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Executive Summary

This report is a strategic plan prepared by Lexavo solutions at the request of Hotel National Moscow to help solve the hotel's lowered service and cleaning standards. This historic hotel in central Moscow, part of the Marriott Luxury Collection, has recently experienced a significant decline in operational results. A rise in complaints from guests about uncleanliness, slow service, and dissatisfaction has led many to doubt whether the hotel can maintain its luxury brand in the competitive market. This report will cover all the issues, discuss the reasons behind them both within and outside the company and prescribe suggestions that should bring operational excellence and greater guest satisfaction.
It was found that the problems uncovered were all interconnected. Most of the guest comments mentioned unsettling situations, such as late room service, unclean bathrooms, and irregular checks for cleanliness. It was frequently reported that front-line staff were either unfriendly or lacked the necessary skills, so guests had to wait for their issues to be addressed. Problems included workers having unclear tasks, specific departments not being responsible for their assigned duties, and outdated systems that made it difficult for everyone to stay coordinated. It was noted that Hotel National Moscow was not utilising advanced technology sufficiently and lacked organised ways to gather feedback, so managers were unable to identify and resolve operational problems promptly. The pandemic has led guests to expect hotels to be cleaner, more digital, and more attentive to their personal needs; as a result, luxury hotels have had to adapt. Ritz-Carlton and Four Seasons are among the newest competitors in Moscow, so Hotel National Moscow feels extra pressure to distinguish itself using excellent service and effective operations.
A variety of analytical tools were employed in the report to arrive at a strategic solution. Through the PESTLE analysis, researchers identified that contactless services, AI, stricter safety and privacy regulations, and a greener hotel approach were the primary environmental trends impacting hotels. Through a SWOT analysis, the hotel's rich brand, superior location, and unusual design were identified as strengths, while the weaknesses pointed out were problems with service, language issues, and outdated systems. Opportunities to improve were identified in modernising, upskilling the workforce, utilising digital methods, and obtaining eco-certification. Afterwards, the TOWS matrix helped link the company's abilities with external opportunities and challenges, forming the basis for providing strategic advice. Using the study's results, the report put together a list of practical recommendations. Housekeepers will receive training every three months, and digital systems will be implemented to enable managers to monitor the status and cleanliness of each room in real time. Posts should be created in quality assurance to maintain luxury compliance throughout the entire company. To support these areas, a new system for feedback will be implemented, allowing us to address concerns with guests promptly. Staff members will be in monthly workshops focusing on being hospitable, understanding others' feelings and resolving issues. A clear job description will be used for all employees, and regular interdepartmental gatherings will ensure that different departments work smoothly together.
To compensate for the lack of personalisation and ways to retain customers, the hotel should implement a comprehensive Customer Relationship Management (CRM) system. With this system, will be able to understand what guests like and offer them customised check-in items, discounts and loyalty bonuses. By following industry best practices, you can attract loyal guests and increase your income over time. Multilingual training tools and the use of translation technology will supplement this by enabling full communication with guests from all over the world, a crucial way to regain overseas business. For these organisational changes to be successful, are using Kotter's 8-Step Change Management Framework, making the improvements implemented systematically and lasting over time. To succeed, leaders must create a feeling that time is short, unite key people in leadership, define a clear future and encourage groups to adopt new ways of doing things. Employees will be motivated by receiving regular feedback, starting peer appreciation schemes, and establishing formal ways to communicate through digital tools. By taking part in decision-making, employees should feel more empowered and comfortable. Staff members will have higher spirits, and the hotel culture will emphasise serving guests.
Breaking the implementation plan into different short- and medium-term steps enables hotel leaders to verify that the introduced changes are feasible, considering the hotel's resources. All strategic actions are expected to cost €65,000, which will fund staff training, new technology, CRM software and the launch of a loyalty scheme. An expense like this makes sense for the hotel due to its market position and the promise of revenue recovery. As a result, the hotel is expected to achieve notable improvements in key performance areas, including a 10% increase in RevPAR, a 25% rise in positive reviews, a 15% boost in repeat visits, and a 40% reduction in housekeeping issues within six months. Even though there are several difficulties, they can be managed by creating a coordinated plan that incorporates efforts on operations, training employees, pleasing guests, and utilising innovative technology. The ideas presented in this report aim to address existing issues and support the hotel's growth in the evolving luxury hospitality industry. This work demonstrates the importance of quality, innovative thinking, and sustainable progress to the company. The guidelines outlined here provide Hotel National Moscow with an achievable plan to regain its position as one of Russia's leading and most trusted luxury hotels.
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1. [bookmark: _Toc199855809]Introduction 
Hotel National, Moscow, a luxury collection hotel, the legendary asset of international brand management, requested and sponsored this consultancy report to investigate and seek a solution to an existing decline in quality in its housekeeping and guest service. The hotel has received many reports of dirty rooms, poor room maintenance, and unhelpful staff, which have all negatively impacted its guest satisfaction levels and reputation in the international luxury hotel market (Moscow, 2024). This report will review the reasons behind these issues and provide practical, cost-efficient recommendations to revive the hotel's operating excellence and luxury brand image.
Hotel National, Moscow, which has operated since 1903, is a historic landmark hotel near the Kremlin and Red Square in the heart of Moscow. With its 202 lavishly appointed rooms and suites, the hotel has been a venerable symbol of Russian heritage, offering a luxurious combination of Imperial flair and contemporary service under the sponsorship of the luxury collection brand (National Hotel, 2025a). Despite being a high-end property, recent guest feedback has identified persistent problems within the housekeeping department, rooms left in a mess, cleanliness levels well below par, and employees not correctly responding to guest complaints (Moscow, 2024). These are a serious risk to the hotel's room rates, brand loyalty, and long-term competitiveness.
[image: ]
Figure 1: Hotel National, Moscow
Source: (National Hotel, 2025a)
The leadership has collaborated with Lexavo solutions, a global leader in professional services and hotel hospitality transformation, to address this issue. Lexavo has vast sector experience, advanced data insights, and a successful history in creating sustainable solutions for complex service and operations issues for the hotel industry. The consultancy firm will analyse Hotel National's current housekeeping and service management systems and advise on improvements in staff optimisation, training, process automation, and quality control.
A chain of commonly accepted strategic analysis frameworks will be employed in this report to guide the analysis and diagnosis of the issues. First, a PESTLE analysis will be conducted to analyse external macro-environmental drivers, socio-cultural transformation, technological advances, and economic trends potentially influencing service delivery at the hotel. A SWOT AND TOWS analysis will also be conducted. This methodical approach will aid in converting known issues into viable strategies for development and growth.
This report's ultimate long-term goal is to correct the current operational shortcomings and establish a complete foundation for ongoing service excellence at Hotel National. Through the implementation of change management practices, employee training, information technology, and performance tracking, the ensuing recommendations will endeavour to increase guest satisfaction, improve staff performance, and strengthen the hotel's premier market position. This report will be a comprehensive consultancy solution tailored to address the unique requirements of Hotel National Moscow, in a manner that allows it to regain its place as one of Russia's most iconic and reliable luxury hospitality hotspots. The central issue noticed at Hotel National, Moscow, relates to the slide in room cleanliness and overall quality of housekeeping services, as has been indicated by numerous guest reviews.


2. [bookmark: _Toc199855810]Analysis 
2.1 [bookmark: _Toc199855811]Identification of the issue
Guests have strongly reported rooms being in poor condition, citing dirty bathrooms, dirty towels and bedding, dust, and inadequate timing for room service. Fueling this complaint is poor delivery of service, where the hotel staff appears unresponsive or slow to attend to guest problems, projecting an unfavourable image of the service culture and brand standard (Moscow, 2024). This decline in operating standards is particularly detrimental to a hotel of such historical and luxury status. As a luxury collection property, the hotel must uphold standards of sanitation, comfort, and service (Emeafor et al., 2025). This present state not only detains customer satisfaction and negative word-of-mouth, but also deters repeat business, represses occupancy rates, and undermines long-term brand reputation in Moscow's intensely competitive hospitality industry.
This decline in operational quality is particularly harmful to a hotel of such a historic and luxury reputation (Noordzife, 2014). Hotel National, Moscow, has high expectations for cleanliness, comfort, and customer care. The state of affairs at present not only risks disappointing clients and generating unfavourable rumours, but also lowers room occupation rates, influences repeat business, and compromises long-term brand value in the intensely competitive Moscow hotel market (Bardukova, 2023). Initial observation suggests the likely causes include understaffing in housekeeping, inadequate training, lack of accountability, and ineffective cleaning routines. Hsieh et al. (2025) claim that the lack of communication among departments and the lack of real-time feedback mechanisms will likely be blamed for the delayed fixing of issues and poor guest satisfaction.
[image: ]
Figure 2: Review by Guest on Hotel
Source: (Moscow, 2024)
2.2 [bookmark: _Toc199855812]PESTLE Analysis 
Political Factors
Due to the COVID-19 pandemic, the political factors affected the hospitality Industry mainly through mobility restrictions, shutdowns, and government policies to curb its operations (Aharon et al., 2021). Moreover, the ongoing war in Ukraine has had a great impact on Russia's global image, with international travel decreased, and the sanctions affecting tourism. Along with safety concerns and visa troubles, these tensions have also made it problematic for hotels to entice foreign tourists and significant client bases, including the business clientele.
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Figure 2 Growing disenchantment with UK Political system 
Source: (Hsieh et al., 2025)
Economic Factors
The economic factors have been a major driver in the hospitality industry, for instance, exchange rate fluctuations which affects the hotel pricing to meet its business goals (Anguera-Torrell et al., 2021). This means that adoption of a weaker currency is advantageous for foreign tourists because products and services cost less, although the political risk, especially in some high-risk areas is to blame for reduced arrival of tourists. Other economic factors that have impacted operations are inflationary effects such as food costs, energy costs and many others that make it difficult for hotels to deliver quality service delivery while charging high prices. In addition, the general campminum and disposable income of citizens of Russia is characterised by a decrease of which resulting into less stay in domestic camps.
Social Factors
It was identified that trends prevailing in the social contexts have a significant bearing on what customers expect in a given product. Those that travel after the Covid-19 pandemic have been known to demand more cleanliness and flexibility when booking. An emerging trend is that health concerned travelers also choose wellness tourism. Wellness tourism was valued at $850.5 billion in 2021 and will continue to rise (Global Wellness Institute, 2021). Another problem: the Hotel National Moscow is steeped in history and therefore cannot overlook such essential amenities of the contemporary hotel as spas and environmental stewardship. Hospitality management has often been concerned with the environmental perceptions and ethical issues and more to this, the practices of sustainable measures has positively affected the performance of the hotels and the guests’ satisfaction (Li et al., 2024).
Technological Factors
Currently, technological developments are integrated in various industries, including the hospitality industry. Remote real-time booking, touch less registration and check-in, and even AI-based services, which could previously be seen as innovative and groundbreaking, have become no longer a luxury but a necessity (Ratnoday et al., 2025). To increase guest satisfaction, Hotel National Moscow has to revamp its smart room technologies and develop more mobile applications. AI and IoT have become very relevant because they helped in solving the informativeness problem by making guests’ data easily accessible to hotels to enhance the personalisation of guests services (Štilić et al., 2023). But at the same time, such formations raise data privacy and cyber security issues, which the hotel should address (Mercan et al., 2020).
Legal Factors
Since the emergence of COVID-19, the legal environment has become increasingly complicated. Due to the strict health and safety laws, hotels perform high standards on cleanliness, employees and protection as well as an emergency preparedness plan (Marketing Tutor, 2023). Russian law requires that hotels register foreign guests as well as record their images using CCTV; and collect and protect their data under the Personal Data Law (Federal Law No. 152-FZ, 2021). The consequences of failure to conform include fines or revocation of operating licenses.
[image: ]
Figure 3 People trust in the rule of law
Source: (Buchholz, 2023)
Environmental Factors
The awareness and effects of environmental conservation among travellers and the regulatory bodies are becoming very flexible and sensitive, thus forcing the hotels to adopt some of the green policies such as the use of energy-efficient lighting, water-saving fixtures and recycling systems (Khatter, 2023). It was found that guests prefer hotel accommodations that are ‘green’. Climate change has also altered the preferences of the tourist where some seasons may not be suitable for travelling and knowing that can help influence the occupancy of hotel rooms to be low.
[image: ]
Figure 4 PESTLE Analysis of hotel industry
Source: (Štilić et al., 2023)
2.3 [bookmark: _Toc199855813]SWOT Analysis 
Table 1: SWOT Analysis of Hotel National, Moscow
	Category
	Details

	Strengths
	- Hotel National holds an important place in Moscow’s history, drawing tourists interested in cultural heritage due to its century-long presence in the city. - Its location near Red Square and the Kremlin places it in a prime position for both tourists and business travellers (National Hotel, 2025a). - As part of Marriott's Luxury Collection, the hotel benefits from international recognition and a loyal customer base that values brand reputation. - The building’s architecture reflects traditional Russian design paired with modern, high-end interiors, which enhances the guest experience (National Hotel, 2025b). - The hotel features spacious and well-equipped function rooms, making it a preferred choice for corporate events and formal gatherings.

	Weaknesses
	- Several guest complaints have highlighted issues with cleanliness and room maintenance, negatively impacting satisfaction (Moscow, 2024). - There have been reports of inconsistent service, particularly due to unresponsive frontline staff, which could stem from insufficient training or low staff morale (Emeafor et al., 2025). - Operational systems used to manage staff, guest services, and maintenance appear to be outdated and inefficient. - The hotel has a limited number of housekeeping staff, which affects room readiness and can delay check-ins, impacting the overall guest experience (Whittington et al., 2019). - Limited multilingual support can hinder communication with international guests, leading to misunderstandings or dissatisfaction (Choi et al., 2021).

	Opportunities
	- Introducing advanced digital tools, such as smart room systems and housekeeping software, can streamline daily operations and improve service standards (Hsieh et al., 2025). - Investing in comprehensive staff training can raise service levels, improve team motivation, and enhance the guest experience (Noordzife, 2014). - The expected rebound of international tourism, particularly to historical destinations, offers a chance to attract more global visitors (Talukder et al., 2025). - Gaining green certifications through sustainable practices could appeal to environmentally conscious travellers and strengthen the hotel’s image (Whittington et al., 2019). - Improving digital customer service tools and addressing online feedback promptly could help repair any reputational damage (Wan and Forey, 2024).

	Threats
	- Negative online reviews, particularly from international platforms, can discourage potential guests who rely on peer feedback (Moscow, 2024). - Moscow’s luxury hotel market is highly competitive, with major global brands offering similar or superior service levels. Falling short could lead to customer attrition. - Ongoing political tensions and sanctions may affect inbound tourism and business travel, limiting the hotel’s international appeal (Ajdahim and Hmioui, 2024). - The industry-wide shortage of skilled labour in Russia, especially in the post-pandemic phase, could affect service delivery (Bardukova, 2023). - If the hotel’s performance continues to drop, there may be a risk of losing its affiliation with Marriott, which would



2.4 [bookmark: _Toc199855814]TOWS Analysis (Strategy Development Based on SWOT Factors)
Table 2 TOWS Analysis
	Factors
	Analysis

	SO (Strengths-Opportunities)
	Hotel National Moscow, being part of the Luxury Collection, benefits from global brand recognition. This prestigious brand association presents an opportunity to appeal to high-end international clientele. The hotel could form local partnerships with exclusive cultural, culinary, and event organisations in Moscow to offer unique experiences, further increasing its attractiveness (Hsieh et al., 2025). The historical and cultural significance of the location is a strength that can be leveraged to develop themed packages or specialized tours for guests, attracting tourists who value a luxury experience steeped in Russian history. 

	ST (Strengths-Threats)
	The global political and economic instability, especially in Russia, can impact the luxury tourism market, with changing customer preferences and decreasing spending power. Hotel National’s established brand and reputation for excellence can act as a competitive advantage in times of economic uncertainty. By focusing on maintaining high service standards despite external challenges, the hotel can retain its market share (Ali et al., 2021). 

	WO (Weaknesses-Opportunities)
	The current weaknesses in housekeeping and customer service create an opportunity to transform these areas into key drivers for growth. Introducing technology-driven solutions such as real-time cleaning management systems or customer feedback apps could help identify and address issues promptly, reducing service inconsistencies (Nazarian et al., 2021). Additionally, a comprehensive staff training program focusing on customer service and operational efficiency could improve employee performance, reduce staff turnover, and enhance guest satisfaction (Buttrick, 2013). 

	WT (Weaknesses-Threats)
	The hotel’s current weaknesses in housekeeping and customer service, combined with external threats such as negative online reviews and economic downturns, pose a significant risk to its reputation. To mitigate this threat, the hotel must act swiftly by implementing a crisis management strategy focused on transparency, responsiveness, and proactive communication (Arun Thirumalesh Madanaguli et al., 2023). A dedicated customer service team could be trained to handle guest complaints effectively and resolve issues promptly. Social media management and monitoring would play a crucial role in managing the hotel’s online reputation, ensuring that any negative feedback is addressed quickly. 



3. [bookmark: _Toc199855815]Recommendations and Change Management 
3.1 [bookmark: _Toc199855816]Strategic Recommendations
5 Why’s Framework
3.1.1 [bookmark: _Toc199855817]Enhance Housekeeping Standards through Training and Technology Integration
Many guests have been unhappy with the poor cleanliness of Hotel National Moscow’s rooms. The method called the 5 Whys was used to discover the real cause. The main cause mentioned in the study is not cleaning rooms properly. This happens because staff are not given enough and regular training. Regular housekeeping training is not given, so the lack of the programs is due to low priority from management. The main reason for this is that there is no system in place to supervise how clean the facility is kept. It is recommended, then, to introduce regular housekeeping training that matches international standards (Tavitiyaman et al., 2022). Moreover, when housekeeping tools are digitised, one can easily see how tasks are carried out and how well the staff performs them.
3.1.2 [bookmark: _Toc199855818]Improve Customer Service through Enhanced Staff Engagement and Feedback Systems
The second main problem was that customer service was very poor which was shown in the many complaints about neglecting guests (Moscow, 2024). Tracing steps back, the reason for the situation was low employee involvement. Caretakers are becoming less motivated since there are not enough training and motivation activities. This happens mostly because the hotel has no feedback system or regular updates among staff members. This happens because there are no immediate insights available to the management team on staff or guests. Services decline when organisations do not have systems for constant improvement (Burnett and Lisk, 2021). To solve this, staff should get routinely trained in serving customers and extra topics such as empathy, soft skills and resolving conflicts (Das, 2023). 
3.1.3 [bookmark: _Toc199855819]Staff Roles and Responsibilities to Improve Service Efficiency
As staff members’ roles are unclear, management has become confused and guest service has been delayed (Gong, 2025). It was found during 5 Whys that staff lack certainty because their roles at work are not properly defined. This happens because the company’s organisational system does not require people to take responsibility for their roles. Lack of teamwork across different departments makes the issue even bigger (Bhanumathi et al., 2024). Organising teamwork between various departments will make it easy to assist guests and ensure all departments are in sync (Oppi et al., 2022).
3.1.4 [bookmark: _Toc199855820]Enhance Guest Experience through Personalisation and Loyalty Programs
The reason for guests being dissatisfied with the level of service was that the hotel did not pay attention to or use guest preferences (Saxena et al., 2024). Therefore there is no customer relationship management (CRM) and loyalty programme in place. The main reason is that companies still use old marketing methods and have not paid much attention to tailoring their approach (Hancock et al., 2024). A CRM system should be introduced to collect information on guests, so offers and services can be customised accordingly. In addition, creating a loyalty programme with different tiers will encourage guests to visit again and develop lasting connections (Saxena et al., 2024).
3.2 [bookmark: _Toc199855821]Implementation Plan for Recommendation
Following is the implementation plan for each recommendation:
1. Enhance Housekeeping Standards
Ways to streamline operations can be done with housekeeping management software. Room Raccoon or RoomRite systems can monitor room status in real time, check the cleanliness, and receive client requests (Cobanoglu et al., 2021). These would facilitate housekeeping management to manage more efficiently and ensure the rooms are cleaned to the highest standards (Thoriq et al., 2024). Technology not only alleviates this burden of a continuous quest for perfection, but it also plays a great role in collecting feedback directly from guests, which further enhances service quality (Das, 2023).
2. Improve Customer Service
A guest feedback system is an important improvement to quality service. Guests can provide instant feedback to the hotel through a real-time feedback system on a hotel's app or website (Singgalen, 2025). Feedback should be responded to within 24 hours, so if there are complaints, they can be taken care of straight away (Gong, 2025). One of the essential steps to improve it is to create a dedicated customer service team that handles guest issues and provides solutions.
3. Staff Roles and Responsibilities
The first step is to review each part of the organisation to identify overlapping roles, existing gaps, and areas of uncertainty regarding responsibilities. Departmental heads and those responsible should update job descriptions as needed and match them to hotel objectives (Hurd, 2024). Provide both service and operations training to all staff who work at the front desk. Have departments hold regular meetings to reinforce the coordination of work. Furthermore, monitor the speed of service delivery and listen to guest responses to determine if the changes are effective (Ghani et al., 2022).
4. Enhancing Guest Experience
Having a loyalty program or refreshing an outdated one, as with the Marriott Bonvoy program would encourage repeat visits and retention (Kalgi and Hire, 2024). The hotel will offer tiers of a loyalty program to provide perks like free breakfast, late check-out or access to special events, which will encourage guests to come back and interact more with the hotel (Kalgi and Hire, 2024). Furthermore, digital check-ins, preference for rooms, and rewards for providing feedback will enhance the personalisation of the guest experience in the program (Mahalakshmi and Bharath, 2025).
3.3 [bookmark: _Toc199855822]Change Management Strategy
Kotter’s 8 Steps Framework
To implement the strategic changes for Hotel National Moscow, an organised change management process must be employed. With improved standards in housekeeping, guest service, employee morale, and guest recognition come changes in the way employees work, are scheduled, and what is expected of them (Tavitiyaman et al., 2022). To help the change go smoothly, Kotter's 8-Step Change Model is used. Initially, it is helpful to remind staff that poor service and upkeep are harming the hotel's reputation and bookings by presenting them with negative reviews and key operational information (Benhadda and Chibili, 2019). Furthermore, a coalition of managers and senior staff needs to be formed to guide the changes and help persuade the rest of the workforce. The team will develop a shared vision, for example, "Delivering World-Class Guest Experience," which is communicated during meetings, included in email updates, and displayed on internal signs, ensuring all members stay aligned (Somera and Petrova, 2024).
[image: ]
Figure 5: Kotter’s 8 step Model
Source: (Tavitiyaman et al., 2022)
Role confusion and the use of outdated systems should be clarified, and all staff should receive comprehensive training to feel comfortable and confident about the new work procedures (Rousseau and Ten Have, 2022). When workers see that the beginning efforts are recognised and appreciated, it supports the team and keeps everyone motivated. As soon as these initial changes begin, the hotel must incorporate continuous training, reviews, and mechanisms for staff to provide feedback (Yoopetch et al., 2021). As the final step, changes to the hotel's culture, policies and staff reviews will highlight the new practices. With this approach, the hotel will sustainably enhance both service quality and operational efficiency.
3.4 [bookmark: _Toc199855823]Staff Engagement and Communication Plans 
There is a need for an inclusive communication and employee engagement strategy to address Hotel National Moscow's reduced service quality. Integrating employee involvement with feedback loops and the enhancement of internal communication is crucial in the strategy (Ullrich et al., 2023). Most specifically in departments like front desk department and housekeeping, which have direct responsibility for the satisfaction of the guests, the hotel has to create a culture in which employees believe that they are being valued and heard (Dzulkifli et al., 2021). The first step is to have frequent staff town halls and departmental meetings (Ghani et al., 2022). Management can take advantage of these chances to go over revisions, recognize successes, and restate service standards. The implementation of digital communication technology, such as internal messaging systems like Microsoft Teams or Slack, can also help with these initiatives by improving departmental collaboration and responsiveness.
Furthermore, the main goals of involvement ought to be inspiration and empowerment. Peer nominations and visitor feedback will be the primary sources of information for the recognition programs that will be put in place to honor exceptional service (Swiatek, 2023).  A formal suggestion scheme will also foster worker involvement and ownership by asking them to provide ideas to improve services. Training remains vital. Employees will participate in ongoing training sessions that focus on empathy, problem-solving, communication, and cross-functional collaboration (Teng and Chih, 2025). Managers will have regular performance reviews and individual coaching sessions to enhance performance and accountability.  Anonymous employee satisfaction surveys would be conducted quarterly to close the loop and give management feedback on workgroup dynamics, workload issues, and morale (Iqbal et al., 2023). Lastly, multilingual training and translation support technologies can be implemented to provide uniform service delivery to foreign visitors and overcome linguistic barriers (Choi et al., 2021). 


3.5 [bookmark: _Toc199855824]Success Metrics and KPIs 
The balanced scorecard is used to evaluate success metrics and key performance indicators (KPIs), thereby improving service quality and housekeeping standards at Hotel National Moscow.
	
	OBJECTIVES
	GOALS
	KPIS
	INITIATIVES

	FINANCIAL PERSPECTIVE
	To increase room revenue
To optimise operational costs.
	To increase RevPAR by 10%
To reduce the cost per occupied room by 15%
	Occupancy rate, ADR, RevPAR.
Operational cost breakdown, profit margins
	To improve service quality to justify premium pricing, run targeted marketing campaigns to attract high-value guests (Yang et al., 2025).
To invest in energy-efficient cleaning technology and streamline resource allocation with automation

	CUSTOMER
PERSPECTIVE
	To enhance guest satisfaction and brand image
To strengthen customer loyalty
	To achieve a 25% increase in positive guest reviews.
To increase return bookings by 15% over the year.
	Average rating on platforms, number of complaints per 100 guests.
Repeat customer rate, loyalty program enrolment and redemption rates.
	To launch a real-time digital guest feedback system with a 24-hour response turnaround (Kumar, 2021).
To redesign and promote a tiered loyalty program with personalised offers and exclusive packages (Ziliani and Ieva, 2025).

	INTERNAL PROCESS PERSPECTIVE
	To improve housekeeping efficiency and quality.
To streamline service response time
	To reduce housekeeping-related complaints by 40% within six months.
To decrease guest service response time by 30%
	Housekeeping error rate, average room turnover time.
Average time to resolve service issues, number of unresolved tickets.
	To implement innovative housekeeping management software and establish quality assurance roles (Thoriq et al., 2024).
To define staff responsibilities clearly and implement cross-functional service teams (Ton et al., 2022).

	LEARNING AND GROWTH PERSPECTIVE
	To increase staff competence and engagement.
To reduce employee turnover
	To deliver full staff participation in customer service training.
To cut the turnover rate by 20% within 12 months.
	Training hours per employee, staff satisfaction score.
Employee retention rate, exit interview satisfaction scores.
	To conduct quarterly training on hospitality standards, empathy, and conflict resolution.
To establish career development paths, conduct regular staff feedback sessions and recognition programs (Preko and Anyigba, 2022).



3.6 [bookmark: _Toc199855825]Cost Considerations and Feasibility
Having a financial plan is essential when implementing the proposed strategies for Hotel National Moscow. Its position in central Moscow and its numerous rooms make it possible for the hotel to attract a large number of tourism and business customers (Li et al., 2024). Still, the decreasing satisfaction among guests, brought on by poor rooms and staff who do not respond well, is affecting the hotel's earnings (Li et al., 2024). Therefore, making changes must fit the hotel’s budget, be balanced and be suited to how the business currently manages its operations.
The first step is estimated to cost €15,000 per year by enhancing housekeeping through training and the implementation of new technologies. This should involve purchasing helpful devices for housekeeping, such as scheduling apps and checklists and organising quarterly training for everyone. It will cost approximately €10,000 a year to improve customer service through engagement and feedback systems by offering training workshops, communication gear and staff upskilling activities (Talukder and Kumar, 2024). Optimising how employees and their roles function could result in a budget of only €5,000 for consultation and audit work within HR. 
To start using loyalty programmes and CRM, they will need €10,000 for CRM software, data integration, and staff training (Chilaud et al., 2024). However, the additional spending is predicted to be reimbursed next year by new customers and those who return regularly. It is estimated that implementing these initiatives would require approximately €65,000. Given the hotel's high market position and estimated income from rooms, this type of expense makes good sense (Hayes et al., 2021). In addition, these changes take time and are intended to make guests happier, book more room nights, get fewer complaints and increase the company’s bottom line (Somera and Petrova, 2024). 
4. [bookmark: _Toc199855826]Action Plan 
	No.
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned budget (€)

	1
	Poor room condition and cleanliness standards
	Introduce regular, detailed housekeeping training and adopt digital housekeeping checklists (Cobanoglu et al., 2021)
	Consistently clean, well-maintained rooms that meet international standards; reduction in negative reviews
	3 months
	October 2025
	15,000

	2
	Unresponsive service and staff disengagement
	Provide customer service excellence training, including conflict resolution and empathy, and develop a feedback platform (Joshi et al., 2022). 
	More responsive, empathetic staff; improved guest experience and satisfaction ratings
	3 months
	October 2025
	10,000

	3
	Unclear staff roles create inefficiencies
	Redefine staff roles and responsibilities clearly; introduce quality inspector roles in housekeeping (Yoopetch et al., 2021)
	Reduced confusion; improved accountability; efficient operations and higher productivity
	2 months
	September 2025
	5,000

	4
	Lack of personalisation and guest loyalty
	Implement a CRM system and structured loyalty program to tailor the guest experience and encourage repeat stays (Rejitha and Jayalakshmi, 2025)
	Increased guest loyalty, repeat bookings, and revenue per guest through targeted personalisation (Campione, 2021)
	4 months
	November 2025
	10,000

	5
	Low morale and high staff turnover
	Launch staff recognition programs, monthly performance incentives, and internal communication platforms (Ghani et al., 2022)
	Improved morale, lower turnover, and a collaborative workplace culture (Codling et al., 2022)
	2 months
	September 2025
	10,000

	6
	Resistance to change in operations and staff structure
	Implement Kotter’s 8-Step Change Strategy; create a guiding coalition and provide regular updates and involvement
	Higher acceptance of changes; less resistance; seamless implementation of improvements
	4 months (ongoing)
	December 2025
	10,000

	7
	Inconsistent service efficiency at peak times
	Cross-train front desk and housekeeping staff for operational flexibility during peak guest hours
	Better workflow; reduced guest wait times; improved overall efficiency
	3 months
	October 2025
	5,000



5. [bookmark: _Toc199855827]Conclusion 
The report has carefully examined the reasons behind the decline in housekeeping and service standards at Hotel National Moscow, which has led to operational problems for this luxury heritage hotel. The investigation found that the biggest reasons for guest dissatisfaction were irregular cleaning, staff who failed to answer guests' questions, and outdated business practices. By using the PESTLE, SWOT, and TOWS frameworks, the report has analysed what influences the hotel's current challenges from both within and outside the business. Among management, short staff training, unclear responsibilities, and a lack of investment in advanced housekeeping tools were significant problems. New challenges for hotels have been created, in part, by unstable political environments, differing consumer expectations following the coronavirus pandemic, and the latest developments in technology. All these points served as the basis for designing practical solutions to specific challenges.
The report advised making several lasting positive changes: increasing staff training to improve cleanliness, adding more engaging activities to enhance customer service, clarifying role assignments to improve operations, and implementing a natural way to continually improve the guest experience through loyalty programs until the next visit. For every recommendation, a specific plan for implementation and an analysis of its cost were included, guaranteeing that it could be carried out within the hotel's budget and operational capabilities. Kotter's 8-Step Model avoids problems during transformation by promoting urgency, empowering change leaders, and introducing new practices into the organisation's culture. The company also outlined engagement plans, including communications, incentives, and multilingual training, to ensure staff remained with the company for quality improvement.
Specific financial, customer, work process and employee development aspects were identified as signs of success. Due to these performance metrics, organisations can monitor, fix issues and sustain their improvements for the future. The management is implementing these changes to address existing problems and ensure the hotel avoids future risks. Overall, Hotel National Moscow is equipped with its brand storey, a convenient position in the city, and growth prospects, all of which can help it become a top player in the Russian luxury hospitality industry again. The application of these suggested measures is expected to enhance guest enjoyment, boost employee satisfaction, and improve the hotel's overall performance. This consultancy project outlines a well-organised and fact-based strategy to win back the trust of both international and domestic guests. I want to extend my gratitude to the management of Hotel National Moscow for allowing me to work on this consultancy project. The partnership demonstrates that both groups are committed to enhancing quality. It is expected that the principles and recommendations included in this report will benefit the hotel in its long-term plan to succeed and be revitalised. Also, the hotel's top leaders are open to consulting, which suggests the company will be a worthwhile place to work in the future. 
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