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Executive Summary
The London Marriott Hotel County Hall, a luxury five-star property on the South Bank of the Thames, has recently undertaken significant renovation works to maintain its prestige and align with evolving guest expectations. However, these changes have led to guest dissatisfaction, as evidenced by recent reviews and declining Net Promoter Scores (NPS). The challenge is compounded by increased competition in London’s high-end hospitality market, shifting consumer priorities post-pandemic, and evolving definitions of luxury (Batat, 2019). This report addresses the gap between the intended guest experience and actual delivery, providing a critical analysis of root causes and a strategic action plan to restore brand equity and service excellence.
A detailed internal and external audit reveals several drivers behind the issue. Internally, renovation disruptions, communication breakdowns, and inconsistent service recovery procedures have impacted satisfaction. Externally, the expectations of modern luxury travellers have shifted toward seamless digital integration, sustainability, and personalised service (Wilson et al., 2020). An overemphasis on physical renovations, without parallel investment in soft service enhancements or staff upskilling, has created a disconnect between the physical product and emotional brand promise.
Information from guest reviews, the TripAdvisor listings, and standard industry measures was compared to Marriott’s marketing plan. The models STEEPLED, SWOT, and TOWS were used to analyse the internal factors within the company and external. The STEEPLED framework pointed out regulations related to heritage buildings and rising inflation as the most critical external challenges. Looking at technology, the area can be improved by including innovative room features and digital concierge systems, which are currently not a part of the hotel. According to the SWOT analysis, the hotel benefits greatly from being well-located, renowned, and able to host many guests. The weaknesses are the unpredictable rooms, little communication between staff and guests during the renovation, and bland interiors in areas not yet updated.
TOWS matrix was used to turn the diagnostics into helpful strategic steps. Growth opportunities included green refurbishment choices, digital improvements to maintain service, and working with luxury partners for alternative guest activities. By studying these results, recommendations can be designed to deal with the issues and prepare the hotel for future competition.
Considering the research, key recommendations are made. These include:
· The hotel's website and mobile app now feature a new Renovation Information Portal (RIP) to inform guests about construction, when it will be completed, and what services are still available.
· During downtime, cooperate with luxury places in the area so guests can still enjoy luxury service without impacting the hotel’s image.
· Digital Key, Tablet, and Sensor Rollout (Post-Renovation): After each floor update, add digital keys, in-room tablets, and lighting systems that adapt to current usage.
· Support for Team: Kotter’s method is used as a guideline for preparing staff for the new company culture and talking to customers about the changes. Allowing staff at all levels to make decisions will help their motivation and the quality of the services.
· Collect Post-Visit Net Promoter Scores (NPS) for renovation activities and review the results each quarter to revise planned schedules if necessary.
· Plan the last renovations carefully to ensure continuous revenue flow. An example would be to renovate the 2nd floor and leave the surrounding floors free for guests, so only one level must be closed during the renovation. We will incorporate project tools by Buttrick (2009) and Noordzife (2014) to avoid delays and changes to scope.
Practical solutions also keep costs in mind. The platforms for communication and monitoring the NPS will cost an estimated £15,000. Since outsourced luxury partnerships can be set up with commissions, there is no significant upfront cost. It may cost £3,000–£5,000 to modernise a single room, which can vary depending on the extent of the changes and the company involved. However, the renovation is expected to lead to better guest satisfaction, a rise in the rate of rooms, and earning back 4–5-star ratings on the Internet, which are necessary for a luxury hotel to be profitable in London.
According to the report, a priority in change management and implementation is having leaders involved and all stakeholders on board. The transition will follow Kotter’s model and Burnes’s principles of planned change. People who are used to familiar services and departments might resist new changes. So, within the programme, we will provide gradual staff training, have managers update their teams, and receive feedback from guests and workers.
The hotel needs to see long-term success, and this can happen by finishing renovations and boosting its reputation as a stylish and modern place to stay. Hotels in the same class, like The Savoy and Shangri-La at The Shard, have already introduced digital features and health-oriented services. The London Marriott Hotel County Hall should combine heritage and progress to ensure brand parity. Here, it means taking customer issues as an opportunity to grow, supporting Marriott’s commitment to unfailing quality, and maximising the potential of being in the best places.
By implementing the recommendations outlined, London Marriott Hotel County Hall can mitigate the reputational impact of its renovation phase, reassert its competitive advantage, and deliver on its brand promise of timeless luxury in a modern context. The fusion of hard and soft service dimensions, underpinned by sound change management and stakeholder alignment, will be essential in restoring and elevating guest satisfaction in 2025 and beyond.
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The hospitality industry in London has witnessed significant transformation over the past decade. As one of the most competitive luxury hotel markets globally, properties are under pressure to differentiate through both physical infrastructure and experiential value (Morrison, 2022). The London Marriott Hotel County Hall, situated on the iconic South Bank and housed in a heritage building, has recently undergone extensive renovation works aimed at modernising facilities while preserving architectural integrity (County Hall London Hotel, 2018). Despite its prime location and loyal customer base, the hotel has faced growing concerns related to guest satisfaction during the refurbishment process.
This report has been commissioned in response to management’s request for a comprehensive consultancy analysis addressing recent declines in guest satisfaction metrics. It focuses on diagnosing the root causes of service breakdowns, assessing the hotel’s internal change readiness, and developing practical recommendations to restore guest loyalty. In particular, the project explores how renovation activities have disrupted operational consistency, strained service recovery procedures, and created a perception gap between guest expectations and actual experience delivery.
As guest expectations continue to evolve, especially among digitally savvy, experience-oriented travellers, legacy hotels must not only modernise physical infrastructure but also adapt operational and cultural frameworks to meet emerging needs (Bowie, 2018). This challenge is magnified in heritage buildings where physical transformation is constrained, placing greater emphasis on soft service enhancements, internal communication, and real-time issue resolution (Bond and Worthing, 2016).
Ascentia Consulting is an individual organisational consultant focusing on the hospitality and leisure industry. The firm supports heritage-based hotels in providing better customer service, managing changes well, and retaining their competitive edge through changes in the way they operate. Due to their experience in organisational diagnoses, change management, and putting customer needs first, Ascentia Consulting can give personalised, information-based advice to assist hospitality clients in complex scenarios.
This report will use various analyses and consulting tools to examine the nature of the incident, why it happened, and its impact on the London Marriott Hotel County Hall. STEEPLED analysis will be performed to recognise how the socio-political, economic, environmental, legal, and technological aspects impact the hotel and guide its renovation. It will highlight what affected the company by highlighting the challenges from heritage rules, inflation, and lagging technology, compared to similar hotels.
A study of the hotel’s strengths, weaknesses, opportunities, and challenges (SWOT) will occur. The SWOT will highlight the hotel's reputation and branding strengths and note any shortcomings in digital support, service disruptions, and handling change. Consequently, a TOWS matrix will be applied to transform what is learned in strategy into steps to take in operations.
This consultancy project uses change and strategy models suggested by Burnes (2014), Buttrick (2009), and Whittington et al. (2020). Leadership theories like Kotter’s will help with transitions, and Buttrick’s tools will organise and oversee the project process. Lessons from Noordzife (2014) on hotel-specific renovation management will also provide helpful advice for scheduling and communicating updates in hotels.
The report’s overarching aim is to provide actionable strategies that allow the hotel to restore its reputation, deepen loyalty, and leverage its recent capital investment to enhance the overall guest journey. Success depends not only on physical improvements but on organisational agility, staff empowerment, and stakeholder alignment (Burnes, 2014; Apaydin, 2016).
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Figure 1: London Marriott Hotel County Hall (Marriot, 2020)
[bookmark: _Toc201315008]2. Analysis 
[bookmark: _Toc201315009]2.1 Overview of the Issue
The London Marriott Hotel County Hall faces a significant operational challenge because of its ongoing renovation project (Marriot, 2019). While the purpose of the refurbishment was to modernise and protect the hotel’s luxury status, it has had the opposite effect on guests. Customer dissatisfaction has appeared in negative online reviews, problems with the service have occurred, and a noticeable fall in how the brand is perceived. The difficulty for managers is to avoid inconvenient service disruption but still make the most of improvements to their facilities (Gans, 2016). Therefore, this report states that renovation-related dissatisfaction is a significant issue that needs an immediate strategic response.
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Figure 2: London Marriott Hotel County Hall Logo (County Hall London Hotel, 2018)
[bookmark: _Toc201315010]2.2 Scope and Impact of the Problem
The challenges currently faced by the hotel matter in various ways. Based on guest reviews, it is apparent that construction projects lead to a drop in customer satisfaction on platforms such as TripAdvisor, Expedia, and Google Reviews (Marzouk and Hamdala, 2025). It is common for people to be upset that they only learned about the renovations after they happened, and some also argue about the inconsistent quality of the rooms (Laska and Spain, 2016).
From an operational viewpoint, the issue shapes several performance indicators (Dolan et al., 2016). Fewer people booking rooms together, with more requests for compensation or refunds, likely changed RevPAR. Guests' scores on a user checkout experience have also gone down, which could threaten customer retention. 
The issues become more complex because heritage sites have special requirements for workers (Apaydin, 2016). Approval for updates to the structure can take a long time, and construction work can only be scheduled during designated hours, which delays projects. 
[bookmark: _Toc201315011]2.3 External Factors – STEEPLE Analysis
A STEEPLED analysis was done to see what environmental influences might be shaping the renovation issue and guest dissatisfaction.
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Figure 3: STEEPLE Analysis (The Marketing Axis, 2025)
STEEPLED Analysis Table:
	Factor
	Observation Relevant to Hotel

	Social
	Guests expect modern amenities; preferences now include innovative features, wellness integration, and contactless services.

	Technological
	Lack of in-room digital interfaces and automation contrasts sharply with competitors offering voice-assisted and app-controlled rooms.

	Economic
	Construction costs have escalated by over 15% since 2023, tightening operational budgets and delaying project phases.

	Environmental
	No evidence of green renovation or sustainability upgrades has been communicated, risking reputational alignment with global eco-tourism expectations.

	Political
	Post-Brexit labour shortages in skilled trades and changing visa policies have delayed project staffing.

	Legal
	The Grade II listing imposes tight constraints on structural and aesthetic changes, prolonging project planning and reducing scope for modernisation.

	Ethical
	Guests not notified of facility closures may feel deceived, risking brand trust and violating principles of transparency.

	Demographic
	Digital-native generations now represent a growing share of luxury consumers, demanding more integrated tech and personalisation than currently offered.


The analysis shows where the hotel can face challenges and where there are external opportunities to improve, such as adopting a sustainability focus or giving higher priority to technology in guest rooms.
[bookmark: _Toc201315012]2.4 Internal Evaluation – SWOT Analysis
A SWOT analysis was carried out to determine whether the hotel had the skills to address the issue and make improvements.
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Figure 4: SWOT Analysis (Enochson, 2024)
SWOT Analysis Table:
	Strengths
	Weaknesses

	Exceptional location near London landmarks
	Inconsistent room experience due to phased renovations

	Strong brand equity through Marriott International
	Guest frustration caused by unexpected service disruptions

	High footfall from international and corporate travellers
	Limited technological features in most rooms

	Capacity for large-scale events and MICE business
	Noise and service complaints are lowering online ratings



	Opportunities
	Threats

	Integrate innovative room features during renovations.
	Competitors offering more advanced digital guest services

	Partner with nearby luxury restaurants/spas during internal facility closures
	Brand loyalty erosion due to persistent dissatisfaction

	Implement eco-conscious upgrades to appeal to sustainable travellers
	Regulatory and cost challenges tied to listed building status

	Upskill staff in customer service and digital communication
	Negative media or social media reviews leading to reputational damage


SWOT demonstrates that the hotel’s brand and location offer great benefits, but major weaknesses appear in how the staff handles guest communication and the use of technology.
[bookmark: _Toc201315013]2.5 Strategic Direction – TOWS Matrix
SWOT information was turned into strategies by using a TOWS matrix.
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Figure 5: TOWS Matrix (Vpadmin, 2023)
TOWS Matrix Table:
	
	Opportunities
	Threats

	Strengths
	Use brand strength and location to attract sustainability-conscious partners; Convert high footfall into testing grounds for upgraded smart room prototypes.
	Reaffirm Marriott brand loyalty by offering compensatory services (e.g. lounge passes); Use global MICE capacity to hold brand-restoration events post-renovation.

	Weaknesses
	Upgrade tech features during renovation without impacting daily operations; Collaborate with neighbouring luxury providers to fill temporary service gaps.
	Use real-time feedback tools to detect negative reviews and respond immediately; Initiate targeted marketing to distinguish from tech-heavy competitors.


It creates a route between verifying the issues and making strategies, so the hotel can answer quick problems and prevent future complications.
[bookmark: _Toc201315014]2.6 Feedback, Monitoring, and Reputation Management
Due to online platforms, the problem of renovation has become more prominent (Greco and Olivadese, 2022). A review of over 300 TripAdvisor posts shows that 22% of guests complain about renovations, which drops their rating by an average of 1.3 stars (Ngwenya, 2021). If operators are less satisfied with their solutions, it often leads to less certainty in making bookings and more operational risk (Ozturk et al., 2017). 
There are not enough ways to see and respond to guest feedback in real time. If the hotel sets up post-checkout surveys linked to NPS and sentiment analysis, it can get specific feedback about renovations and deal with last-minute citizens' complaints (Wankhade, Rao and Kulkarni, 2022). Despite having the necessary resources at the company, the tools are not implemented consistently across all locations.
Subramaniam et al. (2011) suggest that organisational resilience is improved when feedback is gathered in a structured way and results in concrete actions. Managers should see feedback not only as something for assessment, but also as a way to improve continuously and rethink their strategy (London and McFarland, 2017).
[bookmark: _Toc201315015]2.7 Staff Communication and Change Fatigue
Issues within a company can seriously hinder its ability to recover from service failures (Hazée, Van Vaerenbergh and Armirotto, 2017). Employees face challenges, such as being unable to adequately address guest concerns because they are confused about the renovation plan (Womack and Jones, 2015). This leads to problems in service delivery, more workplace stress, and emotional fatigue from changes—this is known in consulting as “change fatigue” (Bruce and English, 2020).
This situation can be met by applying Kotter’s (2012) 8-Step Model for Change to introduce a well-built internal communication programme. The project’s vision and goals will not become clear to the team if the team is not motivated and guided. Also, having clear “Renovation Champions” in each department encourages staff to give correct answers and narrow the gap in service due to doubts.
[bookmark: _Toc201315016]2.8 Competitor Benchmarking
A benchmarking assessment was performed against the nearby five-star hotels: The Savoy, Shangri-La at The Shard and Rosewood London. These hotels have recently made changes, including digital features (mobile check-in, tablets in rooms, bright lights) and environment-friendly upgrades (using sustainable materials and energy). Unlike The Savoy, London Marriott Hotel County Hall seems to handle issues and manage reviews reactively rather than show initiative.
From Whittington et al. (2020), we see that just being different because of ancient roots is less valuable now than before. New luxury travellers want modern experiences that honour history (Batat, 2019). Therefore, the hotel can be updated now to combine its history with modern improvements.
[bookmark: _Toc201315017]2.9 Stakeholder Complexity and Expectation Gaps
A key issue most organisations fail to see in these events is that what clients expect doesn’t always match the realities of providing service (Wilson et al., 2020). In addition to taking care of guests and staff, Marriott’s County Hall is supervised by Marriott International officials, heritage authorities, contractors in charge of renovations, suppliers, and outside partners such as tour operators (Eschenbrenner et al., 2023). Every stakeholder group cares about different matters (Kaptein and Van Tulder, 2017). For example, the global headquarters might push for maintaining brand standards, yet heritage regulators might wish to preserve the original character (Bond and Worthing, 2016).
Hueske and Guenther (2015) stress that when the organisation neglects to connect its internal objectives with the needs of external stakeholders, the company can wander from its primary goals. In the current situation, this shows up in the project’s ongoing work. Marriott wants to adapt to new standards, so the layout must be changed, but challenges arise operationally because of old family traditions and poor teamwork among stakeholders. Because of this, on-site management finds it hard to meet both guest needs and the rules simultaneously.
An adaptive leadership strategy is essential to closing this gap. The primary focus should be transparency, emphasis on important points, and easy communication. Secundo et al. (2022) recommend that managers working in complicated environments decide on thresholds for action and escalation routes at the project's start. 
[bookmark: _Toc201315018]2.10 Cultural Sensitivity and International Guest Dynamics
Also, since many guests come from different cultures, the staff needs to handle their expectations with more cultural awareness (Kenesei and Stier, 2017). For guests from North America, Asia, and the Middle East, what is considered an inconvenience during construction may differ, and they often need more communication before arriving (Irwin, 2020). The staff failed to supply information in different languages, offer culturally sensitive communications, or train concierge staff for services, and missed the possibility of using global service plans.
Guidelines for international hospitality management note that guest dissatisfaction usually occurs because evident cultural attention is lacking when managing disruptions (Johnson, 2005). This stands out in luxury segments because cultural understanding is valued as highly as the services themselves. Thus, narrow-targeted information about the guests and customised service standards during the remodelling period is now required.
[bookmark: _Toc201315019]2.11 Missed Marketing Opportunities During Disruption
Finally, there is no evidence that Guests choose this brand over others by associating it with disruption. Most hotels update their blogs, offer sneak peeks of upgrades, or take other interactive actions, but the London Marriott Hotel County Hall does not participate. 
O’Mahoney (2021) notes that smaller consultancies approach problems within organisations as tools to support market engagement. Using this approach, the hotel could create ‘Renovation Diaries’, involve guests in campaigns, or offer packages that allow guests to see the ‘future County Hall’ before its official opening. Such a strategy would respond to the disruption by connecting with others and promoting their efforts, thus showing the hotel is ready for a positive relaunch (Mavridopoulou and O’Mahoney, 2020).

[bookmark: _Toc201315020]3. Recommendations and Change Management 
[bookmark: _Toc201315021]3.1 Strategic Overview
The London Marriott Hotel County Hall encounters intertwining and challenging issues, all meeting under the same primary key point: the worsening of guest experience resulting from a poorly managed extensive renovation. The renovation is essential for staying at the same level as competitors and protecting the historic building. Still, the challenge now is managing the information, organisation, and integration of the work with employees and guests affected by new digital trends and habits since the pandemic.
People now demand more transparency, the ability to use services online, and a smooth premium service experience, as guest expectations grow faster (Liu et al., 2015). At the moment, issues related to the renovation might lessen how much people trust the brand, reduce satisfaction for guests, and set back the hotel’s status as a high-end hotel in London’s central area. 
The main ideas were founded on consulting strategies, organisational development literature, an 8-step model of transformation into the company culture by Kotter (2012), planning processes outlined by Buttrick (2009), and Whittington et al.’s (2020) guidelines on making operations support strategic planning. With these ideas, the recommendations provide a smart way to manage the renewal process for completing projects safely and benefiting from them in the future.
[bookmark: _Toc201315022]3.2 Key Recommendations
1. Establish a Renovation Information Portal (RIP)
It is important to build a centralised Renovation Information Portal (RIP) that works with Marriott’s current booking system, app, and website. Guests will find out which parts of the hotel are being renovated, by what date the work should be completed, any temporary shutdowns, and replacement services.
Honesty about events during disruptions helps people trust the hotel brand. Banda et al. (2021) point out that pre-emptive communication in service-based consultancy keeps complaints down by managing what the client knows. The RIP should always contain a visual map, an update feed, and an FAQ section (Kwon and Mlecnik, 2021). It must also auto-send emails to guests, matching their start and finish dates and the length of their stay. In addition to closing service gaps, this solution shows transparency, which is very important in luxury settings (Ramalho, 2024).
2. Service Substitution via Local Partnerships
Because the food and beverage outlets and Executive Lounge are out of service, temporary arrangements should be set up with upscale restaurants and wellness experts close to the hotel along a one-kilometre walking path. Vouchers for other services and access to nearby luxury options would replace the usual services during renovations. Companies could cover the cost of this initiative by agreeing on a commission basis, so partners get a fixed portion of what guests spend (Bernstein, 2015).
It assists in keeping services and the brand image uninterrupted. In Kipping and Clark’s terms (2012), these arrangements are “value reallocation” tools, as they save brand value by outsourcing services that are temporarily unavailable.
3. Smart Room Integration During Renovation
A renovation project lets one install the latest technology in the guest rooms (Bilgihan et al., 2016). All renovated rooms ought to include smart locks, digital switches for lights, voice command technology, and an interactive tablet concierge. The project should happen in phases, matching the current construction schedules (Mubarak, 2015).
In their study, Shi et al. (2021) mention that in times of disruption, organisations can benefit from focusing on innovation adapted to investments in resilience and linked to guest satisfaction. The renovation redundancy problem can be solved by using innovative technologies in the hotel, helping it stand out more prominently in the luxury market of London (Bowie, 2018).
4. Appoint a Cross-Functional Change Taskforce
A group should be formed specifically to handle the people side of the transformation, working on operational, communication, and training tasks (Korten, 2018). The team ought to consist of leaders from the rooms division, food and beverage, guest relations, human resources, and maintenance. It will respond to guest issues, update schedules, and provide internal updates in real time.
Kotter’s (2012) 8-Step Change Model will help the task force direct their implementation efforts.
1. Use guest reviews and how pleased they are to make clear how their bad experiences could harm your brand.
2. Assemble a group of prominent departmental managers who can oversee things and give feedback.
3. Formulate a vision: Identify the main idea, which is “Historic Excellence, Modern Comfort.”
4. Announce the vision for the year at team meetings, through emails, using posters and sending out mobile messages.
5. Permit front-line workers to handle guest issues within specific guidelines.
6. Realise Quick Wins: Make a big deal about the reopening of new spaces by informing employees and inviting guests to see them.
7. Adjust the strategy as one obtains information from customers and employees.
8. Change Anchor: Turn best practices from the intervention into well-established daily operations.
The model ensures the change is established in every area, including behaviour, operations and strategy.
5. Renovation Readiness Training Programme
For guests and employees to feel supported, the hotel must have a training programme that teaches staff how to manage renovation situations (Dhar, 2015). The training program should include the following:
Updates on what projects are being carried out now and what is in the pipeline
· Procedures to manage and calm conflicts
· Scripts to proactively engage guests
· Try out the Renovation Information Portal and the process for getting vouchers
According to Baron and Armstrong’s (2007) work, front-line competence is essential for how customers perceive a service (Baron and Armstrong, 2007). Enough information allows workers to take charge, solve problems, and always share the same company message (Greif, 2017).
6. Launch the Guest Recovery Protocol (GRP)
The hotel should create and implement a Guest Recovery Protocol (GRP) to handle issues that arise for guests because of the renovation. Based on the severity of the complaint, the GRP will choose to carry out particular recovery actions (Lee, 2018). Examples include:
· Tier 1 (Minor Disruption): Customers are given an apology card and a free dessert or drink.
· Tier 2 (Moderate Impact): Optional chance for business travellers to receive more loyalty points.
· Tier 3 (Significant Disruption): Request a room upgrade or part of your money back.
Frontline staff can use Tier 1 and 2 strategies right away, and management should handle any Tier 3 concerns. Because of this protocol, problems faced by guests are managed in a fair, efficient, and standard way.
7. Deploy Real-Time Reputation Management Tools
The main dashboard should follow what guests post on the main review sites at any time. Feedback types should be labelled by keywords (like “construction noise” and “closed lounge”), and the system should mark the issues that appear most frequently (Tang et al., 2016). An employee in guest services should monitor the dashboard and handle any concerns quickly, depending on who they are from (Kumar and Belwal, 2017).
As Whittington and Molloy (2005) discussed, people now look at a hospitality brand’s response as much as they do at its actual performance. 
8. Introduce Green Retrofit Strategies
Since corporate sustainability pledges and guests’ expectations keep evolving, London Marriott County Hall should make its upgrades environmentally friendly and energy efficient (Jones, Hillier and Comfort, 2016). It proves that the hotel is responsible for the environment, supports lower costs, and makes it more attractive to eco-conscious travellers. A specific solution is adding occupancy-based systems that automatically manage heating, cooling, and lighting when someone is not in a room, thus helping to save energy (Becker et al., 2018). In addition, moving away from traditional lighting and using LED lights with motion sensors will conserve energy more and reduce the cost of utilities.
Using eco-flush systems in toilets and lower flow taps and showers is common in eco-friendly hotels (Sheth, 2017). It is also vital to use renovation materials certified for sustainability, like wood with Forest Stewardship Council (FSC) certification, recycled composites, and non-toxic paints and finishes (Romero et al., 2017). At the same time, these advances provide a marketing advantage for the business. According to Noordzife (2014), sustainability improvements make the best financial sense and have the most substantial impact when carried out during major building upgrades, rather than added on later. Using marketing, the hotel communicates that it does not need to change its past to meet the expectations of the present day (Morrison, 2022).
[bookmark: _Toc201315023]3.3 Phased Implementation and Project Governance
A step-by-step implementation plan should be developed using Buttrick’s (2009) project management system. Every intervention will be made during the construction phases to minimise disruption and achieve the maximum investment.
	Phase
	Action Items
	Timeframe
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	Onwards

	Phase 1: Initiation
	Appoint a task force, audit the current renovation impact, and approve budgets.
	Weeks 1–2
	
	
	
	
	
	
	
	
	
	
	
	

	Phase 2: Planning
	Design RIP portal, negotiate external partnerships, and outline training modules
	Weeks 3–5
	
	
	
	
	
	
	
	
	
	
	
	

	Phase 3: Execution
	Launch RIP, deploy the first wave of training, and activate GRP and sentiment monitoring.
	Weeks 5–8
	
	
	
	
	
	
	
	
	
	
	
	

	Phase 4: Consolidation
	Evaluate NPS improvement, review protocol usage, and publish the first renovation blog.
	Weeks 9–10
	
	
	
	
	
	
	
	
	
	
	
	

	Phase 5: Adjustment
	Integrate feedback, refine partnerships, and adapt protocols for the next renovation phase.
	Week 11 onwards
	
	
	
	
	
	
	
	
	
	
	
	


Figure 6: Gantt Chart (Self-made, 2025)
Some KPIs are guest satisfaction (target 4.5/5), staff confidence (based on what they are told in training), the number of vouchers claimed, and how quickly GRPs respond.
[bookmark: _Toc201315024]3.4 Financial Considerations
The financial plan must ensure that change implementation can happen without using up the capital for renovation (Bertoldi et al., 2021). Here is a general idea of how much each stage will cost:
	Intervention
	Estimated Cost

	Renovation Information Portal (RIP)
	£15,000

	Smart Room Upgrades (per room)
	£4,000 × 120 rooms = £480,000 (phased)

	Staff Training Programme
	£10,000

	External Service Partnerships
	Low-cost; commission-based

	GRP Implementation
	£5,000 setup + discretionary budget

	Reputation Dashboard Software
	£5,000 annual licence

	Green Retrofit Integration
	£20,000–£50,000 (selected features)


Phasing infrastructure deployment is advised to reduce expenses per quarter as much as possible. After renovations, the rise in ADR (average daily rate) can make up for the costs involved.
[bookmark: _Toc201315025]3.5 Strategic Benefits and Performance Impact
If these recommendations are implemented effectively, this report will help stabilise the hotel’s current issues and prepare it for future growth. They exist to help hotels become stronger, respected, and advanced in the luxury hotel industry today.
Setting up a team of various departments and using a real-time dashboard for online reviews will allow the hotel team to spot problems as they happen (Lamest and Brady, 2019). Because of this instant response, senior leaders have less to worry about, and frontline teams can solve problems quickly, stopping things from getting worse (Weick and Sutcliffe, 2015).
· Continuous, Positive Guest Experience: Better communication tools and a set Guest Recovery Protocol (GRP) will help manage service interruptions in the same way each time (Woodside, Caldwell and Calhoun, 2020). This reduces guests' unhappiness and benefits their perception of services.
· Service Continuity During Disruption: When hotels substitute services locally, offer temporary jobs with flexible pay, and use local partners, they avoid leaving cancellation slots, refuse to refund guests, and are able to earn even when renovation disrupts operations (de Villiers, Woodside and Tipgomut, 2023).
· Brand Differentiation: By using bright rooms and moving towards sustainability, the hotel becomes more competitive with similar-minded competitors and maintains its image as an innovative heritage property.
· Staff Training: Participation in learning courses and receiving more authority shows teams that the company cares, increases morale, and results in fewer employees leaving under such stressful conditions.
According to Burnes (2014), well-handled change helps organisations not only survive crises but also thrive after them. Adapted as a Marriott brand hotel, London Marriott Hotel County Hall has the potential to shine as a model of integrating conservation and innovation in hospitality.

[bookmark: _Toc201315026]4. Action Plan 
An action plan with concrete steps and timeframes is ready to help carry out the recommendations listed in this report. The plan helps the hotel prioritise tasks, share resources effectively, and keep everyone accountable during the renovations (Noordzy and Whitfield, 2021). It shows that the key issues, solutions, goals, budget, and timeline are all in line.
The core areas addressed in the action plan are communication, continued service, technological progress, staff involvement, and making the business more sustainable. A measurable goal, timing details, and forecasted budget are included with every intervention so that leadership can keep track of how the project matches the key performance indicators (KPIs) they set. Also, leaders assign every task to a team, develop an escalation process, and set a review milestone. 
Aligning their actions this way is said to support the hotel in providing a good experience for guests during disruptive times, making them more efficient and ensuring they achieve a leading position in the market. Because of the action plan, the selected solutions are both researched and put to work, accounting for the site’s unique restrictions.
The following table outlines the recommended actions:
Action Plan Table
	Problem
	Recommended Solution
	Desired Outcome
	Timeframe
	Estimated Cost

	Guest dissatisfaction due to unclear messaging
	Launch Renovation Information Portal (RIP)
	Improved transparency and guest trust
	2–3 weeks
	£15,000

	Service disruption during facility closures
	Partner with local high-end providers
	Sustained guest access to premium experiences
	3–4 weeks
	Commission-based model

	Inconsistent guest room standards
	Install smart room technologies during renovations
	Enhanced guest experience and modernisation
	Ongoing (phased)
	£4,000 per room

	Staff disengagement and confusion
	Roll out a renovation-readiness training programme
	Improved staff morale and guest communication
	4 weeks
	£10,000

	Poor handling of complaints
	Activate Guest Recovery Protocol (GRP)
	Faster service recovery and reduced online criticism
	Immediate
	£5,000 setup + per-incident budget

	Declining online ratings
	Deploy a sentiment monitoring dashboard
	Real-time issue resolution and reputation management
	2 weeks
	£5,000 (annual licence)

	Missed opportunity for green differentiation
	Introduce energy- and water-saving systems
	Long-term cost reduction and sustainability alignment
	Ongoing (phased)
	£20,000–£50,000


[bookmark: _Toc201315027]5. Conclusion 

The London Marriott Hotel County Hall stands at a strategic inflection point. Following an extensive renovation project, the property now benefits from an upgraded physical product aligned with modern luxury standards. However, the temporary guest dissatisfaction experienced during this transition has highlighted operational and communicative shortcomings that require immediate attention. Left unaddressed, these issues risk undermining the hotel’s hard-earned reputation for excellence and compromising long-term loyalty among its high-value clientele.
This consultancy report has provided a structured analysis of the root causes behind recent declines in guest satisfaction, drawing upon guest review trends, stakeholder insights, and internal operational evaluations. It has identified that the primary sources of dissatisfaction were not the renovation itself, but rather the way in which its disruption was managed, both in terms of guest communication and staff empowerment. By failing to align its soft service elements with its hard upgrades, the hotel experienced a service delivery gap during a period when guests expected clarity, flexibility, and proactive reassurance.
Based on STEEPLED, SWOT and TOWS consultancy tools, the report points out that the hotel does not handle external matters, including increased expectations from guests, new technologies, limits from regulations and sustainability expectations. Because there is no coordinated way to communicate within the hotel, the inconsistency of service caused by renovation phases and uncertainty amongst staff, customer complaints, lower ratings and negative internet feedback have increased.
Consequently, various strategic steps have been recommended to improve support and set a future direction. The company introduced the Renovation Information Portal (RIP) to make it easier for guests to receive information, formed new external partnerships to preserve the high-quality guest experience during renovations, and adopted innovative technology in new guest rooms. Using the 8-Step Method created by Kotter, a team of representatives from different departments should manage the implementation of changes, and staff must be given learning opportunities to help them handle service disruptions.
According to the report, a tiered Guest Recovery Protocol (GRP) and a real-time dashboard for monitoring reputation should be introduced to tackle these problems. Based on Subramaniam et al.’s (2011) works, such tools play a vital role in improving services and responses during expensive guest trips. Therefore, eco-friendly choices like LED lighting, environmentally friendly toilets and FSC-certified materials will let the hotel match Marriott’s green goals and invite greener tourists.
The action plan bridges these recommendations by making them practical and laying out a plan, with every issue matched to an appropriate solution, budget details, expected results, and a timeline. Dividing work over many phases with Buttrick’s (2009) project lifecycle ensures the hotel can implement changes and maintain steady operations. The monitoring system will check the achievements in guest satisfaction, online feedback, employee attitude and running the business smoothly.
By implementing these recommendations effectively, London Marriott Hotel County Hall can re-establish its status as one of London’s most distinguished hospitality landmarks. As Burnes (2014) points out, enterprises that manage change systematically, communicate well and give employees power tend to do better when there are disruptions in the market. Because of its position, branding and unique history, London Marriott Hotel County Hall sets the standard for successful hotel restoration and luxury support.
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