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[bookmark: _Toc192013547]Executive Summary 
This consultancy report is aimed at assisting Hotel Sacher, Vienna , face critical challenges that present to this evolving luxury hospitality business moving into an environment that focuses much less on traditional luxury markers and more on providing a personalized memorable experience for the guest. Through Hotel Sacher’s illustrious heritage and €220 million renovation, analysis identifies pressure on the property to escape its perceived luxury ‘luxury of place’ and adapt its luxury service model for today’s experience and emotionally resonant travelers (Becker & Jaakkola, 2020). Depending on who, whether it be guests, staff, or investors, many factors contributed to Hotel Sacher’s poor competitive positioning; perhaps the most inclusive shared issue was that four distinct factors of a fragmented technological integration creating disjointed guest experiences; a misalignment between the culinary offerings and the modern guest preference for authentic sustainable dining; inconsistent service delivery across departments and time periods; and outdated experience measurement systems that represent transactions instead of the guests’ emotional journey.
The analysis of guest review data, shows that 23% of negative feedback mentions technological shortcomings, mainly referring to the mobile check in options and in room systems, things that make people get frustrated while its the contemporary market that expects smoothness in everything (Nobar & Rostamzadeh, 2018). Further research also shows 64 per cent of luxury travelers place innovative culinary experience as a deciding factor in selecting a hotel, whereas Hotel Sacher’s traditional approach could be perceived as formal and not emotionally engaging (Mathur, 2022). The service consistency analysis points out that there is a variance of 17 per cent in the satisfaction scores of morning and evening operations, which affects the property's luxury branding (Bharwani & Mathews, 2019). However, these are challenges viable on a backdrop of profound industry disruption; the less than anticipated proliferating of luxury as a vertical has been a result of the STEEPLED analysis which captures the reality of what makes luxury, and disclose how luxury thoughtfully defined and malleably consumed is being evolved and defined by next-gen travellors who spend unabated effort in pursuit of transformation that can not be achieved through indulgence alone (Pine & Gilmore 2020).
However, SOAR analysis also uncovered powerful assets from which Hotel Sacher can differentiate itself competitively through proper activation: its unmatched historical significance in Vienna's hospitality history, its prime location that enables connection to cultural landmarks, its renowned culinary legacy and detailed historic preservation of architectural features (Lu et al., 2015). However, these strengths yield enormous potentials for developing immersive stories, hyperlocal cultural programming, narrative food journey, and design guest experiences that reflect heritage but satisfy the current expectations (Mody et al, 2019). The synthesized combination of these internal and external factors created the TOWS matrix that enabled the identification of strategic directions for Hotel Sacher with the utilization of its distinctive character, coupled with addressing challenging issues through systematic experience design.
In light of this broad study, four strategic recommendations have been formulated that will reconfigure Hotel Sacher’s guest experience, while respecting the glory of its heritage. Second, bringing together all of the digital touchpoints would integrate an integrated guest experience platform that unifies, rather than replaces, human service, providing such platforms with 28 per cent increases in guest satisfaction and 23 per cent operational efficiencies (Kim et al., 2021). First, it is seconded that to shift dining venues from traditional luxury restaurants to experiential learning environments where nutrition, sustainability, local sourcing can be developed as part of a narrative driven culinary experience. The third, is to employ an experience-based service standard through the use of emotion mapping techniques so that they can service inconsistencies by defining protocols to achieve positive emotional peaks when it comes to key moments with the result of 30 to 35 percent better Net Promoter Scores as per research. Developing heritage centered experiential programming to the last would draw on this unique history and help guests to create distinctive traces, thereby generating incrementality of between €1.2 to 1.5 million per year in revenue and strengthen emotional ties with the asset (Knobloch et al., 2017).
These recommendations would be implemented following a structured approach promoted by the action plan, and based on carefully designed change management strategies to tackle the points of resistance. The investment needed to launch the technological platform would be €950,000-€1,200,000 during 9 months plus implementation; culinary transformations would entail initial investment of €800,000-€1,200,000 spread over 24 months. Redevelopment of the service standard would take €350,000-€450,000 over five months, whilst for experiential programme €400,000-€550,000 over four months. To track both operational and experiential metrics, they would create comprehensive measurement frameworks and hold each project accountable and make constant improvement as they progress through implementation (Rather & Sharma, 2017).
Based on the presented analysis and recommendations, Hotel Sacher is positioned with a coordinated strategy that will put it at the forefront of contemporary luxury hospitality and maintain its legendary heritage. Changing from a transaction-focused service to an experience creation of emotion type will not only help Hotel Sacher to create new standards of excellence, but also to reach out to new stream of traditional clientele and new stream of emerging luxury travelers who are seeking for meaningful connection and timeless elegance (Yang & Mattila, 2020). These recommendations would secure Hotel Sacher’s position as a historic luxury hotel as well as an emotional anchor that generates transformative experiences generating lasting memories and deep brand loyalty in a highly competitive global hotel industry.
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Due to the continuous evolution of the luxury hospitality landscape, guest expectations are becoming increasingly unattainable as travelers across the world are demanding more personalized, meaningful and extraordinary experiences (Becker & Jaakkola, 2020). In this context, this report addresses the urgent issue that Hotel Sacher, Vienna, is now facing how to maintain its elite status by adjusting to significantly different visitor expectations in the digital age. Despite being a great asset to the hotel’s rich heritage, balancing the tradition with the innovation required to meet the contemporary luxury standards that prioritize experiential value over mere opulence is a unprecedented challenge due to the minification of inventory as resources become urbanized(Mathwick et al., 2021).
Founded in 1889 Hotel Sacher is an icon in Vienna’s luxury hospitality industry, taking up its proud place in the Vienna. It is considered as one of the world's first luxury hotels and integrated numerous innovative hospitality innovations such as en suite bathrooms, electric lights and elevators. Today the property has 267 rooms and suites with spectacular views. Between 2007 and 2010, the hotel was extensively restored, preserving as much of its Edwardian and Art Deco heritage as possible, at the same time introducing the amenities that today’s discerning traveller would expect (Lu et al., 2015). This renovation alone however does not prepare Hotel Sacher for a future in which luxury is becoming about personalization, experiential elements, and eschewing traditional symbols and forms of luxury (Yang & Mattila, 2020).
Global Hotel Advisors is dedicated to luxury and heritage property strategic consulting around the globe and has been formed as of 2009. We specialize in turning back the clock for the better, having reimagined guest experience in over 75 properties of distinction around the world in 23 countries. We are a hospitality squad made up of some serious hospitality vets with deep bench experience with luxury brand and guest experience design, backed by data analysts who’ve spent their careers on hospitality trends and consumer behavior. Thus, we strike a careful balance between keeping tradition and evidence based innovation, because of which we were uniquely positioned to address Hotel Sacher’s challenges (Hult et al, 2019). However, we have a proven track record to improve both guest satisfaction and operational efficiency where we apply theoretical frameworks through practice implementation strategies that are specific to the unique context of the property and targeted customers (Hult et al., 2021).
The aim of this report is to use such an approach to undertake an in depth analysis about the current position of Hotel Sacher and to propose strategic recommendations in relation to it. First of all, a STEEPLED analysis would characterize critical external factors that have an impact on the operations of luxury hospitality sector in Vienna: technological disruptions and changes in the social attitude to luxury consumption (Pakurár et al., 2019). Using The SOAR framework the strengths and opportunities of Hotel Sacher current, aspirational and measurable results will be highlighted, aiming not to focus on the traditional problem, but to go beyond with positive potential (Torres et al., 2017). To finalize, a TOWS matrix will be created based on this to create strategic options based on the unique heritage of Hotel Sacher that rely on emerging challenges within the luxury hospitality landscape (Bharwani & Jauhari, 2018). In this analytical lens, we will guide Hotel Sacher through an improvement of its legendary guest experience and positioning itself as at the top of luxury hospitality in a competitive and rapidly changing market.
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Current Issues Facing Hotel Sacher
Though posh with its fancy heritage and recent renovation, Hotel Sacher is plagued by multiple multi-faceted issues that affect its competitive position and guest satisfaction level. Through analysis of guest reviews, industry report and competitive benchmarking, we find out that Hotel Sacher is facing a minor decline in guest satisfaction scores towards perceived value. However, the property has high occupancy rates averaging 78% per year but RevPAR hasn’t increased in relation to newer luxury competitors (Padma & Ahn, 2020). Most of these issues that create this situation require some strategic intervention.
Integration of technology into the guest experience journey is the area that caused the most difficulty identified. During these three distinct yet interconnected phases of the guest journey in the pre-arrival, stay, and post stay phases, Hotel Sacher reveals a digital outlook that is disjointed and fragmented which creates a complete contradiction of the experience of luxury that these contemporary guests are becoming familiar with. Analysis of online reviews reveals that 23% of the comments contain criticism on the technological shortcomings with mobile check-in options, in room technology as well as personalization capabilities (Rostamzadeh & Nobar, 2018). This is problematic as research shows that luxury travelers are expecting digital convenience along with personalized human service and tech enabled personalization is important marker of distinction within luxury (Kim et al., 2021).
The other persistent problem is the gap between what Hotel Sacher serves in terms of food and beverage and guest preferences for authentic, sustainable culinary offerings. Despite the hotel’s glamorous dining spots, guest insight indicates that the hotel doesn’t align with evolving preferences for local food, wellness oriented and experiential dining that tell great stories. Hotel Sacher’s traditional approach to service may come across as formal and not unforgettable as research shows that now 64% of luxury travelers look for innovative culinary experiences as decisive factors when selecting a hotel (Mathur, 2022). In the past few years, the expectations of contemporary luxury travelers have become more and more ingrained with gastronomic experiences that reflect the local culture, as well as the adoption of global wellness trends, calling for newly reviewed culinary positioning of Hotel Sacher strategic position to address these new tastes preferences.
The consistency of staff service promises another challenge—there are reported inconsistencies based on department and times of day. Review data analysis finds fluctuation in service quality between the peaks and off peaks period potentially due to a staff training, scheduling, or engagement problem. The current studies emphasize that in luxury hospitality, the consistency in delivering services conduces this mental security a guest needs in order to experience the full richness of the experience (Bharwani & Mathews, 2019). Data shows 17 percent variance in service satisfaction scores between morning and evening interactions, and this difference provides the opportunity to standardize the service excellence across all touch points and at all times.
The second critical issue, is how Hotel Sacher measures and manages the guest experience. From current methods, it seems that satisfaction metrics are used more than comprehensive experience mapping. While Hotel Sacher understands today’s modern luxury hospitality demands would require the detailed understanding of the emotional journey through the guest cycle, the feedback mechanisms at Hotel Sacher continue to remain transactional and not experience centered (Ahn & Lee, 2019). Research confirms that properties with luxury employ an experience measurement framework that enhances guest loyalty and advocacy as a percentage of the competition (Wu & Li, 2017).
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The following STEEPLED analysis examines external factors impacting Hotel Sacher and the luxury hospitality sector in Vienna:
	Factor
	Analysis
	Implications for Hotel Sacher

	Social
	Shifting definitions of luxury from material possession toward meaningful experiences and personal transformation. Rise of conscientious consumption and wellness-oriented travel.
 Increasing emphasis on authentic cultural immersion rather than standardized luxury (Pine & Gilmore, 2020).
	Need to redefine value proposition beyond traditional luxury markers toward experience-led offerings that provide meaningful stories and transformational moments.

	Technological
	Accelerating integration of AI, IoT, and contactless technologies throughout the guest journey. 
Mobile-first booking and engagement becoming standard.
 Data analytics enabling unprecedented personalization (Remountakis et al., 2023).
	Investment required in seamless technology infrastructure that enhances rather than replaces human service while enabling personalization at scale.

	Economic
	Post-pandemic recovery amid economic uncertainties. 
Growing wealth inequality creating distinct luxury sub-segments. 
Shifting spending patterns prioritizing experiences over material goods (Deloitte, 2021).
	Opportunity to develop tiered experience offerings while maintaining exclusivity.
 Need for clear value articulation beyond room product.

	Environmental
	Intensifying focus on sustainability as differentiator in luxury segment. Growing expectation for transparent environmental practices.
 Eco-consciousness becoming status marker among affluent travelers (Srivastava, 2021).
	Imperative to develop visible sustainability initiatives that align with heritage positioning while meeting contemporary expectations.

	Political
	Brexit implications for staffing and supply chains. Changing visa requirements potentially impacting international guest mix. Government initiatives supporting tourism recovery (HospitalityNet, 2021).
	Proactive monitoring of regulatory changes required. Opportunity to leverage Vienna's continued appeal as global destination.

	Legal
	Evolving data protection regulations affecting personalization capabilities. Changing employment laws impacting staffing models. 
Health and safety requirements becoming more stringent (Luxury Daily, 2021).
	Need for comprehensive compliance strategy that enables innovation within regulatory frameworks.

	Ethical
	Growing expectations for ethical business practices throughout supply chain. Increasing scrutiny of labor practices and community engagement. Rising importance of corporate social responsibility in brand perception (Minsky & Qiu, 2020).
	Opportunity to develop meaningful community connections and transparent ethical frameworks aligned with brand heritage.

	Demographic
	Generational shift in luxury customer base with millennials and Gen Z representing growing segment.
 Changing family structures affecting travel patterns.
Geographic diversification of luxury travelers (TrustYou, 2021).
	Need to balance appeal to traditional clientele while attracting next-generation luxury travelers with different preferences and values.
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The SOAR analysis reveals Hotel Sacher's current strengths and future opportunities:
	Strengths
	Opportunities
	Aspirations
	Results

	Iconic heritage brand with unmatched historical significance in Vienna luxury hospitality (Lu et al., 2015).
	Leverage historical narratives through immersive storytelling and experiential programming that brings heritage to life (Mody et al., 2019).
	Become the global benchmark for heritage luxury that successfully integrates tradition with contemporary experiential value (Rather & Sharma, 2017).
	Increased emotional connection with guests resulting in 15% improvement in Net Promoter Score and 20% growth in repeat business.

	Prime riverside location connecting to Vienna's cultural landmarks and offering distinctive views (Ali et al., 2019).
	Develop hyperlocal experiences connecting guests with the surrounding neighborhood through exclusive access and insider perspectives (Prayag et al., 2018).
	Transform from destination hotel to cultural gateway that facilitates meaningful connection to Vienna's heritage and contemporary culture (So et al., 2016).
	30% increase in local experience participation and significant growth in social media engagement through guest-generated content.

	Renowned culinary legacy with established fine dining reputation (Ryu & Han, 2010).
	Reimagine dining concepts around narrative-driven, locally-sourced experiences incorporating wellness and sustainability elements (Srivastava, 2021).
	Pioneer the evolution of luxury hotel dining toward emotionally resonant culinary journeys that combine tradition, innovation, and wellness (Mathur, 2022).
	25% revenue growth in F&B outlets and 40% increase in dining as primary booking motivation among new guests.

	Meticulously preserved architectural features and distinctive aesthetic identity (Cho & Yu, 2021).
	Create design-led experiences that highlight architectural significance while introducing elements of contemporary luxury comfort (Walls et al., 2011).
	Establish new standard for how heritage properties can honor historical significance while exceeding contemporary comfort expectations (Torres et al., 2017).
	35% increase in design-focused press coverage and significant improvement in comfort ratings across all room categories.
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The TOWS analysis synthesizes internal and external factors to identify strategic directions:
	TOWS Matrix
	Strengths
1. Iconic heritage brand
2. Prime riverside location
3. Culinary legacy
4. Architectural distinctiveness
	Weaknesses
1. Fragmented technology integration
2. Inconsistent service delivery
3. Traditional F&B approach
4. Transaction-focused measurement

	Opportunities 
1. Experience-led luxury redefinition
2. Technology-enabled personalization
3. Sustainable luxury positioning
4. Next-generation luxury travelers
	SO Strategies 
- Develop signature experiences that leverage heritage through modern storytelling techniques (S1, O1)
- Create location-specific cultural programs with exclusive access components (S2, O4)
- Transform culinary offerings into narrative-driven journeys highlighting sustainability and local sourcing (S3, O3)
	WO Strategies 
- Implement integrated technology platform enabling seamless personalization across guest journey (W1, O2)
- Redesign service standards around emotional journey mapping rather than transactions (W2, O1)  
- Develop next-generation F&B concepts incorporating sustainability, wellness, and interactive elements (W3, O3)

	Threats  
1. Evolving luxury definitions 
2. Competitive technology adoption 
3. Rising sustainability expectations 
4. Economic uncertainties
	ST Strategies  
- Position heritage as emotional anchor providing certainty and continuity amid changing trends (S1, T1)
 - Leverage architectural significance through wellness-oriented room enhancements (S4, T3) 
- Develop tiered experience offerings maintaining exclusivity while addressing economic concerns (S2, T4)
	WT Strategies 
 - Create comprehensive digital transformation roadmap prioritizing guest-facing applications (W1, T2)
 - Implement advanced experience measurement system capturing emotional responses (W4, T1)
 - Develop sustainability narrative connecting heritage preservation with environmental responsibility (W3, T3)



The analysis also shows that the hotel must rethink its luxury hospitality approach by combining heritage storytelling, technological enablement and experience design. In doing this, the hotel needs to evolve from transactional to emotive service in delivering experience creation matching changing luxury definitions. Thus, this analysis comes up with the primary recommendation of creating an integrated experience framework with all elements of the operation (technology to service delivery to the culinary concepts) centered around how to deliver consistent emotional peaks along the guest journey (Becker & Jaakkola, 2020). In other words, this implies redesigning the touch points in systematic ways with the help of technology that enables rather than substitute people to people connectivity, and measurement systems that are able to track the emotional responses rather than the just satisfaction metrics.
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Using the analysis of Hotel Sacher's current position, a series of strategic recommendations on how to address issues and capitalize on strengths has been developed. They accompany each recommendation with detailed implementation guidance, change management strategies, measurement frameworks, anticipated benefits and cost projections.
Recommendation 1: Implement an Integrated Guest Experience Platform
Today, Hotel Sacher can’t deliver seamless user experiences due to the fractured technological landscape that it’s operating in that needs comprehensive transformation. In the recommendation, a guest experience platform should be integrated that combines all digital touchpoints and preserves the human factor that is at the core of luxury hospitality. It would facilitate the pre-arrival communications, mobile check in, in room technology control, service request and post stay engagement into a smooth functioning ecosystem of services that is designed to replace the personal service, and not replace it overtly (Kim et al., 2021). However, research shows that when luxury properties adopt such platforms, the guest satisfaction goes up by 28 percent and operational efficiency impacts 23 percent (Bharwani & Mathews, 2019).
Implementation Strategy: Implementation should follow through with a phased approach for technical audit and to take action based on the list of integration points and entire legacy system that has now become obsolete and needs to be replaced. The second phase would be to choose a technology partner focused on luxury hospitality, more so if this partner is platform that has customized the interface to create Hotel Sacher look and feel. First in implementation should be guest facing applications (mobile check in, in room controls, personalisation engine) followed by back of house systems (Kuo et al 2019). Data migration and integration of historical guest preference data, taken to the final launch would be used to enable personalization of the service during the last phase.
Change Management Approach: Resistance is usually encountered in the technological transformation, often in the heritage properties where the established operational traditions are present. A structured change management program coupled with department champions identified from each of the operational areas should be implemented in order to tackle this challenge. The advanced training for these champions will be to customize the platforms and own the new system. As noticed by Jaswal (2021), Mindtree technology staff will have to proactively lyrify how the platform augments rather than eliminates service delivery. Initial classroom training is followed by periods of practical application with the technology that staff can train with both the technology and expert coaches in the field. During the transition, the team should momentarily focus on learning and adapation instead of speed, so that team members can learn, get confident and then implement fully.
Measurement Framework:  The metrics that would be measured as a success would be measured using a balanced scorecard approach, both operational and guest facing. System Adoption Rate by staff (target 90% in 3 months), decrease in manual data entry by administrative tasks (target 30% decrease), Personalisation Effectives (target 40% increase) and service delivery was done by the client’s staff through technology with 25% improvement in guest satisfaction with digital touchpoints. Baseline should be measured before start and continued by each week for three months once implementation and then monthly thereafter (Deloitte, 2021).
Anticipated Benefits:  Many benefits would be brought by the integrated platform such as enhanced guest satisfaction from smooth experiences, automated routine employee tasks for improved efficiency, upselling better based on preferences data generate more revenue, and the most competitive position against luxury properties that complemented their level of technology. We found that properly implemented experience platforms yield between 15 to 20 percent increase in ancillary spending and 25 to 30 percent increase in guest loyalty metrics (Gómez-Suárez & Veloso, 2021).
Cost Projection: This would require a spend of circa €950,000 – €1,200,000 (funds for software licensing (€350,000 – €450,000); hardware upgrades (€250,000 – €300,000); integration services (€150,000 – €200,000), training (€100,000 – €150,000) and contingency (€100,000)). This is about 2–3 per cent of the property’s revenue per year which, as historically normal for the luxury property business, is in line with industry standards for technology investments. Operational efficiencies and finding revenue enhancement leads to the return on investment analysis which predicts that full cost recovery will occur within 24-30 months (Forbes Travel Guide, 2021).
Recommendation 2: Develop Narrative-Driven Culinary Experiences
Traditionally, luxury offers—in the case of Hotel Sacher—include food and beverage offerings wrapped up in luxury dining, but the direction all food and beverage offerings from Hotel Sacher need to take should be toward immersive, narrative driven culinary experiences that are befitting of modern day luxury expectations. And this recommendation is indeed to reconstruct dining venues in a story geared around the gastronomic journey through the sustainability, health and local sourcing but with respect to the hotel’s culinary history. Properties that engage in experience-driven dining concepts, it is researched, capture up to 35-40% more of F&B from in house visitors and also experience considerable local patronage (Mathur, 2022).
Implementation Strategy: First of all, it is necessary to carry out a full campaign of the existing F&B concepts, identifying that what pleases the current guests and what to change. Develop distinctive concept narratives for each venue that should engage culinary leadership and external food trend specialists of the development process. The sequence of implementation should begin with at least one signature venue for total transformation as the proof of concept and then implement to other outlets. Hotel Sacher’s heritage should be each concept’s backdrop offering classic elements through innovative approaches to preparation, presentation, and guest engagement to have memorable moments along the way through the dining journey (Srivastava, 2021).
Change Management Approach: 
Most established kitchen teams are opposed to the sort of culinary transformations that occur. In order to cope with that challenge, firstly the change management process must starts with inspiration sessions, in which culinary teams are exposed to the most innovative global luxury dining trends, e.g. the visits in new attractive establishments. Representatives from culinary and service departments should be part of the implementation teams to ensure them to be operational. Also to be addressed by such training programs are not only technical skills, but the storytelling ability necessary such that staff can articulate the narrative elements of new concepts successfully. Such recognition programs around staff contributions to concept development would encourage ownership and bring enthusiasm. Since chefs tend to intimately relate to the existing menus, the process should keep their signature heritage dishes, but change the way they are presented and the ingredients they have been in accordance with how the new narratives narrate (Ryu & Han, 2010).
Measurement Framework: 
Financial and experiential indicators should both be included in the success metrics. Revenue growth, average check value, capture rate from hotel guests and local market penetration would be tracked in financial measurements. Concept resonance evaluation would be done through sentiment analysis of reviews, social media engagement rates, and dedicated feedback mechanisms which assess narrative comprehension and emotional impact. In terms of specific targets, it is necessary to set targets in terms of 25-30% increase in revenue growth within the first year, 40% increase in social media engagement, 15-20% improvement in dining satisfaction scores (Prayag et al., 2018).
Anticipated Benefits: Delivery of these benefits, if successful, would mean a stunning reputational gain for the hospitality provider as a culinary destination, superior competitive advantage in an over-crowded luxury category, greater revenue from F&B spend through higher rates of capture and patronization by locals to support the bottom line, and ultimately better guest satisfaction with dining experiences becoming very influential with regard to the overall experience with the property. This approach would be highly relevant to those who are using next generation luxury travelers who are seeking meaning over traits of luxury, shifting Hotel Sacher’s demography towards this growing segment (Yang & Mattila, 2020).
Cost Projection: However, the investment by venue would vary but as a (would be) average per outlet in concept development, the physical adaptations, the equipment, staff training and marketing, the investment would be around €200,000 to €350,000. In this sense it forms a rather modest high standard investment compared to full renovation, focusing on conceptual transformation, but selective physical upgrades. The total investment for a phased approach to all of the dining venues over 24 months would be around €800,000-€1,200,000, and it is expected for each venue to realise return on investment within 12–18 months through the increase in revenue (HospitalityNet, 2021).
Recommend 3: Put in place the Experience based Service Standards and Training.
In order to correct inconsistencies in delivery of service, Hotel Sacher needs to move from standardized service standards based on transactional service moments to experience standards and the development of emotional journey management from the point of commitment through the end of the guest cycle. In doing so, they would replace emotion mapping techniques to identify critical times of truth and set up consistent standards of creating positive emotional peaks at those bottlenecks (Becker & Jaakkola, 2020).
Implementation Strategy: First order is to have comprehensive workshops around implementing journey mapping with the involvement of all guest facing departments for identifying the current emotional high and low points through the journey of the guest. They would supply insights on how to develop new service standards based on emotional effects rather than procedural compliance. Then, training modules for each department would be created on the knowledge of how they play a role in emotional journey management focusing on the gaps between service areas and cross department sessions would be conducted. Front of house should be implemented, then the heart of the house, starting from department to department (Pei et al., 2020).
Change Management Approach: Cultural adjustment is necessary to migrate from traditional luxury service models to one of emotion. In order to start off with the change management strategy based on leadership alignment, sessions should be done to ensure that departmental managers understand and accept the philosophical change. For these methodologies, it is suggested that staff are trained in such a way that they actually go through the emotional journey, before they learn how to provide such experiences for clients. Emotional experiences should be shared regularly to reinforce the desired behaviours. As such, storytelling techniques should be inherent. Our performance management systems would need to be adjusted to measure emotional intelligence as well as journey management capability along with technical skills. They should take special care to the long-tenured staff, who may be strongly attached to old service approach and be given additional coaching and reward as they adjust to the new standard (Otterbring & Lu, 2018).
Measurement Framework: Experience focused methodologies such as emotional journey tracking, satisfaction measurement based on moments and observation of behavior would be used to measure. There should be specific metrics such as emotional consistency scores (since service provided across departments and time periods should be consistent), peak emotion ratings (which indicate how well the hotel can create memorable, high points) and resolution effectiveness (which examines the effectiveness with which the hotel can recover from service disappointments). Improvements to the target would consist of 30% reduction in service variability from peak to off-peak, 25% increase in emotional peak, and 40% improvement in recovery results (Ahn & Lee, 2019).
Anticipated Benefits: This approach if successfully implemented should result in dramatically improved guest loyalty and advocacy through more memorable and emotionally resonant guest experiences. According to research, properties in the process of migrating from functional to emotion focused frameworks achieve between 30-35% improvement in Net Promoter Scores and more than a 20-25% rise in repeat visitation rates. In addition, they offer additional benefits of giving staff a greater feel of the connection with the outcomes of the guests, strengthened skills for service recovery, and even better differentiating themselves in an increasingly experience based luxury landscape (Torreset al, 2017).
Cost Projection: An implementation would need about €350,000-€450,000 investment, external consulting support (€100,000-€150,000), development of training program (€120,000-€150,000), train the staff giving training (€80,000-€100,000), and measurement system adopt (€50,000). It is a rather modest investment that should reap substantial returns from a more loyal guest and lower turnover cost. Specifically, they concluded that properties utilizing emotion based frameworks achieve a full return on investment, on the 12-18 month mark as a result of gaining repeat business and acquisition from advocacy driven agents (Rather & Sharma, 2017).
Recommendation 4: Develop Heritage-Centered Experiential Programming
Based on the heritage and location of Hotel Sacher, it should develop a portfolio of signature experiences that differentiate their offerings with insurmountable edges through unique experiences, and generate additional revenue streams. Over time it was to become an accommodation provider transformed into memory creator, in accord with the current luxury travellers' preference for transformative rather than passive consumption (Pine & Gilmore, 2020).
Implementation Strategy: Initial research would be conducted into compelling guests experiences derived from historical research at Hotel Sacher that could trigger and tell the story. The experience should be categorized by type (cultural, culinary, wellness, etc.) and duration while a portfolio of concepts at various price points should be developed including included amenities as well as premium offerings. Collaboration between Hotel Sacher’s teams and external experience designers of luxury hospitality would occur for development. The phased approach should use pilot programs and guest testing to launch the portfolio and refine before selling out to a broader spectrum of guests (Mody et al., 2019).
Change Management Approach:  Different skills are needed to create and deliver compelling experiences and careful change management is needed. As a matter of fact, first step should be to identify those staff members who typically have a storytelling ability with high emotional intelligence and can be developed as experience guides. There would be a requirement to develop narrative capabilities, improvisation skills, as well as emotional orchestration techniques within training programs. Some new positions may need to be created with Experience Concierge for producing and managing personalized programs for guests. Current teams would need to be educated on available experiences and how to recommend them well. To account for successful experience delivery alongside traditional service metrics, performance metrics would have to be adjusted (So et al., 2016).
Measurement Framework:  Experience participation rates, premium revenue generation, impact on the overall satisfaction, and influence on the booking decisions would be ways of measuring success. Targeting 40% of guests to participate in at least one signature experience, an additional revenue contribution of €1.2–1.5 million annually, an impact on satisfaction of at minimum 9/10 for participants, and booking influence where at minimum 15% of guests cite the experience as a reason for booking. (Hosany & Witham, 2010).
Anticipated Benefits:  Additionally, experiential programming could be successfully implemented and generate the following 1) multiple benefits of significant incremental revenue through premium experiences, 2) competitive differentiation in a crowded luxury market, 3) improved destination appeal with experience seeking travelers, 4) extended average stays as guests participate in more than one experience, 5) and strengthened emotional connections to the property that drive loyalty and advocacy (Tsaur et al., 2018).
Cost Projection:  Concept development (100,000 to 150,000), physical requirements and props (150,000 to 200,000), staff training (100,000 to 120,000), and marketing materials (50,000 to 80,000) would be required for development and implementation which would cost approximately €400,000 to €550,000. It would allow for creating 12-15 signature experiences across different categories and price points with this investment. Based on the revenue projections, €1.2-€1.5 million per annum in incremental revenue is likely to be earned at maturity, which means return on investment within approximately 4 – 6 months after the full implementation (Knobloch and Drechsler, 2017).
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	Number
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget

	1
	Fragmented technological infrastructure creating inconsistent guest experience
	Implement integrated guest experience platform with unified digital touchpoints across pre-arrival, stay, and post-stay phases
	28% increase in guest satisfaction scores, 23% improvement in operational efficiency, and 15-20% increase in ancillary revenue through enhanced personalization
	9 months
	December 2025
	€950,000-€1,200,000

	2
	Traditional F&B offerings misaligned with evolving luxury guest preferences
	Develop narrative-driven culinary experiences incorporating sustainability, wellness, and local-sourcing elements while honoring heritage
	25-30% F&B revenue growth, 40% increase in social media engagement, 15-20% improvement in dining satisfaction scores
	6 months per venue (24 months total)
	March 2027
	€800,000-€1,200,000

	3
	Inconsistent service delivery across departments and time periods
	Implement experience-based service standards with emotion-mapping techniques and comprehensive staff training
	30% reduction in service variability, 25% increase in emotional peak scores, 30-35% improvement in Net Promoter Scores
	5 months
	August 2025
	€350,000-€450,000

	4
	Limited experiential programming leveraging unique heritage and location
	Develop portfolio of signature experiences across various categories and price points
	40% guest participation rate, €1.2-1.5 million incremental annual revenue, experiences cited as booking factor by 15% of guests
	4 months
	July 2025
	€400,000-€550,000

	5
	Outdated experience measurement focused on transactions rather than emotions
	Implement comprehensive experience measurement system capturing emotional journey metrics
	Enhanced ability to identify precise improvement opportunities, data-driven decision making, continuous refinement of guest experience
	3 months
	June 2025
	€100,000-€150,000
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Hotel Sacher analysis has demonstrated that, as a key player in the Vienna luxury hospitality landscape, this iconic property has important strategic levers to be taken in order to confirm its illustrious place, at the same time as conforming to an emerging market where luxury guests now expect more experience (Becker & Jaakkola, 2020). STEEPLED revealed these significant changes in how luxury is understood and used by contemporary travellers and those who still define and use it through traditional status markers of wealth (Pine & Gilmore, 2020). Over time, expectations shift from what heritage properties such as Hotel Sacher with their deep and rich heritage were fixtures for, and this varies between uniqueness and longevity, necessitates the adaptation of heritage services delivery approaches to modern standards.
In the SOAR analysis, Hotel Sacher’s strong foundation of strengths included its unmatched historical significance, prime riverside location, culinary legacy and architectural differences (Lu et al., 2015). These assets are extremely potent from a differentiation perspective when properly triggered by emotional experience design and strategic journey management. These recommended initiatives being integrated guest experience platform, narrative driven culinary experience, experience based service standards and heritage based experiential programming are collectively brought together in plan to translate these strengths into competitive advantage that are in line with current luxury definitions (Mody et al., 2019). Therefore, the recommendations can be implemented with thoughtful change management strategies and clear measurement frameworks at Hotel Sacher which would place Hotel Sacher not just in line, but far ahead of what traditional clientele and next generation luxury travelers would expect.
Hotel Sacher leadership team, Global Hotel Advisors wishes to express sincere appreciation for the opportunity to work with them on this important strategic project. (Cited by Rather & Sharma, 2017) the property’s dedication to preserving its signature and ushering its evolution with due care clearly highlights the property’s history of success as a result of being forward thinking. It has been very useful to have operational information and candid insights from team members of all the departments to develop recommendations that respect Hotel Sacher's heritage while positioning The property to be successful in the future. Global Hotel Advisors is ready to continue to support implementation of these initiatives and look forward to the opportunity to watch Hotel Sacher live Hotel Sacher’s next chapter delivering exceptional guest experience. With luxury hospitality progressing to new focus on the future blend of heritage and innovation, properties that have successfully integrated both will set new standards on luxury travel in essence, blending heritage with new levels of experience from the world.
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