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Executive Summary 
The Hotel Belvedere in Cluj-Napoca faces significant operational and service challenges. Poor service, inadequate cleaning and room maintenance, obsolete furniture and staff responsiveness compromise the guest experience. However, the hotel offers panoramic city views, fitness and pool facilities that clients often praise, and could become the grounds for competitive advantage as Verma and Plaschka (2021) claims that unique assets can boost a hotel's market position if paired with operational excellence.
The hotel industry relies heavily on organisational consulting, especially when dealing with difficult, service-oriented problems as it conveys expertise in diagnosing and rectifying operational inefficiencies (Nickson, 2019), suggesting service quality improvements that directly influence customer satisfaction and retention. For Hotel Belvedere, the consultancy engagement involved data collection through customer feedback, staff interviews, and on-site inspections to triangulate findings (Carter et al., 2014). PESTEL and SWOT frameworks were deployed to comprehensively understand internal dynamics and external influences. The PESTEL analysis identified significant external factors impacting its operations like ongoing chalenges meeting the health and safety regulations because of inconsistent cleaning protocols, rising operational costs that hamper the hotel's ability to invest in essential renovations, and adversely affect the service quality, the online reviews reinforcing guest expectations for high-quality and responsive service, underline the necessity of consistent excellence (Hitt et al., 2020) which the hotel fall short of. Technological advancements offer opportunities for operations digitalisation, like maintenance tracking, to enhance operational efficiency. Environmentally and legally, there is a stronger emphasis on sustainable practices to meet customer expectations and fair employment practices to meet regulatory requirements (Jones & Robinson, 2012). The SWOT analysis reveals the internal strengths and weaknesses relative to external opportunities and threats (Thompson et al., 2020). Hotel strengths include panoramic city views, fitness centre, and inside pool. Poor service, delayed response times, outdated furnishings, and inconsistent cleaning protocols impair guest satisfaction, according to the research. Opportunities lie in leveraging the hotel’s unique location and amenities to position it as a wellness-oriented destination and in integrating technology to streamline operational efficiency and customer experience (Hitt et al., 2020). Threats include increased market competition and negative online reviews, presenting reputational risks. Hitt et al. (2020) emphasise the importance of these strategic tools in identifying competitive advantages and areas for improvement in hospitality organisations. 
Flamholtz’s organisational life cycle model suggests that Hotel Belvedere is in the expansion stage, characterised by challenges in scaling operations and maintaining quality standards and proposed a couple of applications to ensure consistent service quality and operational efficiency like formal management systems, updating maintenance protocols and cleaning procedures to meet industry standards, improve guest experience and encourage a customer focused culture as a path to long term success.
To address these challenges several essential management strategies were implemented. The consultancy suggested stakeholder mapping to identify and meet each group's needs through tailored communication and involvement, creating transparent and inclusive change processes. Next, multiple stakeholders' perspective and change drivers were considered in creating a change roadmap (CMI, 2022). 
As Kotter (1996) suggests, establishing a clear vision for change and communicating it effectively to all stakeholders is essential. Second, engaging employees in the change process, empowering them to contribute, and providing them with essential training to learn new skills and competencies reduce resistance to change (Hayes, 2018). Active support and involvement from leadership are crucial to drive change and address challenges. Kotter (1996) notes that strong leadership is vital for sustaining momentum during change. Anderson and Ackerman Anderson (2001) state that the success of change is dependent upon leaders aligning their behaviours with the change, known as "walking the talk." This alignment cultivates trust and credibility, in  addressing resistance (Daft, 2013; Yukl, 2013) while a mismatch undermine change efforts and preserve existing myths and cultural patterns that resist change (Anderson & Ackerman Anderson, 2001). Cameron and Green (2020) stress the role of continuous learning in successful change initiatives. 
Kotter’s (1996) 8-Step Change Model was applied as a structured pathway to implement service and maintenance improvements. This approach begins by establishing urgency around the need for change, creating alignment among stakeholders, and fostering a culture of continuous improvement. There is also an emphasis on aligning the change map to the business strategy and vision (CIM, 2022). Kotter's model is frequently use in managing change in service industries due to its efficacy. Additionally, the consultancy suggested Lewin’s (1951) Unfreeze-Change-Refreeze model, to address potential employee resistance. Cummings and Worley (2019) noted that when employing multiple change frameworks, flexibility and responsiveness are increased in complex organisational contexts.
Key Performance Indicators (KPIs) such as customer satisfaction, maintenance efficiency, and staff responsiveness were recommended by the consultant to measure the impact of the changes, with performance monitoring per hospitality standards (Jones & Robinson, 2012). Also a balanced score card was proposed with evaluation of change outcomes across four key perspectives: financial, customer, internal processes, and learning and growth.
The consultancy’s recommendations integrate a comprehensive action plan to upgrade furniture, streamline maintenance, and enhance service through staff training. Implementing these changes could significantly boost Hotel Belvedere's operations and guest experience while also strengthening its position in Cluj's hospitality industry. Furthermore, regular monitoring and a commitment to service quality should promote ongoing development, supporting long-term growth and competitive advantage.
Introduction 
Business consultants are fundamental to the hospitality industry, providing specialised support to diagnose and resolve operational issues that impact customer experience. Nickson (2019), highlights consultants’ essential role in improving service quality and operational efficiency, critical aspect for maitaining competitive advantage in the hospitality sector. At Hotel Belvedere in Cluj-Napoca, recent reviews reveal persistent issues in service, maintenance, and responsiveness standards, warranting expert intervention. 
Consultancy is vital for hotel management as it introduces an external perspective, facilitating unbiased diagnosis and formulating targeted solutions (Cummings & Worley, 2019). Through proven analytical frameworks and evidence-based recommendations (Carter, 2014), consultants provide hotel managers with strategies that align operational practices with industry benchmarks. For Hotel Belvedere, consultancy engagement bridges the service gaps and promotes operational improvements. Verma and Plaschka (2021) argue that consultancy can directly influence customer satisfaction, affecting retention and brand reputation in competitive hospitality markets.
Ethical considerations have significant importance in the consultancy process, especially within the hospitality sector, where decisions impact both staff and guests. It is essential to uphold transparency, confidentiality, and fairness in decision-making as Carroll and Buchholtz (2014) stated. Transparency is ensured by sharing findings and recommendations openly, allowing management to commprehend the basis for suggested changes. Confidentiality is valued while processing guest feedback and employee data, as it ensures the privacy of all stakeholders. Fairness is built into the change management strategy to support equitable treatment, particularly regarding employee training and development opportunities.
The consultancy engagement involves a detailed diagnosis of Hotel Belvedere’s operational issues, based on data collected through structured methods like customer feedback, staff interviews, and on-site assessments to form a comprehensive view of both guest and employee experiences. Applying a PESTEL analysis offers insight into external factors influencing hotel operations, such as economic conditions and regulatory requirements. A SWOT analysis, combined with a TOWS matrix, evaluates internal strengths and weaknesses in the context of these external forces, providing a roadmap for directed improvement areas (Thompson et al., 2020). Hitt et al. (2020) advocate using these frameworks to identify strategic opportunities and challenges within the hospitality sector.
This report offers a detailed analysis of the hotel’s challenges through an evidence-based approach and presents a structured change management plan. The consultant’ goal is to transform Hotel Belvedere challenges into opportunities for development by leveraging its strengths, such as its excellent location and valuable facilities. Adopting a structured performance monitoring, it can enhance guest satisfaction, operational efficiency, and overall competitiveness in the highly competitive Cluj hospitality market.
Analysis 
Diagnosis of Organisational Issues and Gap Analysis
Hotel Belvedere faces structural operational and service challenges that hinder guest satisfaction, reduce service quality, and compromise its position in Cluj’s competitive hospitality sector. A structured gap analysis based on customer feedback, staff interviews, and on-site inspections found acute deficiencies in cleanliness, room maintenance, and staff responsiveness. Yin (2018) suggests that triangulating data sources strengthens the credibility of findings, supporting a comprehensive understanding of the problems. The findings confirm critical gaps between current service and industry standards. The findings were reinforced by staff interviews, which revealed a lack of standardised training in customer service and maintenance, likely to contribute to delays in addressing guest complaints. Such feedback highlights the need for a structured change in training, protocols, and operational supervision to enhance the hotel’s capability to deliver consistent quality (Paton & McCalman, 2012). On-site inspections further validated these issues, with observed deficiencies in room maintenance, outdated furnishings, and unresponsive staff behaviours toward guest requests. Postma and Kok (1999 in Hayes, 2018) define organisational diagnosis as an inquiry into an organisation’s operations that results in recommendations for transformation. These insights reflect a broader organisational need for improvement in both tangible and intangible aspects of service (Senior et al., 2020). The data collection process provided a precise, evidence-based diagnosis of Hotel Belvedere’s operational challenges, forming the foundation for focus change interventions. Paton and McCalman (2012) emphasise that, for service industries, bridging such gaps demands both managerial commitment and a cultural shift that supports continuous service improvement.
Organisational Culture and Its Impact on Service Quality
The organisational culture profoundly influences service standards at Hotel Belvedere as it directly shapes employee attitudes and responsiveness. Schein (2010) suggests that a service-oriented culture should promote accountability and attentiveness, which are critical in high-contact fields like hospitality. However, at Hotel Belvedere, the culture appears permissive on service excellence and contributes to staff disengagement and a lack of urgency in addressing guest needs. Senior et al. (2020) emphasise that changing an established culture requires a focused transformation in values, which leadership must exemplify and reinforce throughout all organisational levels. Transforming this culture to foster proactive engagement is crucial; however, it is a gradual process that requires the strategic support of a new service model.
Systems Mapping and Multi-Cause Analysis
A systems mapping approach (Paton & McCalman, 2012) revealed the connections within Hotel Belvedere’s operational design. The consultant has identified key bottlenecks by examining each stage in the guest experience, from check-in to room service and maintenance. The mapping revisited operational flow and revealed breakdown points in communication where resource allocation and responsibility alignment were creating significant service gaps. According to Palmer et al. (2009), effective systems analysis is vital in identifying interconnected issues, and isolating root causes rather than merely addressing symptoms. A multi-cause diagram mapping, illustrated deficiencies in training, outdated protocols, and slow response times, all contributing to a cycle of inadequate service. This visual approach facilitated identifying precise areas for improvement and the need for inter-departments collaboration to enhance service flow (Paton & McCalman, 2012).
Multidisciplinary Approach and Gap Analysis
Bridging the gaps identified requires a multidisciplinary approach(id.). Blending insights from hospitality management, organisational psychology, and operational strategy, the report supplies a nuanced perspective on the hotel’s challenges. Senior et al. (2020) argue that a multi-perspective approach equips organisations to address both human and technical aspects of change, leading to sustainable improvement. For instance, integrating insights from psychology can guide cultural transformation, while operations strategy offers frameworks for enhancing efficiency and resource management(id.).
The gap analysis reveals a stark contrast between the hotel’s current state marked by service responsiveness delays, inconsistent hygiene standards, and outdated furnishings with its target state: a streamlined, guest-focused operations, proactive staff and well-maintained facilities. To bridge this gap and position itself to meet modern guest expectations Hotel Belvedere should implement a structured training approach, upgrade maintenance systems, and foster a culture of responsiveness and quality.
PESTEL Analysis
A PESTEL analysis was conducted to understand external factors impacting Hotel Belvedere’s operations. It examines how political, economic, social, technological, environmental, and legal forces influence business activities, particularly in sectors with high customer interaction, such as hospitality (Jones & Robinson, 2012). Political factors underscore the necessity of meeting health and safety regulations by implementing rigorous cleaning protocols, a persistent challenge for Hotel Belvedere. Economically, the rising operational costs limit the hotel’s capability to invest in necessary refurbishments. Social trends indicate increasing guest expectations for service quality and responsiveness, with online reviews influencing hotel reputation (Hitt et al., 2020). Technological advancements present opportunities for automation (Ivanov & Webster, 2019) like maintenance tracking, while environmental and legal considerations highlight the importance of upholding eco-friendly practices and fair employment models (Jones & Robinson, 2012). This analysis is critical for contextualising the hotel’s operational challenges within the broader market environment.
PESTEL Analysis for Hotel Belvedere, Cluj, Romania
	PESTEL Factor
	Explanation

	Political Factors
	Health and safety regulations are paramount in the hospitality sector, especially post-COVID, with strict cleaning protocols to ensure guest safety. Compliance is a must, as customer trust pivots on cleanliness perceptions. Political pressure also includes specific regulations (Romanian laws), impacting how Hotel Belvedere must manage workforce fairness (Nickson, 2019).

	Economic Factors
	Operating in an economically volatile environment (Romania), the hotel faces inflation and fluctuating costs, limiting funds for upgrades and staff training. The rising costs challenge profitability, reducing budgets for maintenance, technology, and development. According to Verma and Plaschka (2021), innovation in service delivery is essential.

	Social Factors
	Modern guests expect high-quality, responsive service, with poor online reviews and social media that amplifying service failings. Addressing these social pressures is essential, as negative feedback seriously impact bookings and customer loyalty (Hitt et al., 2020). 

	Technological Factors
	Technology offers opportunities to improve operational efficiency through digital systems for booking, checking in and out, and maintenance tracking, reducing response times and boosting guest satisfaction. Technology adoption supports an efficient inter-departmental communication, with timely issue resolution (Cummings & Worley, 2019).

	Environmental Factors
	The increasing customer awareness of environmental issues highlights the urgency for sustainable practices in hotel industry. Adopting eco-friendly measures in waste management, energy efficiency attract eco-conscious guests, aligning Hotel Belvedere with broader industry trends toward sustainability (Jones & Lockwood, 2004).

	Legal Factors
	Compliance with Romanian HR (human resources) laws is essential for fair working conditions, wages, and benefits, impacting how the hotel manages and motivates its staff. These regulations promote a positive work environment, directly contributing to service quality and meeting guest expectations (Carroll & Buchholtz, 2014).



SWOT and TOWS Analysis
A SWOT analysis evaluated the hotel’s internal strengths and weaknesses relative to external opportunities and threats. According to Jones and Robinson (2012), SWOT analysis is instrumental in identifying strategic focal points, enabling businesses to leverage strengths while addressing critical weaknesses.
SWOT Analysis for Hotel Belvedere, Cluj, Romania
	SWOT Factor
	Explanation

	Strengths
	The hotel’s panoramic city views, fitness facilities, and pool offer valuable assets to contribute to its appeal and differentiate it from competitors. These strengths appeal to consumer interest in wellness and relaxation, allowing the hotel to position itself as an attractive destination (Verma & Plaschka, 2021).

	Weaknesses
	Poor service quality, slow response times, outdated furnishings, and inconsistent cleaning practices are primary weaknesses affecting the guest experience. These internal challenges should be targeted by systematic improvements to align the hotel’s operations with industry standards and guest expectations. Addressing these weaknesses is vital to gain competitive advantage and improve overall service quality (Nickson, 2019).

	Opportunities
	Leveraging its unique location and amenities, the hotel could enhance its market appeal promoting itself as a wellness-oriented destination. Additionally, technology integration can offer a increased operational efficiency and customer service responsiveness (Hitt et al., 2020).

	Threats
	The increased competition in the Cluj hospitality market and the negative online reviews pose a reputational risks, emphasizing the urgent need for consistent quality in service and facilities. Failure to address these threats leads to reduced bookings and long-term damage to the hotel’s reputation (Jones & Robinson, 2012).



A SWOT analysis reveals that while the hotel’s strengths include its views and fitness amenities, weaknesses in maintenance and furnishings undermine the guest experience. Opportunities exist to leverage these strengths to attract high-value clients, while competitive pressures and negative online reviews threaten reputation and guest acquisition. A TOWS matrix aligns strengths with opportunities, formulating strategies that exploit these competitive advantages (Cummings & Worley, 2019).
Building upon the SWOT analysis, a TOWS matrix was developed to identify strategic actions that align internal capabilities with external opportunities and threats. For example, promoting the hotel’s panoramic views in marketing campaigns could attract high-value guests, while implementing enhanced cleaning and maintenance protocols would address weaknesses that impoverish guest experience. The TOWS matrix emphasises the importance of engaging its unique strengths while mitigating operational gaps to position the hotel for continuous achievement in a highly competitive market (Weihrich, 1982).
Flamholtz and Randle (2016) outline seven stages of organisational growth, each with specific challenges and tasks. Applying Flamholtz’s organisational life cycle model to Hotel Belvedere suggests that the hotel is in the expansion stage, with challenges in scaling operations and maintaining quality standards such as outdated furnishings, inconsistent cleaning practices, and poor service quality.

Recommendations and Change Management 
Consultancy proposed a structured approach to change management as fundamental to tackle the operational challenges at Hotel Belvedere. The emphasis was placed on improving service quality by updating maintenance procedures, and enhancing staff responsiveness. Applying Kotter’s (1996) 8-Step Change Model alongside Lewin’s (1951) Unfreeze-Change-Refreeze model allowed for a systematic approach to managing change’s both operational and human aspects. Adopting these frameworks, Hotel Belvedere would succesfully implemet standards that align with industry and customer expectations.
To implement effective changes at Hotel Belvedere several critical management practices was adopted. First, it was establish a clear vision for change and communicated it effectively to all stakeholders. Kotter (1996) emphasises the importance of a compelling vision to guide change efforts. Second, the employees were engaged in the change process and empowered to contribute with the intent of fostering ownership and reduceing resistance. (Hayes 2018) highlights that involving staff in decision-making enhances commitment to change. Third, providing staff training to develop necessary skills and competencies supported employees in adapting the new procedures. Cameron and Green (2020) stress the role of continuous learning in successful change initiatives. Fourth, the active support and involvement from leadership are crucial to drive change and address challenges. Kotter (1996) notes that strong leadership is vital for sustaining momentum during change. Finally, regularly assessing progress and requesting feedback allows for adjustments and reinforces positive outcomes. Hayes (2018) suggests that continuous evaluation helps identify areas for improvement.
According to Flamholtz’s organisational life cycle model, to enhance effectiveness, Hotel Belvedere should focus on three key areas: to implement formal processes to ensure consistent service quality and operational efficiency(Hayes, 2018; Flamholtz & Randle, 2016). The authors support that a structured management systems provides a framework for standardising procedures ensuring high performance levels.  Secondly,  to upgrade maintenance protocols and cleaning procedures to meet industry standards to improve guest experience. Regular assessments and updates of operational systems ensure better service delivery and increased customer satisfaction. Lastly, to cultivating a customer focus culture, prioritising customer service and continuous improvement. An organisational culture focused on excellence encourages employees to deliver high-quality service and adapt to evolving guest expectations consistently (Flamholtz & Randle, 2016). 

Application of Change Management Models
Kotter’s (1996) 8-Step Change Model framework was applied to address the challenging issues. A clear vision for change (CIM, 2022) and strategic plan have been formulated to engage stakeholders, including hotel management, staff, and customers, through targeted communication and engagement strategies (Daft, 1986; 2013). Creating urgency related to service and maintenance improvements, Kotter’s model emphasises a team-driven approach to change, aligning stakeholders to support improvement initiatives collaboratively. The method has proved particularly effective in service industries, supporting a transparent roadmap for operational change (Kotter, 1996). Kotter (1996) argues that urgency catalyses commitment, motivating employees and management to engage fully with the proposed changes. Kotter and Schlesinger (Sternad, 2020) suggest couple of strategies to engage resistance to change, such as education and communication, participation and involvement, facilitation and support, and negotiation and agreement. These aspects will be analysed in more detail when presenting the Lewin model. Next, a stakeholder map was created using the Mendelow matrix (Mendelow, 1991).  
Stakeholder Mapping for Hotel Belvedere, Cluj, Romania
	Stakeholder Group
	Description and Influence Level

	Owners and Investors
	These are primary stakeholders with a high level of influence over hotel operations and strategic decisions. Their interests focus on profitability, reputation, and long-term growth. Mendelow’s Matrix (Mendelow, 1991) classifies them as high power, and high interest, requiring regular engagement (Freeman, 1984).

	Management Team
	They are responsible for daily operations, including service quality, staff management, and customer satisfaction. They are classified (Mendelow, 1991) as high interest and high-power stakeholders, essential for implementing strategic changes effectively (Jones & Robinson, 2012).

	Employees (Staff)
	Directly involved in service delivery and operational activities. They have a high interest but moderate power in decision-making, requiring engagement through training and motivation initiatives to enhance service standards (Nickson, 2019).

	Guests
	Hotel guests are the end consumers whose satisfaction and feedback influence the hotel’s reputation. They have high interest but low power in strategic decisions and must be actively engaged through responsive service and quality improvement efforts (Hitt et al., 2020).

	Local Community
	As an indirect stakeholder, the local community is interested in the hotel’s economic and social impact, particularly in employment and environmental practices. Their power is low, but they shape the hotel’s social license (Carroll & Buchholtz, 2014).

	Suppliers
	They provide goods and services essential to hotel operations. They have moderate power and interest, influencing cost structures and the quality of amenities and resources provided to guests (Verma & Plaschka, 2021).

	Regulatory Bodies
	These stakeholders enforce compliance with local and national health, safety, and HR laws. They are high power, low interest stakeholders who require monitoring and adherence to avoid penalties (Paton & McCalman, 2012).




Mendelow’s Stakeholder Matrix for Hotel Belvedere, Cluj, Romania
	High Power / Low Interest
	High Power / High Interest

	Regulatory Bodies (e.g., health and safety inspectors)
Suppliers
	Owners and Investors
Management Team

	Low Power / Low Interest
	Low Power / High Interest

	Local Community
	Employees
Guests



Engaging stakeholders effectively is essential for the success of the change initiative. Based on Freeman’s (1984) stakeholder theory, key stakeholders at Hotel Belvedere include hotel owners, senior management, department heads, employees, and customers. Each performs a different role in the change process, and tailored communication strategies are necessary to address their specific needs and concerns. For example, senior management and owners should be engaged through strategic meetings to discuss progress and outcomes, while employees should participate in workshops and feedback sessions to foster engagement. External communication with customers is also essential (they have high interest in the business according to Mendelow matrix (Mendelow, 1991)); informing them of improvements through the hotel’s website, social media channels, and direct communications enhances transparency and reinforces the hotel’s brand commitment to quality (Barrett, 2002).
Kotter’s model was chosen for its flexibility and adaptability, which is essential given the hospitality sector’s range of customer expectations and service requirements (Jones & Robinson, 2012). Highlighting the importance of improving service quality, maintenance, and guest satisfaction it created the sense of urgency Kotter (Koter, 1996) spoke about and built change momentum because employees recognised that change is fundamental for the hotel’s long-term success. A guiding coalition consisting of department heads and leading team members was selected to champion the change process, fostering collaboration and setting an example for other staff members. Aligning these leaders around a unified vision, Hotel Belvedere can ensure that all departments work together to achieve the desired improvements (Kotter, 1996). The model helped craft a communication strategy that aligns with the business strategy and vision and focuses on transforming Hotel Belvedere into a destination known for high service standards and well-maintained facilities. The vision was communicated through regular staff meetings, internal newsletters, and training sessions, engaging all employees to recognise the importance of the change initiative and their role in it. As Clampitt et al. (2000) state, effective communication is essential for promoting transparency and alignment, and reduc resistance by building employee commitment to the transformation. Scarlett (2019) discusses how the brain’s need for social connection influences employee engagement during change initiatives. She suggests that fostering strong interpersonal relationships within the workplace can mitigate resistance to change and enhance collaboration. An interactive app was proposed and adopted for internal use to facilitate real-time communication with managers responding promptly to clients’ requests. The communication channels were also redesigned to reach all relevant stakeholders effectively. Empowering staff to make decisions that improve service quality, Hotel Belvedere adopted a proactive culture where employees take ownership of their roles.
Another example is implementing a maintenance tracking system that allows staff to promptly address guest complaints, enhancing the overall guest experience (Nickson, 2019). Kotter’s model further highlights the importance of generating short-term wins (Kotter, 1996). Setting measurable goals such as refurbishing specific rooms and tracking subsequent improvements in guest feedback; these early successes boosted morale within the organisation and reinforced hotel’s commitment to continue improvement (Kotter, 1996).
Capitalising on initial achievements and encouraging more transformation is essential to maintain momentum and prevent relapsing into previous behaviours (Kotter, 1996). For Hotel Belvedere, this means taking initial improvements and extending them across operations—such as enhancing maintenance protocols and rolling out a thorough, ongoing training program for staff. Continuous performance monitoring through guest feedback and KPIs were meant to focus on identifying areas requiring further attention, to ensure the hotel remains responsive to evolving guest expectations (Hitt et al., 2020). The final step in Kotter’s model looks at anchoring new approaches in the cultureto support long-term improvements (Kotter, 1996). By embedding new standards in job descriptions, performance appraisals, reward systems, and staff training, Hotel Belvedere can make these improvements a core part of its identity (Schein, 2010). Schein (2010) highlights that change is integrated into organisational culture when new behaviours are established as the norm within that culture. Recognising and rewarding employees who exemplify the new standards boosted embed the changes and reinforced the hotel’s commitment to excellence (id.).

Complementary Application of Lewin’s Change Management Model
Lewin’s Change Management model and resistance to change 
In the hypercompetitive environment of Cluj, where market pressures and customer expectations are high, Hotel Belvedere must navigate both external challenges and significant internal resistance to change. Lewin’s (1951) Unfreeze-Change-Refreeze model served as a guiding framework to address this resistance, offering structured phases to prepare, implement, and embed change.
Unfreeze: Readiness amidst increased competition
The unfreeze phase is particularly critical for Hotel Belvedere as it meets pressures from an increasingly saturated hospitality market in Cluj, where competitors leverage innovations and customer-focused services to capture market share. These external pressures can induce what Palmer et al. (2009) describe as “threat rigidity,” where organisations, rather than adapting, resist change due to perceived threats. Burnes (2004) asserts that unfreezing resistance requires awareness of operational gaps and how stagnation under hypercompetitive conditions can threaten long-term survival.
Within the unfreezing stage, Lewin’s approach highlight the need to build a supportive environment where employees can recognise why change is necessary. In the context of Hotel Belvedere, resistance can stem from different reasons, such as discomfort with new practices, perceived threats to personal interests, or attachment to existing cultural patterns. Studies on organisational resistance highlight that rooted identities and values often contribute to resistance, employees fearing losing the autonomy or identity within the workplace (Palmer et al., 2009). Lewin’s framework addresses these concerns through transparent discussions and workshops within the workplace. This participative approach has been found to reduce discomfort and advance organisational learning, mitigating rigidity in the face of perceived threats (Palmer et al., 2009).
Change: navigating resistance through creative engagement
In the change phase, Lewin’s model supports Hotel Belvedere’s implementation of new practices, including revised cleaning and maintenance protocols and enhanced customer service standards. However, as Palmer et al. (2009) observe that implementing change often triggers a “resistance cycle,” where initial openness may quickly give way to pushback, especially when cumulative effects of previous changes affected the employees. They may feel overwhelmed by perceived excessive change, lack clarity about the new expectations, or perceive these changes as lacking alignment with their personal or professional interests.
As Palmer et al. (2009) outline, the power of resistance lie in its potential to signal areas for further refinement strategies. Analysing the signs of resistance presented at Hotel Belvedere like lack of conviction and passive noncompliance provided insights into deeper organisational issues. They revealed gaps in communication and clarity around change goals. Acknowledging these signals within the change phase helped management adjust approaches dynamically, reinforcing Lewin’s view that change is an iterative, adaptive process rather than a linear transition.
 “Creative encounters” are proposed to navigate resistance reframed as constructive feedback rather than outright opposition. As suggested by Cummings and Worley (2019), engaging staff creatively during training sessions by inviting them to brainstorm solutions and voice their perspectives enhanced the buy-in and allowed resistance to become a catalyst for innovation. Additionally, situational approaches to change (Palmer et al., 2009),  has proven effective because management crafted strategies based on employee concerns and past experiences of change, allowing autonomy in implementing new protocols (id.).
Addressing resistance to change is a critical component of any transformation process. Several strategies were suggested at Hotel Belvedere to lessen opposition, such as engaging employees in the planning and implementation stages, fostering a sense of ownership and reducing resistance, as Lines (2004) argues people generally accept more the changes they shaped. Transparency in communication ensures that employees are well-informed, reducing uncertainty and dispelling rumours. Offering support and training helps staff feel equipped to meet new expectations, while leadership’s visible commitment to the change efforts serves as a model for the desired behaviours (Gill, 2003). Incentives and recognition programs can motivate employees by rewarding those who actively contribute to the hotel’s transformation.
Refreeze: setting new standards and a new cultural identity
In Lewin’s refreeze phase, the focus shifts to embedding new practices into Hotel Belvedere’s operations and culture. To make this phase successful, the hotel must prevent backsliding to previous patterns or lack of confidence in the durability of change (Palmer et al., 2009). Research shows that employees’ cultural identity and organisational history strongly impact their readiness to adopt new routines (id.). Adopting clear policies, regular performance evaluations, and ongoing support, the management mitigated attachment to old practices, allowing new standards to develop.
However, the refreeze phase faces limitations, as Lewin’s model assumes stability after change implementation. In a highly competitive environment like the one Hotel Belvedere operates in, adjusting to ongoing market pressures is necessary. Embedding change, therefore, requires continuous organisational learning and adjusting rather than rigid adherence to new standards. Cummings and Worley (2019) note that adaptive learning, where organisations monitor and adjust practices based on real-time feedback, aligns better with dynamic settings. This adaptive approach allows Hotel Belvedere to retain the benefits of change while remaining agile in response to further competitive shifts (Palmer et al., 2009).
Balancing rigidity and adaptation
Hotel Belvedere’s journey through Lewin’s model highlights the delicate balance between resistance and adaptability. The unfreeze stage helps disperse rigidity, making space for change, while the change phase engages resistance through creative encounters and situational awareness to allow new practices to expand. Though the refreeze phase aims to solidify these gains, it should incorporate adaptive learning to keep pace with Cluj’s highly competitive hotel and tourism market. As Palmer et al. (2009) and others suggest, this balanced approach transforms resistance into a constructive force, building a resilient organisational culture ready to meet both current and future challenges.
Performance Monitoring and Key Performance Indicators
A performance measurement system using Key Performance Indicators (KPIs) is essential to measure the effectiveness change. For Hotel Belveder these KPIs include customer satisfaction scores, response times for maintenance requests, and staff responsiveness metrics and provide objective insights into the hotel’s progress. Hayes and Ninemeier (2009) argue that KPIs are vital in assessing operational performance, to guide management decisions, and ensure alignment with the strategic goals. Furthermore, monitoring customer feedback, performing regular quality checks, and monitoring employee performance ensures that progress is sustained and aligned with organisational goals.
Implementing the Balanced Scorecard (BSC) at Hotel Belvedere enables a comprehensive evaluation of change outcomes across four key perspectives: financial, customer, internal processes, and learning and growth. According to  Kaplan and Norton’s (1996) the financial performance is a critical measure; metrics such as revenue growth and cost reduction assess the economic impact of changes(id.). The customer perspective evaluates guest satisfaction and loyalty through satisfaction scores and repeat visit rates, reflecting the hotel’s success meeting customer expectations (Kaplan & Norton, 1996). 
The internal process perspective focuses on operational efficiency, measuring service delivery times and process improvements, essential for maintaining high-quality service standards (Kaplan & Norton, 1996). The learning and growth perspective assesses hotel’s commitment to continuous improvement through metrics like employee training hours and staff turnover rates, and highlights the importance of developing internal capabilities to support long-term success (Kaplan & Norton, 1996; Thompson, 2016).
Top of Form
Action Plan 
The action plan for Hotel Belvedere focuses on a phased approach to implementing service and operational improvements over eight months. In the first two months, the the focus will be a guiding coalition led by the general manager and involving key department heads that will drive change efforts, and ensure regular communication with other relevat stakeholders to promote the change initiatives. According to Kotter (1996), a well-formed coalition is critical for building organisational commitment to change. It allows each department to bring insights into specific challenges and facilitate cooperative solutions.
According to Kotter, developing a compelling vision is a collaborative process and the first step to successfully initiating change (CIM, 2022). During the initial phase, management will create a sense of urgency by communicating the vision and rationale for change to all staff members. This involves holding staff meetings and distributing a vision statement emphasising improved cleanliness, responsive service, and elevated guest experiences. Early engagement with senior management and key stakeholders to picture the desired future scenario is essential (CIM, 2022). Transparent communication is critical to foster engagement and understanding of the expected changes (Clampitt et al., 2000). A stakeholder engagement plan was developed to ensure regular updates for staff, providing open channels for feedback from employees and guests (Jabri & Jabri, 2022; Hayes, 2018).
Months three and four will focus on implementing the core components of the action plan, beginning with customer service and maintenance training sessions led by the HR department. Training will equip employees with skills to meet new service standards and improve responsiveness to guest needs. This practice aligns with Nickson’s (2019) recommendations on effective staff training for quality service. As we live in a technology world, an internal app will be introduced to enhance real-time team communication. Such a process includes preparing for the digitalisation process to be timed with establishing practical guidelines, motivating employees about technology tools, promoting interconnection across teams (Jabri & Jabri, 2022), and ensuring ethical technology use and sensitive information protection (id.). Introducing self-managed teams Concurrently, housekeeping and maintenance managers will introduce a digital tracking system for maintenance requests to reduce response times and establish a cleaning protocol with routine quality checks. Digitalisation focuses on developing infrastructure to enhance customer value and reduce costs (Jabri & Jabri, 2022). In the same timeline, the facilities manager will also initiate a pilot refurbishment of select rooms to assess the impact on guest satisfaction. This will provide an opportunity to measure improvements before a broader rollout.
Continued training and facility upgrades will remain priorities in months five and six. Staff development programs will be expanded, including a recognition system to reward employees who excel in implementing changes, which, according to Hayes and Ninemeier (2009), fosters motivation and commitment to organisational goals. Facilities upgrades will continue based on pilot feedback, extending refurbishments to additional rooms and common areas to enhance the overall guest experience.
In the final phase, months seven and eight, performance will be monitored by analysing the Key Performance Indicators (KPIs) such as guest satisfaction scores, response times, and maintenance efficiency to assess the plan’s effectiveness. Adjustments informed by data will be made to sustain improvements (Hitt et al., 2020). Management will reinforce new standards by embedding practices into daily operations, updating job descriptions to align with new service expectations, and recognising successful contributions from staff, thereby anchoring these changes in the organisational culture (Schein, 2010).
This structured action plan facilitates efficient implementation and ensures that changes are continuously monitored and adapted to meet Hotel Belvedere’s long-term goals for operational excellence and customer satisfaction.
Hotel Belvedere Action Plan
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget

	Inconsistent cleaning and maintenance practices
	Implement cleaning protocol with quality checks and regular audits
	Improved cleanliness and maintenance standards, meeting guest expectations
	Months 1-2
	End of Month 2
	$10,000

	Staff unresponsiveness to guest requests
	Initiate customer service training programs,
Introducing an internal app to enhance team communication in real-time,
Introducing self-managed teams
	Increased staff and service responsiveness and proactive engagement with guests
	Months 3-4
	End of Month 4
	$6,000

	Outdated room furnishings and amenities
	Pilot refurbishment of select rooms, followed by full rollout
	Enhanced guest satisfaction through modernised and comfortable accommodations
	Months 3-8
	End of Month 8
	$50,000

	Lack of structured staff training in customer service
	Provide comprehensive training in customer service and maintenance
	Equipped staff with skills for consistent quality service
	Months 3-8
	End of Month 8
	$15,000

	Delayed maintenance response times
	Introduce a digital maintenance tracking system for efficient response
	Reduced response times and improved maintenance efficiency
	Months 3-4
	End of Month 4
	$8,000


Bottom of Form

Conclusion 
Hotel Belvedere is at a pivotal point where addressing operational deficiencies will make a difference to its market position and success in Cluj’s competitive hospitality market landscape. The consultancy found several critical issues in service quality, maintenance practices, staff responsiveness, as well as obsolete facilities and proposed a change a change roadmap based on Kotter’s 8 steps to change framework (Kotter, 1996) and Lewin’s model of change (Lewin, 1951), both models known for their robust aproach and effectiveness in organisational transformation. These models offer a structured approach to change by facilitating engagement, reducing resistance, and promoting culture of continuous improvement.
Stakeholder engagement and effective communication are fundamental to the change process (Hayes, 2018). By mapping stakeholders and tailoring communication strategies to stakeholder needs(Jabri & Jabri, 2022), Hotel Belvedere maintained all parties informed, involved, and supportive of the initiatives. This inclusive approach enhanced buy-in and promoted a collaborative environment favourable to successful change implementation (Freeman, 1984).
The development of a strategic plan, informed by the TOWS analysis, aligned the hotel’s strengths with opportunities while addressing weaknesses and mitigating threats( (Bryson, 2003; Daft, 2013). This strategic alignment was critical for leveraging competitive advantages and enhancing overall performance (Weihrich, 1982).
Measuring performance through carefully selected KPIs allowed ongoing evaluation and adjustment of strategies. The data-driven approach ensured that the hotel remains responsive to both internal and external factors, and relevant in a dynamic market (Evans, 2015).
Changes were implemented responsibly and sustainably maintaining the ethical standards that safeguard trust among stakeholders and contribute to positive organisational culture (Carroll & Buchholtz, 2014).
The action plan provided a clear and practical roadmap, with defined responsibilities and timelines, facilitating effective execution. Continuous monitoring and adaptation allowed the hotel to sustain improvements and capitalise on emerging opportunities.
Hotel Belvedere’s commitment to embracing change and investing in its people and processes positions it for long-term success. The consultancy is confident that the hotel will achieve its objectives and set a benchmark for service excellence in the industry.
In conclusion, successfully implementing the recommended changes enhanced guest satisfaction significantly, improving operational efficiency, and employee engagement at Hotel Belvedere. The hotel has now a  strengthen reputation in the highly competitive Cluj’s hospitality market with modernising facilities, quality service and culture that nurture excelence.
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