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[bookmark: _2pjj9qsflpyd]Executive Summary 
[bookmark: _3rw6y3mwgfyv]

The Britannia Adelphi, one of the most popular iconic hotels in Britain is currently facing business challenges due to its declining brand reputation which is significantly challenging its survival in the UK hospitality industry. The Adelphi Liverpool is part of the hospitality chain Britannia which has been rated as the worst hotel chain in the UK for the last 11 consecutive years. The border brand perception has directly impacted Adelphi, compounding its existing challenges. After the COVID-19 pandemic and the emergence of digital transformation, The hospitality industry is witnessing a significant transformation. The pandemic has permanently changed how people travel and dine around the world. There is technological transformation to meet the changing evolving customer expectations and service standards. It is ideal for Adelphi Liverpool to relook into their current strategic direction and address their operational technological and sustainability challenges to improve their market position and competitive advantage.
To address this, SMART Global was commissioned by Britannia Adelphi Liverpool to prepare a consulting report based on the strategic analysis of the current situation and suggest a transformation plan that restores the brand’s declining brand’s reputation, improving employee engagement and retention, and customer satisfaction. 
As a primary step, SMART Global with its 25 years of service excellence in strategic management consultation, adopted a multidimensional approach to uncover the situation. As a result, SMART Global has identified 4 critical problem categories. Those are technological, employee engagement-related, infrastructure and system-related and sustainability-related. To get a deeper understanding, the reviews posted on popular review platforms such as Google Reviews, and booking.com, indeed are also taken into consideration. 

[bookmark: _3uhqzh5svm5w]Problems identified 
1. Technology-related - The brand reputation of Adelphi Liverpool has significantly declined in recent years. This is quite visible in the review platforms as well. A technological era where 86 % of people especially millennials and GenZ rely hugely on online reviews and digital convenience before making purchase decisions. Adelphi Liverpool has a low digital presence and lacks updated smart facilities, reliable internet access etc.  The gap is significantly affecting the guest experience and it is shared in online reviews which is affecting the brand's reputation. 
2. Employee engagement related - The online reviews often cited service failures, lack of professional behaviour, slow service, and low motivation. The workplace review revealed that employees are suffering from low work-life balance, lack of development, rewards and recongnition, and training which results in low performance and engagement at work.
3. Infrastructure and system failures - The customers often raised concerns over poor infrastructure and HVC system failures. Once the most popular iconic building, it has become the shadow of itself and urgently needs minimal refurbishment to give it a fresh look. The hotel is failing to utilise its heritage appeal and location prominence to achieve market competitiveness.
4. Sustainability related - After the pandemic, the hospitality sector is going through a wide transformation where sustainability has become a critical factor in achieving competitive advantage. There has been a permanent shift in the way people travel, stay and dine. The brands and hotels that realise the new trends and make strategic changes can only survive in the market. At present, the hotel does not have any sustainability initiatives. This is critical as the majority of potential customers are eco-conscious and hugely prefer sustainable hotels.
[bookmark: _5o1o52orjfjv]Strategic analysis
To analyse the situation SMART Global used SWOT, STEEPLED, and TOWS analysis to identify internal and external factors affecting the scenario. The major strengths identified were the historical background building and its close prominence to the city centre. The hotel is budget-friendly and has good capacity with 402 rooms in the deluxe to Luxx category. And well-connected with public transport. The major weaknesses are low employee engagement, poor infrastructure and the absence of sustainability efforts. 
For change implementation, SMART Global proposed Lewin’s Three-stage change management model Unfreeze, Change-freeze) which allows a smooth transition through awareness, change and adaptation to the change process.
All problems were considered individually and had separate change management processes. This is the stage where SMART Global create awareness among leaders and employees and helps them to understand the problems with the support of data-driven reports and presentations, why the change is inevitable, the possible outcome and the benefits of the same. The feedback analysis, sentimental analysis, identification technology requirements, training needs etc, budget plan etc to be prepared 
[bookmark: _3nj7j0llpd04]Recommendations 
It is recommended to create a technology integration, digital marketing teams and adapt technology to improve efficiency, increase online reputation, software-based feedback analysis, IoT-based monitoring, digital marketing, dynamic website, mobile app, online checkout process etc.  Software-based communication systems to streamline communication across departments and employees will also be ensured. Regarding employee engagement, an employee engagement survey is planned to understand the current level and then a visionary goal-focused leadership, employee welfare system, training and development opportunities, upskilling opportunities, resources and recognition, better work-life balance and flexibility etc will be ensured. The insights will be used to address shortcomings and necessary modifications will be made Infrasrture will be refurbished by replacing the malfunctioning system and the service of a heritage architect will be used as the building is listed as Grade II. This is inevitable to enhance guest experience and attract new ones. It is recommended to introduce sustainability initiatives and incorporate them into corporate objectives. 
To ensure success the process involves carefully identified KPIs to check the progress of the efforts and identify shortfalls. It is recommended to use NPS, guest satisfaction rate, absenteeism, online feedback analysis, sentimental analysis of online reviews etc to ensure long-term results total cost estimated is at £3,765,000
By implementing the plan, A new revitalised Adelphi embracing innovative technology and social responsibility, with visionary leadership and a motivated workforce will take the organisation to success. The organisation will enjoy increased profitability, employee and guest satisfaction, and increased brand reputation. 

















[bookmark: _olyhona2i1me] Introduction 

The Adelphi, a fabulous Edwardian-style iconic hotel that has been managed and operated by Britannia Hotels since 1982, is one of the most hotels in Britain in terms of its rich history and stories over the last 200 years  The hotel was once renowned for its grandeur and high-profile guests, is located in the heart of Liverpool is awarded a Grade II listed status by the English Heritage organisation mark its relevance in the history. The hotel is easily accessible via public transport and it is only 3 minutes away from Liverpool Lime Street and is close to many Liverpool attractions like the Albert Dock, Liverpool Cathedral, and a variety of cultural, shopping, and entertainment facilities nearby. The hotel has 402 rooms under various categories: single, double, Lexx, triple and suites. The facility provides a 24X7 front desk, parking, WIFi, Taxi service bar/restaurant etc rooms are well equipped with modern facilities like modern baths, complimentary toiletries,   flat TV, etc. (Britanniahotels, 2025) Despite these advantages, the hotel and the Britannia hotels are witnessing a massive decline in brand reputation and customer satisfaction online and offline and on top of that, the Britannia brand hotels were rated the worst hotel chain in Britain for 10 consecutive years and this has considerably affected the brand image. (Parveen, 2022) Adelphi has also been facing poor brand reputation due to frequent complaints including accidents in the hotels and being rated poor on customer service, health, safety and hygiene factors in all the major hotel booking sites. The major impact of online reviews and ratings is considerably affecting sales and brand reputation. Negative reviews have a higher impact on brand perception and it reduces sales by 22% while favourable reviews have slightly increased sales only by 12%. (Wang et al.)The results indicate that the online brand reputation has a vital role to play in overcoming the challenges. The brand is experiencing a decline in sales and repeated business. (Alam et al., 2023)


SMART Global is an international management consultancy that opened its doors in 2000 on December 28th in London intending to support organisations across industries to identify underlying problems of various complex challenges and guide them with deep industry insights, innovating solutions, strategic expertise, and data-driven solutions to overcome them. In the last 25 years, the company has expanded its operational presence to various parts of Europe, Africa, The USA and Latin America. SMART Global is continuing its journey, partnering with clients to offer 360-degree customer service to unlock sustainable growth through sustainable solutions and the services include strategic planning, c ment support etc. Being a global player, the organisation has 25 years of service excellence across various industries and is aware of industry best practices to achieve success which helps to diagnose the scenario with high accuracy. 

In this context, the Britannia brand has approached SMART Global to assess challenges faced by Adelphi, Liverpool about poor customer satisfaction, and declining sales due to poor brand perception online. To assess this SMART Global will use a combination of analysis processes that includes STEEPLED, SWOT and TOWS and analysis of online reviews of Adelphi Liverpool and suggest an actionable strategic plan which can improve service excellence, and operational efficiency and restore its competitive market position(Gluck, Kaufman and Walleck, 1980). The STEEPLED analysis analyses the external factors Social, Technological, environmental, economic, political, legal, ethical and demographical dimensions of the problem (Misra, 2024)  and SWOT will identify strengths, weaknesses, opportunities and threats for the organisation and with TOWS analysis Uses the SWOT matrix to create strategies that address each combination of four key areas by combining two areas of SWOT analysis (SO, ST, WO, WT). Strength and opportunity O- how the brand strengths can utilise the opportunities at maximum and Strength- Threat analysis how to mitigate the market threats by strengths, the  Weakness and Opportunities look at how to utilise opportunities to overcome the weaknesses and finally, Weakness identify how to mitigate threat factors and  reduce  its impact on weaknesses  (Chopra et al., 2024)









[bookmark: _fsj1w7iyzh8q]Analysis 
For Adelphi Liverpool, The major problems identified by the hotel are poor online brand reputation and low employee engagement.
A STEEPLED is conducted to analyse the external environment and the factors affecting the same. STEEPLED Analysis will be considering recent 30 individual guest reviews posted on booking.com during January-June 2025
a. [bookmark: _o566oz4avhao]  STEEPLED analysis
	
	

	S- Social 
	· The customers value the historical relevance and charm and the location's prominence. 
· The Online reputation is highly negative 
.

	T-Technological
	· Low technology integration causes operation inefficiency, service delay, and customer dissatisfaction (Susanto and Khaq, 2025)
· Staff are overloaded and lack motivation

	E-Economical
	· Offers rooms in an affordable range 
· overpriced for an outdated old building but some consider this a budget-friendly option
· It is high time to integrate technology and building renovation 
· rising cost of living, inflation, rise in the national minimum wage which increases overall operational costs. (Coulstock, 2024)

	E-Environmental 
	
· Today, customers support purpose-driven companies in hospitality sustainability is not optional but mandatory to survive and Adelphii have a sustainability plan((EHL Insights, 2025)


	P-Political 
	· Hike in national minimum wages and contribution to the national insurance scheme increase operational costs and avoid investment, change recruitment plans etc  (Butler, 2025)
· Brexit rules causing skill shortage(Russell, 2024)


	L-Legal
	· The hotel is responsible for Adhering to mandatory rules such as health and safety regulations, consumer protection laws, and data protection regulations. (Gov.uk, 2011)
· Customers were constantly raising concerns over cleanliness, safety, and privacy issues within Adelphi Liverpool 
· The staff are disengaged, and the reasons might be overload and stress (Al-Suraihi et al., 2021)

	E-Ethical
	·  No sustainability plan or proper implementation of health safety and hygienic measures  in place which is critical to address evolved customer expectations 

	D-Demographic 
	· Historical hotels are mostly preferred by older generations, while Gen Z and Millennials prefer hotels with technology and convenience. (Seyfi, Vo-Thanh and Zaman, 2024)They are highly concerned with sustainability, safety, health and privacy. 
· Being budget-friendly in a prime location is a positive sign for Adelphi. 

	
	


Discussing social factors, The history of the Adelphi Hotel, a Grade II listed building, is one of the most fascinating hotels in Britain; however, it has been struggling to maintain its charm in recent years due to a growing negative reputation, especially in online platforms.  (Britanniahotels, 2025) Modern customers, especially after a pandemic,  prefer a hotel with a positive brand reputation, a positive customer journey, a sensory experience, sustainable options, prioritising health safety, technological convenience, and fast customer service(Svendsen, 2024). They highly rely on online reviews before making any purchase decisions (Fernandes et al., 2022). A few reviews had mentioned “Staff seemed overworked and not very attentive.” short-staffed.“No warm welcome or assistance from reception.” disengaged” and so on. (Booking.com,2025) which shows customers highly value the historical relevance of Adelphi and its location but looking forward to infrastructure updation, improved customer service and technology updation The situation will result in reduced new customers, brand loyalty, sales, and competitive advantage. (Rane, Achari and Choudhary, 2023) SMART Global can suggest strategies to improve customer service gaps and strategies to use strengths such as historical charm and prominent location to address the weaknesses and create opportunities. The opportunities lie in improving services and embracing technology. (Javaid et al., 2024)

Considering technological factors, the hotel is falling short in adapting modern technology and offering modern facilities. Technology especially using Artificial intelligence significantly helps organisations to achieve strategic objectives, operational excellence, profitability, customer satisfaction, and innovation. (Kassa and Worku, 2025) The absence of updated technology is causing stress among employees which can lead to low morale, low productivity and service gaps. Constant complaints due to inefficient systems and facilities put pressure on employees, which leads to service failure, low productivity and disengagement. (Moxley, 2024)  Reviews such as
 “Long wait at check-in on what was always going to be a busy day.” – (Dean,2025)  “Room temperature control was wonky.” – James, Feb 2025 (Booking.com, 2025) 
Economical factors 
It is generally considered a luxury infrastructure but considering the price, the hotel is decent and affordable with rooms ranging from £40 to £100 or more per night based on the room category. Price perception generally refers to the value of money (monetary) and sacrifice (non-monetary) given by customers to get a product(Yasri et al., 2025) UK hospitality sector struggling due to the cost of living, inflation, rise in the national minimum wage which increases overall operational cost (Seo, 2025) which is also a challenge to invest on technology and renovation.
Environmental factors, The Adelphi Britannia website does not have any information regarding their sustainability efforts, recycling, eco-friendly approaches etc which indicates the organisation is not focusing on sustainability as a core objective. Booking.com survey reveals that 83% of travellers look for sustainable stay (EHL Insights, 2025) Adelphi lack this core practice which is a huge disadvantage to achieving a competitive advantage. 
Political factors 
Being a budget-friendly hotel government’s hike in national minimum wages £11.44/hour for workers aged 21  and the National insurance scheme contribution increased from 13.8% to 14.5% has considerably increased the cost. (Race, 2024) Also, inflation and rising costs of living are affecting the lives of people which indirectly affects hospitality and travel. (ET HospitalityWorld, 2022) The Pandemic and Brexit have significantly increased staff shortages and it continues to affect the smooth functioning. The majority were EU nationals and under new visa rules and requirements, the majority  are not eligible to work in the UK (Chu and Kovacevic, 2025)

Legal factors 
The hotels are bound to adhere to rules such as health and safety regulations, consumer protection laws, and data protection regulations. In the review platforms, Adelphi customers are often complaining about health and safety issues. The hotel recently received the lowest food safety ratings and faced legal charges. (Dukes, 2024) A death has been reported in the hotel after a wardrobe fell on top of a guest. This indicates urgent overall improvement. (Haslam, 2025)
tourist tax, sustainability rules, Travel rules, Electronic Travel Authorisation etc are challenges for overseas travellers. Customers were constantly raising concerns over cleanliness, safety, and privacy issues within Adelphi Liverpool (Booking.com, 2025) 

Ethical factors
The hotel has a responsibility to offer sustainability and ensure the health, safety and privacy of guests. (Velaoras et al., 2025) Currently, No sustainability plan or proper implementation of health safety and hygienic measures is in place which is critical to address evolved customer expectations 

Demographic factors 
Historical hotels are mostly preferred by older generations, they prefer experience over materials (Korosh Farazad, 2019) while Gen Z  prefer hotels with technology and convenience. (Chaturvedi, 2024) They are highly concerned with sustainability, safety, health and privacy. Being budget-friendly is a positive sign for Adelphi 

b. [bookmark: _2bw93aibbaj1]SWOT analysis

	Strengths
	Opportunities

	· History and heritage building 
· One of the most popular hotels in Britain
· Prominent location
· Budget-friendly 
	· Strategic plan to address weaknesses and initiate programmes and activities for overall development
· Adapt technological advancement 
· Invest in infrastructure development and sensory Experiences
· It can draw international guests but poor infrastructure and modern technology could be a barrier but can be solved through a renovation 

	Weakness
	Threats 

	· Britannia brand has been rated as worst  hotel chain in Britain11 years consecutively 
· Bad online reputation across all popular review and booking pages 
· Accidents, deaths and police complaints have made a negative impact 
· No sustainability initiatives
· Low employee engagement and low operational efficiency
· Outdated infrastructure and facilities
· Technology adaptation is low 
	· Industry challenges such as new rules, rising costs etc
· Competition from budget hotels 





Strengths
Reviews like “Fabulous location, and an iconic building in the city centre…With a bit of investment, this could be one of the greatest hotels in the North of England.” - (Dean,2025) Another review says “ Paint and paper hanging off. The room had wallpaper hanging off, the carpet was heavily stained, no toilet holder, or shower curtain…?” (Paul, 2025). Based on the reviews people are happy with the fact that the hotel is a heritage hotel enjoy the ambience and are often praised for the prime location, but constantly mention the need for infrastructure updates
Weakness
The brand is part of Britannia Hotels which has been rated as the worst hotel chain in Britain for 11 years consecutively.  Reputation management is the practice of monitoring and influencing how the brand is perceived across different online (A. Ramgade and Kumar, 2021). The Adelphi Liverpool hotel is consistently rated poor/average in all assessment parameters and consistently receives negative reviews on popular booking websites such as TripAdvisor, Reddit, booking.com, Google Reviews, Yelp etc. Additionally, incidents such as accidents, deaths etc have been reported even recently (The Economic Times, 2022) which had a huge negative impact on brand image among the public. 93% of online shoppers read the reviews of the products of their interest and 97% of their buying decisions are influenced by those reviews (Harrison-Walker and Jiang, 2023)Today, especially after the COVID pandemic, online brand reputation is a critical success factor to achieve competitive advantage and sustainability. (A. Ramgade and Kumar, 2021)
Low employee engagement is another problem observed. William A Kahn is the founder of the term engagement where he defines employee engagement as the extent to which an employee invests their full self at work physically, emotionally and cognitively  Scholar Schaufeli explains Work engagement is a positive work-related mindset characterised by vigour, dedication and absorption. Employee Work engagement is highly related to the quality of  Team support, task significance, nature of leadership, work atmosphere work-life balance, autonomy etc (Małgorzata Adamska-Chudzińska and Pawlak, 2025) Based on employee reviews on Indeed review platform Adelphi employees have rated the company low in work-life balance, job security, benefits and development and rate average in work culture and management. (Indeed, 2025) Based on two-factor theory by Herzberg identifies motivational factors  such as job, responsibility, and development opportunities are creating motivation and lower turnover intention (Lee et al., 2022)
 Opportunities
Booking.com survey reveals that 83% of travellers look for sustainable stay (EHL Insights, 2025) Adelphi lacks this core practice which is a huge disadvantage to achieving competitive advantage and introducing sustainability can increase brand reputation. An upgrade in infrastructure and increased technological efficiency can improve customer satisfaction. Plan employee engagement programmes and training to improve employee efficiency. 

Threats
Competition from budget and boutique hotels is a threat. Growing negative reputation 

c. [bookmark: _scm1hsxwswec]TOWS analysis  

	
	Strength (S)
	Weakness (W)

	Opportunities (O)
	SO strategies
	WO strategies

	
	The historical importance and heritage building in the centre of Liverpool city for a budget-friendly hotel is a major strength. Investing in infrastructure development to utilise this strength can attract customers. The promotion of the legacy and investment in technology and building renovation can appeal to more guests.
	A full-fledged marketing strategy is inevitable to address mounting negative reviews. Partnering with digital platforms to build a positive reputation 
Use government support and invest in infrastructure and technology updation.
Invest in training and development of employees and address problems such as staff shortage, stress, work overload, operational inefficiency etc. 

	
	ST Strategies
	WT strategies 

	Threat (T)
	Initiating a sustainability plan is critical for competitive advantage. 

Even after being rated as the worst hotel chain, people still prefer Adelphi because of its historical charm and convenient location. 
Low employee engagement must be addressed.  
Adhere to health, hygiene and safety policies and ensure strict monitoring and implementation.
	Prepare a plan to Improve operational efficiency.
 Improve service quality and facilities including technologies such as AI, and operational software to reduce the burden on employees and improve their efficiency and overall mental and physical health. 

Use digital platforms effectively and improve online reputation 



[bookmark: _5lsojabdp9p6]6. Recommendations 
[bookmark: _w3bn68svuej3]The core problems identified by SMART Global in Adelphi Liverpool are Technology problems such as  Poor online brand reputation poor ratings on review platforms, slow or no response for reviews, Poor digital presence, Low technology adoption, absence of basic technological assistance such as Check-in, good WifI, HVAC Then people and service standards such as Low employee engagement and service gaps, low customer satisfaction, operational inefficiency and infrastructure and systems related such as Outdated infrastructure,  and furniture, malfunctioning systems, frequent complaints over health, cleanliness and safety, Failing to represent the heritage and historical legacy and have lost the competitive edge and finally sustainability-related as  No sustainability initiatives and failure to comply with customer perception. SMART Global is recommending a full-fledged change management strategy to achieve the desired results. 

Change management 

Organisational change is the planned alterations to organisational components to enhance the organisational effectiveness and the process of managing the same is called change management. (Cawsey, Deszca and Ingols, 2015)
As an immediate step, SMART Global is addressing identified problems under each of 4 categories -  technology, People, infrastructure and sustainability at the primary level with the aim of a comprehensive transformation in the long run. The selected change management model is Lewin’s change management model which consists of 3 stages - Unfreeze, change and refreeze 
Lewin’s change management model is a powerful strategy which guides organisations on how to plan, process and implement change management effectively.  The transformation happens through 3 stages - Unfreeze, Change and Refreeze. (Bartunek and Woodman, 2014). This method is ideal for Adelphi Liverpool as most of the problems of poor employee engagement, poor reputation, etc are deeply rooted in problems related to behaviour, attitude and routine. The hotel is not in a condition to go through a complex transition as the situation demands changes from the base level. The model allows the people to understand the problems, and need for change, prepare them for change, address resistance factors and accept the change. (Forbes, 2022)

During Unfreeze, SMART Global will prepare the organisation to accept the necessity of change, the risks associated with not changing, and the benefits of transformation through engaging the leaders and key officials. In Adelphi Liverpool the root causes identified are lack of strategic leadership and vision, low internal communication and employee engagement Therefore, the unfreeze stage also includes communication with leadership regarding the risk of outdated infrastructure, digital transformation, lack of employee engagement and declining brand reputation. Secondly, the risk of weak internal communication and low employee engagement will be discussed which causes less motivated employees, failure in service delivery, and online reputation, low customer satisfaction. During unfreeze, SMART Global recommends a readiness assessment to understand the level of acceptance on the part of the organisation and employees. Any potential resistance can also be identified.(ScienceDirect, 2013) The next step is “Change” which is the implementation. SMART Global offers extensive guidance for a smooth transition. The training and development will be arranged, ensuring resources, skills and knowledge before moving to the actual action. The team offers strict monitoring evaluation and feedback collection. Also, the team recommends celebrating moments and recognitions to keep the team motivated until they achieve a common goal. During Refreez, SMART Global supports the organisation to stabilise and accept the new normal monitor them using KPIs and embed the change into their normal operations. 
The process recommended is given below.
A. Technology and brand reputation 
[bookmark: _w02rlj8zf5fp]Unfreeze (Preparation Stage)
According to a report by McKinsey, about 70% of companies integrating digital transformation will fail as they fail to address the challenges faced by employees during the adaptation process, rather they implement digital systems in full capacity (McKinsey, 2022) SMART Global will conduct a primary audit to understand the gaps in technological infrastructure. Each problem and impact are listed with evidence like online reviews, competitive benchmarks, WIFI reports etc and a presentation to create awareness of the urgency of change then later consult the plan with decision makers to check feasibility. A feedback survey is also recommended to identify any potential resistance and plan to eliminate the same. An internal digital transformation support team and a trained marketing team are ideal to work with the SMART Global team to support the process.
Change 
A trained digital marketing team, a digital transformation team and supervisor, and a new research and development team are recommended for the required skills and knowledge. The team monitors and performs their duties and generates real-time reports. The stage involved installing the suggested systems in place such as online reputation management software Operational software for streamlining operations and high-speed WiFi, A dynamic mobile-friendly website will be launched. SMART Global team along with the internal digital transformation team and internal marketing team will collect regular feedback from the team on content posted online across various online platforms, perform content analysis, sentiment analysis, watch social media reactions etc and ensure continuous monitoring of to ensure the brand image is positive and address challenges and timely interventions online on a timely basis. The progress report will be generated and shared with the management and concerned departments daily. 
[bookmark: _eb5t0os9l2p4]Refreeze (Stabilisation and Monitoring Stage)

Once the process is streamlined, Adelphi Britannia can integrate the same into their regular operations, the SMART team will withdraw and the Adelphi management will take over the further management. Regular monitoring and training will be ensured and checks using the KPIs will be regularly done.
The impact is that a positive brand reputation and social media presence allow the organisation to communicate and engage across different channels. (Jeswani, 2023) The technological integration will enhance accessibility, productivity, and operational efficiency and attract more customers under more demographic categories.(Triwahyono, Rahayu and Kraugusteeliana, 2023) Review response/ feedback /software usage etc will give data-driven insights to address the problems better, and understand trends, expectations etc which will help in key decision-making (Narayan et al., 2022). The tech integration can motivate employees to reduce workload and enhance efficiency. (Huang and Gursoy, 2024)The brand will achieve competitive advantage, loyalty and profitability. 
The overall budget expected is £73,000
The success is recommended to be monitored through the evaluation of KPIs such as review analysis daily, response rate, website traffic, mobile app users, feedback, direct booking and online booking rates, HVAC complaints/response rate etc. 


B. Employee engagement 
Unfreeze
This readiness for change is attained through awareness creation extending support, and eliminating uncertainties and worries (Van Praet & Van Leuven, 2019). An employee engagement assessment survey is recommended to understand the employees, their needs, their current emotional and physical status, attitudes towards work, their problems, and concerns. (Robertson-Smith and Markwick, 2019) A report on data-driven insights should be generated.  Only a leader with a vision and transformational skills can set goals with organisational priorities and create a motivated, engaged team that works together to achieve a common goal.(Suryadi, Trisnawati and Al-Amin, 2024) The absence of visionary leadership and guidance is a reason for employee engagement. (Dalal, 2025) Based on this, During the awareness stage, SMART Global’s specialised expertise will be used to analyse the report of the employee engagement survey and guest complaints posted across online review platforms to understand the current status of brand reputation and employee engagement. Further, the team extends the support to the organisation to identify the strengths and potentials which can be utilised to mitigate the negatives. Customised strategies will be recommended and checked for feasibility with the leadership. The team will check the possibility of Additional requirements such as upskilling, training, communication streamlining, requirements such as welfare programmes, rewards and recognition, community engagement opportunities, work-life balance, work flexibility, equality, inclusion etc with the leadership and convey its importance in the organisational success. Implementing employee engagement strategies will increase job satisfaction, motivation and the productivity of individuals and organizations, which can reduce employment problems, absenteeism, and employee turnover. (Al-Suraihi et al., 2021)
Change
Based on the result of Unfreeze, the programmes are recommended to be implemented during the change phase. The primary process is to streamline the communication within the hotel between leaders and teams. Beekeeper software is selected for the same and training will be provided by the SMART Global training team for the HR training team. The software to use for the regular updates, and daily vision, ensures communication between the team. Open communication is recommended to keep the team motivated, and loyal and to feel valued and respected Skill development workshops- new software, service standards, professional etiquette, guest service, personality development etc will help to enhance efficiency, confidence and productivity. Introduce staff welfare programmes, recognition and rewards to keep them motivated and it will enhance loyalty and reduce staff turnover. Additionally, health support, work flexibility, changed staff uniforms, gift coupons, health and wellness programmes, and vouchers to keep the environment healthy and positive. It is recommended to run employee engagement surveys to collect feedback, their concerns and requirements and the insights can be used for improvement and performance. 
Refreeze
The stage is to ensure these transformational activities are aligned with goals. The performance will be checked based on the KPIs such as employer turnover rate, absenteeism rate, survey feedback and report, NPS score - Net promoter score- the likelihood of an employee recommending this workplace, feedback analysis of review platform regarding service and guest services, rate of participation in the programmes organised by the organisation, appraisal scores etc. 
Budget estimated £20,000
c.Infrastructure development 
Unfreeze
The building urgently needs a renovation as the guest complaints are posted with images of Adelphi rooms and other facilities and such bad remarks are affecting the purchase decisions of potential customers. Being a Grade II   historical building there are restrictions to add modern facilities to the structure(Liverpool City Council, 2025) but maintenance is unavoidable.It is suggested to invest in infrastructure and innovation to fully utilise the advantage of prominent location and heritage. An Automated check-in kiosk, SMART rooms facility without affecting the heritage features, online check-in, a highly responsive review management system, HVAC upgradation, IoT systems, and energy efficiency systems are recommended 

Change
With the support of heritage building renovation experts, it is recommended to conduct a refurbishment to restore the historical charm. A thorough inspection and repair is recommended for HVAC Heating, ventilation, and Air condition systems.  It is recommended to follow energy efficiency practices
Budget estimated £1

Refreeze
It is recommended to ensure regular checks and monitor the process. It is recommended to use communication software to notify the complaints and resolution. The complaint raised and solved rate can be checked to understand the success rate. SOP, guest feedback analysis, and regular inspection are recommended to ensure the proper maintenance

D. Sustainability initiatives 
Unfreeze
The primary step involves creating awareness among leadership and key people about the importance of integrating sustainability into corporate objectives and its role in achieving competitive advantage(Tarnovskaya, 2023). The reports on the current travel trend and how sustainability became a critical factor in customer's decision-making process/. To begin with, SMART Global recommends educating employees about sustainability within the hospitality sector. It is recommended to begin with energy efficiency and optimal usage of energy for hotel operations. It is also recommended to run a community engagement programme and offer opportunities for employees to take part in the same. This should be published on the official website which can act as a great marketing tool as well. 
Change
It is recommended to run the decided activities and assess the success and progress. Sustainability practices can save costs, improve brand reputation, and attract new customers. Increase profitability, and employee engagement and create competitive advantage. (BBC, 2023)

Refreeze
Integrate sustainability into corporate objectives, and ensure regular updates of initiatives and milestones on the official website. The impact is increased profitability and competitive advantage (Cseadm, 2025)
[bookmark: _ryrfcgy9h6sq] Action Plan

	No
	Problem
	solution
	Desired outcome
	Time scale
	Completion date
	Planned budget 

	1
	Low online brand reputation 
	Suggested to create a digital transformation team and exclusive marketing team  and install Install operation streamline software, online reputation management system and monitor contents across various online channels and conduct analysis and generate reports and share them with the leaders and concerned departments a dynamic website with chatbot integration is also recommended
Software purchases/website/training incur expenses
	 positive brand reputation increased customer engagement and satisfaction, accessibility, profitability, attract new customers, feedback report improves awareness and efficiency and helps correction, the brand will enjoy increased competitive advantage. 
	3 months
	30th Oc 2025
	£2,000,000

	2
	Low employee engagement 
	An employee engagement survey is recommended to understand the factors resulting in employee demotivation and service failure, and their suggestions for improvements. An engagement strategy in collaboration with the leadership team and key officials that includes awareness programmes, training, upskilling, welfare programmes, rewards and recognition. Use Beekeepersoftware to streamline communication flow across various departments. 


	Employees become motivated, loyal, efficient, and productive which will result in improved service delivery, improved guest satisfaction, increased brand reputation, profitability and competitive advantage. The training, upskilling and welfare programmes will increase employee retention.  Employee engagement will increase employee participation, work a team to achieve the organisation's common goals 
	4 months 
	30th Nov 2025
	£7500,0

	3
	Outdated infrastructure and malfunctioning system 
	Refurbishment without affecting the heritage touch, renovating the public areas, replacing furniture as required and replacing and repairing malfunctioning systems 
	Increased guest experience and positive feedback online and offline Increased footfall and brand reputation 
	6 months
	1st Jan 2026
	£1,000,000 

	4
	No sustainability initiatives 
	Introduce sustainability initiatives and integrate the information in the official website as well as across all the official social media channels for public attention. Encourage employees to take part in the mission. Also, introduce energy-efficient practices within the hotel operations
	Sustainability is a core factor for organisational success. The majority of consumers prefer sustainability organisations and it improves brand reputation, and  customer satisfaction, gains new customers, increases profitability and competitive advantage
	2 months
	30 Aug 2025
	£15,000,

	
	Total 
	
	
	
	
	£3,765,000














[bookmark: _6g1ge4l3u9aj]Conclusion
To conclude, it is visible that lack of strategic or strategic leadership and vision as well as poor organisational communication and engagement are the root cause of all the challenges and because of this brand facing challenges in brand reputation, employee engagement, technological advancement and addressing sustainability where all these factors have a crucial role to play to achieve competitive advantage. comprehensive analysis and recommendations suggest an urgent digital transformation, comprehensive employee engagement and development, infrastructure and system refurbishment and integration of corporate responsibility into the corporate objective of the organisation. Once Adelphi Liverpool was the pride of Britain and now struggling to maintain its historic charm. The proposed strategic plan aims for an overall transformation through implementing Lewin’s change management strategy in which each identified problem will be resolved through three stages Unfreez- change and Refreeze. Once the changes are integrated into their operational strategy and activities the organisation will witness a drastic development in technology integration, employee performance, competitiveness and customer satisfaction.SMART Global will suggest the right strategies to improve identified problems without creating new inefficiencies due to poor adoption. 
 The major strengths of Adelphi are its popularity, heritage building and location prominence and the plan effectively utilised the strengths and reduced weaknesses through the recommended action plan. The structured action plan with solution, expected outcome, time frame and budget effectively addresses all core problem areas with long-term impact. By implementing the same, Adelphi Liverpool can regain its competitive advantage in the hospitality market in the UK 
The desired outcomes include increased brand reputation, a highly engaged team, increased customer satisfaction, and increased customer loyalty . Technical integration and development opportunities for employees will increase operational efficiency, productivity and profitability. Improved systems service standards and facilities enhance guest experiences and loyalty Sustainability is a core factor for organisational success. The majority of consumers prefer sustainability organisations and integrating sustainability improves brand reputation, and  customer satisfaction, gains new customers, increases profitability and competitive advantage 
SMART Global is taking this opportunity to express sincere gratitude to the management of Britannia, Adelphi Liverpool and employees for their unwavering cooperation and collaboration. The insights and valuable data shared throughout the strategic plan preparation were the backbone of the consultancy report preparation. SMART Global wishes all the very best and trusts this plan will help Britannia Adelphi to restore its charm and legacy and achieve success. Further, informing that SMART Global is open for further collaborations in the future.
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