Ashton & Filimonau, 2025).
3. Changing Guest Expectations and Service Model Challenges – Guests increasingly prioritise sustainability, digital convenience, and informal luxury over formality. Hospitality models like Airbnb leverage AI-driven pricing and customer analytics, increasing competition (Altan et al., 2024).
4. Compliance with Post-Pandemic Hygiene and Safety Regulations – Keeping expected levels of cleanliness, ventilation, hygiene, and health monitoring requires ongoing funding in training, technology, and compliance systems for the front of house staff members.
The report provides a set of recommendations for addressing the challenges faced by the hotel including:
· Transforming the service model to embrace modern consumer expectations by incorporating AI-powered concierge services, mobile check-ins, and sustainable practices in the front of house.
· Leveraging technology for the front of house operational efficiency and customer engagement, including smart room technology, mobile check-in/check-out, and automated pricing models.
· Revamping sustainability practices to appeal to eco-conscious consumers by implementing energy-efficient lighting, water-saving devices, and green certifications in front of house.
· Investing in staff training and leadership development in the front of house to ensure smooth adaptation to these changes through structured frameworks such as Kotter’s 8-Step Change Model and the ADKAR model.
An action plan has been developed with specific steps, timelines, and budget allocations to implement these changes in the front of house. The Balmoral Hotel must align its historic charm with contemporary hospitality demands to maintain its market position, enhance operational efficiency in their front of house, and secure long-term profitability in an evolving industry landscape.
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[bookmark: _Toc192598812]Introduction 
The Balmoral Hotel, also known as the North British Station Hotel is a luxury hotel located in Edinburgh. According to Eickhoff, (2023), the hotel was established in 1902 and it is acclaimed for its unique architecture and design which showcases combination of Scots baronial style and Victorian design. The hotel a total of 167 rooms, 20 suits, three restaurants and three bars. The hotel also features a 190-foot-high clock tower which is historically set three minutes faster than actual time as a way to help travellers to catch trains and keep their appointments. These traditional and unique features make the hotel a noteworthy landmark carrying the heritage of the location (roccofortehotels, 2024).
Raven (2024) reported that in 2024 the hotel retained five-star rating in the Forbes Travel Guide's Star Awards for consecutive fifth year. The Balmoral is the only hotel in Scotland to receive this recognition. Erb (2024) argued that among existing hotels in the United Kingdom that bear the traces of bygone traditional heritage, this is one of the first choices made by the travellers due its Victorian architecture and exquisite selection of art and design.
Calinaud et al. (2021) indicated that the hospitality industry of the United Kingdom is a massive contributor in the economy and employment. Contributing over £90 billion per year, £50 billion in tax revenue, and employing at least 3.5 million people, the UK hospitality industry considerably boosts the national economy. By providing job possibilities all over the nation, sometimes in regions with small job possibilities, it plays a vital role in improving social mobility (Lago, 2023).
According to Ashton & Filimonau (2025) driven by private equity firms, the British hotel sector saw a rise in acquisition activity in 2024 worth £6.6 billion—a 182% rise from 2023 and over top from 2019 by 6%. Deal volume was split between London, which totalled £3.3 billion in transactions—a 148 percent increase from 2023. 
Notwithstanding strong investment, UK hospitality businesses face government policies that might add £3 billion in costs. Wang, (2023), argues that, growing could be hindered by rising employment costs as well as possible changes in national insurance thresholds and workers' right reforms. Further tax on hotel accommodations might also be cause for concern. Industry professionals urge the government to rethink these interventions and emphasize planning and business rates to support growth and revitalization, particularly in less affluent regions (Aksoy et al., 2022).
Considering the evolving factors in the hospitality industry, despite the reputation and distinguished history, the hotel faces some significant challenges that need to be addressed.   
According to Ntounis et al. (2022) traditional hotels such as the Balmoral Hotels must realise the evolving behaviour of modern consumers and their preferences. These hotels often find it difficult to create a balance between modern demands and traditional history. The hotel must adapt to the changing culture and adopt to the expectations of the post-modern customers. Beliak (2023) while landmark hotels have high demand for their old-style architecture and ambience, they often tend to ignore the needs of young consumers who prefer modern edge and digital convenience.
[bookmark: _Hlk192416751]Li et al. (2021) identified growing costs, economic changes, low purchasing capabilities of buyers as major factors impacting tourism and the hotel industry. The pandemic also contributed to the situation in a significant manner enhancing the challenges. The UK hotel industry is struggling to meet employee expectations, governmental compliances and also salary and wages of their workforce against the backdrop of pandemic, Ukraine war and decline European economy (Ashton & Filimonau, 2025). According to Beliak (2023) since the Russia-Ukraine war and growing energy cost in Europe has also impacted the UK hospitality and hotel industry. Additionally, the upcoming tourist tax of 5% surcharge on accommodation that is expected to be enacted is 26% has also become a concern for hotel owners as it is unclear how this would impact tourist behaviour (Webb, 2020).        
The luxury hotel industry of Edinburgh has become more competitive since the pandemic as the after-pandemic tourist flux has inspired new entrants to enter the market. The Balmoral hotel is finding it difficult to differentiate itself in a competitive field, preserve its market share, and make sure its visitors still view it as a high-class luxury choice among more upper end choices (Raven, 2024).
 According to York, (2021), the coronavirus pandemic is still affecting the hospitality sector, although signs of improvement have started to manifest. Like many hotels, The Balmoral had to negotiate changes in service offerings, cancellation bursts, and periods of low occupancy. Meeting the luxury standard, guaranteeing guest comfort, installing contactless check-ins, and adapting to new hygiene standards has been a major challenge (Beliak, 2023).
Although the hospitality sector in the United Kingdom receives strong investment, government interventions that could add £3 billion in expenditures present problems. Rising labour costs as well as potential changes in national insurance thresholds and reforms in workers' rights would slow down development (Ashton & Filimonau, 2025). There is also a danger from conjecture on more taxes on hotel stays. Industry leaders request the government assist the sector by reviewing these policies and concentrating on planning and business rates to unleash growth and revitalization, particularly in less developed regions.
Considering the changing trends and evolving challenges the Balmoral Hotel will be given a set of recommendation as part of a premium consultancy service by Inver Insights. Inver Insights specializes in providing actionable insights based on extensive research and analysis of external and internal business environment elements. 
The aim of this report is to produce a comprehensive consultancy report analysing the internal and external business environment of the Balmoral Hotel focusing on Front of House Operations (Reception, Guest Services, check-in, check-out, Concierge) to ensure financial sustainability amid growing operating costs. 
Altan et al. (2024) explained that in a hotel environment, Front of House (FOH) operations include all the areas and staff members interacting directly with the guests, and also it includes all the tasks such as check-ins, check-outs, handling guest inquiries, concierge, decor and assisting guests with amenities.
The report has been prepared based on critical analysis of both micro and macro environmental elements affecting the hotel and the industry. The analysis process used a range of analytical frameworks for addressing the front office operation and service-related challenges. The applied frameworks include:
· STEEPLED Analysis: To assess external factors such as social, technological, economic, environmental, political, legal, ethical, and demographic elements influencing the hotel industry.
· [bookmark: _Hlk192420081]McKinsey 7S Model: The McKinsey 7S Model is one of the highly effective analytical methods used for analysing design of a business organisation. The main objective of using this model in this report is for illustrating the way the hotel can make its front of house more productive and efficient utilizing the interactions of 7 essential organisational components: Structure, Strategy, Skill, System, Shared Values, Style, and Staff.
· SWOT Analysis: To align the internal strengths and weaknesses of The Balmoral with the external opportunities and threats, offering strategic solutions to overcome challenges.

[bookmark: _Toc192598813]Analysis 
[bookmark: _Toc192598814]Analysis of the challenges faced by Balmoral Hotel   
The front office operation and service-related challenges faced by the Balmoral Hotel have been classified into 4 categories and analysed in the following section. The analysis includes examining these challenges through the lens of existing research and theoretical models for producing a comprehensive understanding. 
[bookmark: _Toc192598815]Rising Operational Costs
Rising labour wages, energy expenses, and compliance costs significantly impact profitability and specially in the front of house operations, in areas such as energy, staffing, décor, reception and technology (Tan and Despotis, 2021). Labour costs in the UK hospitality sector have increased due to the National Minimum Wage and National Living Wage (NLW) adjustments, while energy prices have surged, straining operating margins. 
‌Data from Office for National Statistics (2024) show NLW for individuals aged 21 and over have increased by 9.8% in 2024 and reached £11.44 per hour. Moreover, according to UKHospitality (2024) increased energy prices have also driven up operating margins in the hospitality sector. Hospitality companies experienced their energy costs rise about 238 percent in 2022. Many companies have been compelled by the great increase in energy costs to lower trade days or restrict trading time in order to keep control of their operating expenditures.
Tan & Despotis (2021) tried to identify the factors contributing the rising operational cost of the UK hotel industry and impacting their financial performance. They identified that the growing energy expenses, labour costs, compliance costs are impacting significantly the overall profitability of most of the luxury hotels in the UK including the Balmoral hotel.
This context can be examined through the Cost-Push Inflation theory which posits when presented with sudden increase in operational costs, organisations either need to absorbs these costs impacting their profit margin or by increasing price they can pass them to customers impacting demand (Antonova, 2023). Altan et al. (2024) argued while luxury hotels can afford to pass these down to customers to certain extent due their customers’ higher purchasing power. However, as per the Porter’s Five forces model the growing competitions from new entrants and alternative options provided by modern apps like Airbnb can provide customers more alternatives unavailable to them previously (Tan & Despotis, 2021).         
[bookmark: _Toc192598816]Impact of Tourism Tax and Economic Downturn
Ashton & Filimonau, (2025) next there will be 5% extra tourist tax is going to be implemented in Edinburgh which is likely to impact the tourist behaviour and their accommodation choices impact front of house operation and what services tourists seek from them. Economic downturn decreases discretionary spendings which makes luxury accommodations susceptible to profit fluctuations. 
This problem corresponds to Keynesian Economic Theory, which posits that consumer spending falls during economic difficulties since uncertainty and less disposable income cause consumers to save (O’Donovan, 2023). Guests might choose for mid-tier options or cut back on higher-end amenities, so high-cost services like luxury hotels like the Balmoral are especially responsive to these changes in the front of house where reception and concierge services are provided.
Price Sensitivity Analysis also becomes pertinent since it evaluates consumer response to changes in price and their adjustment of their buying patterns (Sann et al., 2022). The effects could be small if wealthy visitors stay inelastic to price rises, but middle-income people might rethink their purchases from front office, which would affect The Balmoral's occupancy levels as well as added value-added service provisions.
[bookmark: _Toc192598817]Changing Guest Expectations and Service Model Challenges
According to O’Donovan, (2023) while traditional and historic hotels like Balmoral tend to highlight heritage, personal service and exclusiveness the changing customer preferences are more inclined to sustainable and environment friendly practices, digital convenience and informal luxury. The front of house of the hotel needs to meet these expectations while retaining the core value of the hotel.    
From the lens of Hofstede’s Cultural Dimensions, guest expectations can also be shaped by national and generational differences specially in front of house operation where staff members, reception and concierge directly interact with guests from diverse cultural background (Meira et al., 2023). For example, high Power Distance Index (PDI) cultures might expect highly formal service, while low PDI cultures, such as millennials and Gen Z travellers from Western markets, may prefer a more relaxed and tech-integrated hospitality experience (Mehta, Kumar and Ramkumar, 2023). Balancing these cultural variations poses a challenge for The Balmoral’s service model.
Altan et al. (2024) argued that modern tech-based accommodation business models that allows any individual to turn their homes into temporary living space of tourists being used by many historic building and castle owners to open their residence to travellers and tourists often at a much lower cost. This innovative business model is the major challenge against the traditional business model of Balmoral.         
[bookmark: _Toc192598818]Compliance with Post-Pandemic Hygiene and Safety Regulations
Adapting regulations on health and safety add operational as well as functional costs for hotels. Keeping expected levels of cleanliness, ventilation, hygiene and health monitoring requires ongoing funding in training, technology, and compliance systems for the staff members as well. The front of house operation is particularly associated with this as they directly receive guest and interact with them.  
According to Ntounis, et al., (2022), using the Institutional Theory, businesses must conform to regulatory and societal expectations to maintain legitimacy. Institutional pressures from consumers, public health organizations, and governments as well as post pandemic demand call for precise following of fresh safety standards. Reputational harm and legal ramifications are among the noncompliance dangers (Ozdemir et al., 2021). The front of house areas should include sanitary items, napkins and sanitisers for guests to use.
In addition, Heffer-Flaata, Voltes-Dorta and Suau-Sanchez, 2021), argues that, transaction Cost Economics (TCE) propose that businesses experience more transaction costs if regulatory demands are raised. Conformity with regular government changes requires staff training, administrative surveillance, and capital expenses, so raising operational complexity and costs further (Antonova, 2023).
[bookmark: _Toc192598819]Application of analytical frameworks
In the following section for a deeper analysis of the hotel’s specific internal and external business components a range of analytical models and frameworks have been applied.

STEEPLED Analysis
According to Georgiadou et al. (2021) STEEPLED (Social, Technological, Economic, Environmental, Political, Legislative, Ethical, and Demographic) analysis is referred to one of the widely used strategic planning methodologies that can be used across different business operations for discovering, evaluating, organising, and tracking risk stemming from external business environment. The following includes a detailed STEEPLED analysis of the Balmoral hotel. 
	Factor
	Analysis

	Social
	Changing consumer expectations challenge The Balmoral’s traditional service model, especially in front of house. Younger travellers prioritise personalisation, digital convenience, and informal luxury over formality. Additionally, demand for sustainable tourism and wellness-oriented stays (e.g., spa facilities, healthy dining) is growing. Post-pandemic preferences also indicate a shift towards intimate travel experiences. Failure to align with these trends may affect customer retention (Jain et al., 2023).

	Technological
	The hospitality industry is increasingly driven by AI personalisation, big data analytics, and smart technology. The Balmoral must integrate contactless check-ins, AI-powered concierge services, and smart room controls without diluting its historic appeal. Online reputation management on TripAdvisor, Google Reviews, and social media is also critical. Disruptors like Airbnb leverage AI-driven pricing and customer analytics, increasing competition (Coelho et al., 2022).

	Economic
	The Balmoral faces rising operational costs due to inflation, wage increases, and Brexit-related supply chain issues. Although the UK hotel market saw £6.6 billion in acquisitions in 2024 (Ashton & Filimonau, 2025), ongoing financial uncertainties remain. The proposed 5% Edinburgh tourist tax could deter international visitors, reducing revenue. A weaker pound post-Brexit may boost tourism but also raises import costs for luxury goods. Lower discretionary spending on high-end hotels post-pandemic adds pressure.

	Environmental
	Sustainability expectations challenge The Balmoral’s ability to modernise without compromising its historic architecture. Scotland’s net-zero emissions target for 2045 (Antonova, 2023) demands reductions in energy consumption, water usage, and waste management. Consumers increasingly prefer eco-friendly hotels, and failure to meet green standards could lead to reputational damage.

	Political
	Brexit-driven labour shortages have disrupted hospitality recruitment. Additionally, business rates, VAT policies, and minimum wage adjustments may further strain costs (Jain et al., 2023). Scottish tourism policies remain uncertain, impacting future market stability.

	Legal
	Compliance with post-pandemic hygiene and safety regulations increases operational costs. Additionally, GDPR laws require stricter cybersecurity measures for handling guest data. Employment laws concerning fair wages and worker rights also impact staffing stability (Coelho et al., 2022).

	Ethical
	Hospitality ethics, including fair wages, diversity, and sustainable practices, are under scrutiny. Consumer expectations for ethical labour policies and environmental responsibility are rising, necessitating transparency in operations (Jain et al., 2023).

	Demographic
	The Balmoral’s traditional clientele skews older, but millennials and Gen Z prioritise tech integration, immersive experiences, and sustainability. The rise of solo travel and workcations increases demand for co-working spaces and long-stay flexibility (Coelho et al., 2022). Failure to adapt may lead to a declining market share.



[bookmark: _Toc192598820]SWOT Analysis 
SWOT Analysis is conducted for identifying the strengths, weaknesses, opportunities and threats of an organisation. The following table includes a SWOT analysis of the Balmoral Hotel.  
	Factor
	Analysis

	Strengths
	· Heritage & Brand Prestige: Iconic luxury hotel with a strong reputation and affluent clientele.
· Prime Location: Central Edinburgh location ensures high tourist demand. 
Luxury Service & Facilities: Michelin-star dining, spa, and bespoke services attract high-end guests.
· Customer Loyalty: Strong repeat business and brand recognition under Rocco Forte Hotels.

	Weaknesses
	· High Operational Costs: Rising labour, energy, and compliance expenses impact profitability.
· Traditional Service Model: May not appeal to younger, tech-savvy travellers. 
Seasonal Dependence: Reliance on peak tourism periods affects revenue stability. 
· Limited Digital Integration: Slower adoption of AI and automation compared to competitors.

	Opportunities
	· Growing Luxury Tourism: Demand for high-end experiences remains strong.
· Sustainable Hospitality: Green initiatives can attract eco-conscious travellers. 
Wellness & Experiential Travel: Expanding spa and mindfulness offerings can increase market appeal.
· Tech-Driven Enhancements: AI concierge and personalised digital services can improve guest experience.

	Threats
	· Economic Downturn & Inflation: Potential decline in luxury spending and impact of tourism tax.
· Rising Competition: New luxury hotels in Edinburgh intensify market pressure.
· Labour Shortages: Brexit-related visa issues affect staffing and wage costs. 
Reputation Risks: Negative online reviews can quickly impact brand perception.


  
[bookmark: _Toc192598821]McKinsey 7S Model
The McKinsey 7S Model is one of the highly effective analytical methods used for analysing design of a business organisation. The main objective of using this model in this report is for illustrating the way the hotel can make its front of house more productive and efficient utilizing the interactions of 7 essential organisational components: Structure, Strategy, Skill, System, Shared Values, Style, and Staff.

	Factor
	Analysis

	Strategy
	The Balmoral’s front of house operation and strategy centres on heritage-driven luxury and high-end personalised service. However, shifting consumer preferences towards experiential travel, sustainability, and digital convenience present challenges. The rise of Airbnb and tech-driven boutique hotels adds competitive pressure. Additionally, economic fluctuations and the Edinburgh tourist tax may impact revenue streams (Ashton & Filimonau, 2025). The strategy must balance tradition with modern guest expectations.

	Structure
	The Balmoral front of house operates within a hierarchical structure under Rocco Forte Hotels, which ensures brand consistency but may limit rapid decision-making and adaptation to emerging trends. The dependency on traditional service models may slow down the adoption of agile, tech-driven hospitality solutions. Brexit-related staff shortages further stress the structure, requiring more flexible workforce planning (Jain et al., 2023).

	Systems
	The front of house of the hotel relies on legacy operational systems for reservations, customer relationship management, and service delivery. However, the demand for AI-powered personalisation, mobile check-ins, and data-driven guest experiences poses a challenge. Additionally, cybersecurity regulations and GDPR compliance require stricter data handling policies, increasing operational complexity (Coelho et al., 2022).

	Shared Values
	The Balmoral’s core values revolve around heritage, exclusivity, and high-touch customer service. However, modern luxury is evolving, with guests expecting sustainability, inclusivity, and technological convenience. Misalignment between historical prestige and contemporary hospitality trends may impact guest loyalty, requiring a shift in brand messaging (Antonova, 2023).

	Skills
	The hotel’s front of house workforce excels in traditional luxury hospitality, but skills gaps exist in digital engagement, data analytics, and sustainability initiatives. Brexit-induced talent shortages exacerbate the problem, making it difficult to hire multilingual and tech-savvy hospitality professionals. Upskilling staff in AI-driven front office service enhancements and sustainable hospitality practices is essential for long-term success (Jain et al., 2023).

	Style
	The leadership style in the front house follows a centralised, structured approach, focusing on heritage-driven excellence. However, the evolving hospitality landscape demands a more adaptive, innovation-friendly culture. A reluctance to embrace disruptive technologies and contemporary service trends may slow competitiveness. Encouraging cross-functional collaboration could enhance agility.

	Staff
	Labour shortages post-Brexit have impacted staff availability and retention, especially for multilingual and skilled hospitality roles. Increasing wage demands and compliance with worker protection laws create financial strain (Coelho et al., 2022). A growing focus on employee well-being, diversity, and inclusion is critical to retaining talent and maintaining service quality.






[bookmark: _Toc192598822]Recommendations and Change Management 
[bookmark: _Toc192598823]Recommendations to tackle identified challenges 
Transform the front of house Service Model to Embrace Modern Consumer Expectations 
The preferences of visitors to front of house of luxury hotels have changed significantly in the last few years, according to the hospitality sector. Their expectations of what a luxury hotel should provide have changed as they have grown more sophisticated and knowledgeable. Luxurious decor and attractive amenities are no longer sufficient to attract and satisfy modern customers (Bharwani & Mathews, 2021). These days, they expect more individualized experiences and a stronger bond with the community. Thus, for the younger generation, sustainability is becoming increasingly significant. Furthermore, luxury houses must adjust to the ways that modern technology are increasingly ingrained in daily life.
Milosh (2023) examined the available data to identify trends, patterns, and demographic traits of visitors to upscale hotels. Building on this framework, the study explores the qualitative domain by interviewing a wide range of visitors to upscale hotels. The subjective preferences, motives, and complex factors that influence the choices made by modern luxury hotel visitors are largely dependent on how the front of house workforce perceive technology and sustainability (Kandampully and Solnet, 2024).
The finding indicated that particularly with millennials and Gen Z, hotels like the Balmoral should tailor its Front office operation service offerings to meet the needs and wants of today's technology savvy and experience-oriented customers. Flexible service offerings (such as extended stays and workcation opportunities) and personalized digital experiences (including AI-powered concierge services, mobile check-ins, and app-based room service ordering) could be part of this.
To meet the growing need of sustainable and health-conscious travel options, the front of house should also offer wellness focused amenities and incorporate ecofriendly policies. These changes will help the hotel to continue to be competitive against modern disruptors including Airbnb, while still appealing to a more general audience running from corporate travellers to environmentally friendly visitors.
Leverage Technology for Operational Efficiency and Customer Engagement 
To remain competitive and address rising operational costs, The Balmoral should integrate advanced technology solutions in the front of house operation aimed at improving both operational efficiency and the overall customer experience. According to Busulwa, (2020), adopting modern technology will give luxury hotels a major market advantage as they encounter more competition and growing operating expenses.
By means of intelligent room technology, guests will be able to customize their in-room experience, therefore raising comfort and ease as well as operating efficiency. Smart lighting, thermostats, and voice-controlled equipment’s let visitors easily change their surroundings. Including voice aides like Google Assistant or Amazon Assistant helps the guests interact more with hotel amenities and thereby makes their stay more comfortable (Ruel and Njoku, 2021). Furthermore, enabling The Balmoral to maximize energy use and lower long-term operating costs, these changes appeal to guests knowledgeable in technology.
Furthermore, offering mobile check-in/checkout choices or using automated check-in and checkout stalls would simplify guest arrivals and departures can reduce front desk personnel need and wait times. According to Lim et al., (2022), this automation in the front of house can assist in letting staff to concentrate on offering custom services, therefore raising guest satisfaction. Automated systems will also help to increase data accuracy by means of fewer human errors and therefore increase operational effectiveness and customer satisfaction. Including mobile payment choices or use of digital wallets improves guest convenience even more, so providing a sleek and contemporary experience beginning to end. Dynamic pricing driven by AI can also assist in maximizing room rates according to demand, time of day, or special events, thereby raising revenue without extra work. Using machine learning technology to forecast demand allows The Balmoral to change prices in real time, therefore offering the optimum rates to customers and increasing revenue. Since the system works independently and reacts to market fluctuations without human help, this technology helps to lower front of house labour costs.
To preserve and strengthen its reputation, The Balmoral can use data analytics technology to improve their online reputation management. These resources will help the hotel to better address customer feedback, find patterns in guest satisfaction, and highlight front of house areas needing attention. Realtime analysis of social media remarks and internet reviews helps the hotel to rapidly respond to guest complaints, therefore increasing guest retention and satisfaction.
Revamp front of house Sustainability Practices to Appeal to Eco-Conscious Consumers 
According to Pereira et al. (2021) governments throughout the world have enacted stronger environmental laws and urged businesses to preserve the environment in an effort to create a cleaner and healthier environment in response to more severe environmental issues like global warming. Iyengar and Venkatesh, (2024), argued that, since creating a secure and appealing environment in the front of house is essential to the hotel industry's success, environmental preservation is crucial. Existing markets are changing, new ones are emerging, and business strategies are increasingly incorporating sustainability concepts as a result of the confluence of business and the environment (Elkhwesky et al., 2022). The front of house design and implementation of sustainable practices provide significant ethical and competitive problems for the hotel industry in particular, as well as the service sector in general. 
According to Javed et al., (2024), by emphasizing the economic, environmental, and social aspects of sustainability, these front of house practices assist the hotels like Balmoral in achieving the triple bottom line aim, which calls for the long-term prosperity of a business and its surroundings. In the hotel sector, environmental sustainability initiatives include recycling cooking oil, installing energy-saving systems, employing water-saving toilets in bathrooms, and furnishing rooms with eco-friendly materials, majority of these concerns the front of house of the hotel. 
Nonetheless, social sustainability practices also include, making strategic investments in training and development of workforce, collecting and acting upon the feedback received from them, encouraging workforce for participating in various social and team building events, giving back to the community, offering guests an exception service while keeping the greater good of the community under consideration (Maxim, Pavlova and Jayanti, 2024). Cost control measures like low labour and operating costs, income growth (such as high occupation rate growth and high profit growth), and market share expansion (such as the rate at which new products are introduced to the market) are all associated with economic sustainability practices (Ali and Anjum, 2024).
Given the rising consumer demand for environmentally friendly products, the Balmoral should make initiatives to increase its sustainability efforts in the front of house. This might entail sourcing sustainable goods and food, waste reduction projects, and energy efficient waste management systems.
The hotel should also seek environmental certifications including Green Key or EarthCheck and advertise its ecofriendly projects as part of its value proposition in their front of house. They can both appeal to green consumers and profit from lower energy and water use—thereby long-term cost savings—by integrating sustainability into the centre of their activities. It will also help to establish the brand of the resort as a forward thinking, ethical luxury destination.
[bookmark: _Toc192598824]Change Management
In order to transform the existing Front of office service and operational model to embrace modern consumer expectations the Balmoral hotel can apply the Kotter’s 8-Step Change Model. The first stage in Kotter's change plan is to establish a sense of urgency, which is key to changing The Balmoral's service strategy (Equenot, 2024). By effectively communicating the changing demands of luxury hotel customers and the need to adjust to remain competitive to the workforce this can be accomplished. The second step is to create a guiding group of hotel executives and important influences to advance the change and guarantee they hands-on support the personalized, experience-based service model. According to Laig and Abocejo, (2021), the third phase entails creating a well-defined vision and plan covering customizing services to satisfy the requirements of millennials and Gen Z and incorporating technology into guest services in front of house areas specifically. The vision should be translated in step four—communications—via frequent updates, coaching programs, and team meetings to guarantee all front of house staff members grasp the targets and their possible contributions. According to Zhang et al., (2023), by highlighting successful pilot initiatives such as bespoke digital experiences and sustainability projects in lastly step six, short-term continuous improvements have to be made to keep momentum and show the worth of the changes.
For leveraging technology for operational efficiency and customer engagement Lewin’s model of unfreeze-change-refreeze can be used (Vasilopoulos, 2025). While applying the ‘unfreeze’ stage, the hotel front of house first should present operations by emphasizing the limitations of conventional approaches and the competitive advantage of embracing new technology including smart room systems, AI-driven pricing, AI-driven concierge and automatic check-in/check-out in their front of house. To solve staff opposition and concerns, good communication and leadership support are absolutely crucial at this stage (Bhogal, 2022). The management should, for instance, expressly outline how automation could lower boring chores, enhance guest experience, and optimize operational expenditures.
The technology solutions should be gradually installed during the ‘freeze’ phase to make sure front of house staff members get training and are familiar with new systems. The last stage is "refreeze," which entails assimilation of the changes into the culture of the front of house operation. Performance appraisals, constant encouragement, and rewards for employees who embrace the new technology would help to accomplish this. Tamunomiebi and Lawrence, (2020), state that, sustaining the change will guarantee long-term success and monitoring systems will assist.
For integrating and promoting sustainability practices for appealing to eco-conscious consumers the hotel should focus on the elements of the McKinsey 7S Framework (Giousmpasoglou, & Marinakou, 2024). Values of sustainability should be integrated into the strategy, structure, systems, shared values, skills, style, and staff of front of house of the hotel (Suwanda, Nugroho & Bernardus Yuliarto, 2022). 
The Balmoral can use this model to ensure that sustainability is embedded throughout the hotel’s front of house operations. The approach includes integrating sustainable ideas into the hotel's vision and core values and project them through front of house operations. The organization alludes to the creation of a committed sustainability team or task force charged with supervising the implementation of green projects. Existing systems should incorporate green technologies and their performance apprised for maximise efficiency (Jain and Kansal, 2023). Staff, guests, and management should have equal respect for sustainability, so shared values must be in line with environmental awareness. The hotel should provide instruction so that front of house staff can acquire the needed knowledge and skills to run sustainable programs including energy use and waste reduction. Style is the management strategy in which leaders show support for sustainability and establish the mood for the rest of the hotel. Staff lastly need to be trained and motivated to embrace sustainable practices, thereby creating an environmental conscious society.
For investing in front of house staff training and development the ADKAR (Awareness, Desire, Knowledge, Ability, Reinforcement) model can be used focusing on individual change. According to Grynko et al. (2024) this model is highly effective in ensuring staff motivation during transitions and changes within the hospitality industry. First, Awareness entails letting front of house workers know why the proposed changes are needed for The Balmoral. It should clarify how training in modern technologies, sustainability policies, and personalized service offerings will improve both the guest experience and their own work setting. According to Ali et al., (2021), by showing the advantages of these adjustments—increasing client satisfaction, lowering workloads, and enhancing efficiency in front of house —Desire may be developed. Targeted training courses and workshops will increase Knowledge by means of which employees will have the skills they need to apply the changes. Ability means providing staff members practical chances to practice these fresh abilities in a controlled environment, therefore boosting their confidence in operating new systems (Paramitha, Tobing and Suroso, 2020). In the end, daily Reinforcement via constant support, performance feedback, and incentives would help to make sure the shifts become second nature in the day-to-day operations of the hotel.
Finally, to bind all the changes together and keep employee morale and motivation high a strong leadership style needs to be used. As the required changes require developing a strong sense of belongingness, teamwork and duty towards the community and the hotel, the values of Transformational leadership style. The hotel in general utilises a transactional leadership style for ensuring autocratic management style which focuses on efficiency and productivity. However, considering the extent of change required for implementing proposed changes principles of transformational leadership can bring better outcomes (Kotamena, Senjaya, and Prasetya, 2020). 
According to Equenot (2024) transactional Leadership focuses on the plain transaction between leader, manager and their subordinates. This type of leadership is focused on short-term goals and highly effective in short organisational structure where workforce does not enjoy a lot of flexibilities. On the other hand, Transformational Leadership focuses on long-term goals and make transformations and changes within the employee’s character to develop strong motivation and commitments. According to Dong, (2023), this style is most suitable for initiating and managing changes within the organisation and it creates a workplace environment of constant improvement and invention. The leadership of the Balmoral ought to reflect these characteristics in order to effectively bring out the positive changes proposed here. 
According to Grynko et al. (2024) effective leaders inspire creativity, appreciate and compensate inventive thoughts, and establish an open atmosphere that encourages employees to suggest fresh ideas. This kind of leadership will encourage a group will to adapt to fresh difficulties and help to dismantle change opposition. To compile employee and guest opinions and guarantee the hotel keeps changing according with guest demands and industry developments, one should use regular feedback loops including team meetings, suggestion boxes, and creativity workshops (Daskalaki, 2020). This strategy would create a team that is proactive, flexible, and quick in helping the hotel to thrive.    

[bookmark: _Toc192598825]Action Plan
	No.
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget

	1
	Outdated Front of office service and operational model failing to meet modern consumer expectations
	Implement personalised digital experiences, AI concierge services, and wellness-focused amenities in front of house
	Enhanced customer satisfaction and increased bookings
	6 months
	30/09/2025
	£50,000

	2
	Lack of front office operational efficiency and outdated technology
	Introduce mobile check-in/check-out, smart room technology, and automated systems in front of house
	Improved operational efficiency, reduced waiting times, and higher guest engagement
	12 months
	31/03/2026
	£75,000

	3
	Limited sustainability initiatives
	Implement energy-efficient lighting, water-saving devices, and eco-friendly room furnishings
	Reduction in environmental impact and cost savings on utilities
	12 months
	31/03/2026
	£40,000

	4
	Staff resistance to change and lack of training
	Conduct training on new technologies and sustainability practices with incentives for adoption
	Increased staff proficiency, engagement, and smooth transition to new systems
	6 months
	30/09/2025
	£25,000

	5
	Absence of strong leadership and feedback mechanisms
	Establish a leadership task force and implement regular feedback loops
	Continuous improvement in service delivery and employee morale
	Ongoing
	Continuous
	£15,000 per year

	6
	Lack of green certifications and eco-conscious marketing
	Apply for Green Key or EarthCheck certifications and launch marketing campaigns
	Strengthened brand reputation and increased bookings from eco-conscious guests
	9 months
	31/12/2025
	£30,000




[bookmark: _Toc192598826]Conclusion 
The aim of this report is to produce a comprehensive consultancy report analysing the internal and external business environment of the Balmoral Hotel focusing on Front of House Operations (Reception, Guest Services, check-in, check-out, Concierge) to ensure financial sustainability amid growing operating costs. 
The analysis included a range of analytical framework including STEEPLED analysis, SWOT analysis and McKinsey 7S Model and found some specific front of house challenges including rising operational costs, impact of tourism tax and economic downturn, and compliance with post-pandemic hygiene and safety regulations and changing guest expectations and service model challenges. Based on the analysis the Balmoral Hotel front of house was given a set of recommendations including Transforming the service model to embrace modern consumer expectations by incorporating AI-powered concierge services, mobile check-ins, and sustainable practices, Leveraging technology for operational efficiency and customer engagement, including smart room technology, mobile check-in/check-out, and automated pricing models, Revamping sustainability practices to appeal to eco-conscious consumers by implementing energy-efficient lighting, water-saving devices, and green certifications and Investing in staff training and leadership development to ensure smooth adaptation to these changes through structured frameworks such as Kotter’s 8-Step Change Model and the ADKAR model.
Finally, an action plan has been developed with specific steps, timelines, and budget allocations to implement these changes in the front of house of the hotel. The Balmoral Hotel must align its historic charm with contemporary hospitality demands to maintain its market position, enhance operational efficiency, and secure long-term profitability in an evolving industry landscape.
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