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[bookmark: _Toc201161278]Executive Summary
ProFix Hospitality Consulting created this report to analyse major operational difficulties at the Hilton London Metropole which stands as a Hilton brand flagship hotel situated in central London. Following an increase of adverse guest feedback the report presents significant findings and analysis along with actionable recommendations meant to boost guest experience while enhancing operational efficiency and future market standing.
[bookmark: _Toc201161279]Key Issues Identified
The examination of 200 recent online guest reviews found three main issues that repeatedly affected both service quality and reputation.
Room cleanliness: Room cleanliness issues were reported in 38% of reviews which noted dusty furnishings alongside stained linens and bathrooms that lacked proper hygiene, according to Kimola (2024).
Visible wear and tear: 27% of guests mentioned damaged furniture, peeling wallpaper, and worn aesthetics (Tripadvisor, 2024).
Faulty in-room equipment: 22% reported issues with air conditioning, kettles, fridges, and lighting (Booking.com, 2025).
These patterns indicate systemic weaknesses in housekeeping, maintenance routines, and internal communication. Guest dissatisfaction has had a measurable impact on the hotel's reputation and is likely to affect repeat bookings and revenue streams if not addressed (Chen and Lei, 2024).
[bookmark: _Toc201161280]Diagnostic Tools Used
To fully understand the root causes and environmental context of the issues, a series of business and hospitality frameworks were applied:
5 Whys Method: Used to trace cleanliness and maintenance problems back to insufficient training, poor scheduling, low staff morale, and an outdated inventory system  (Ciecińska, 2024).
SWOT Analysis: Highlighted strong location and brand value but exposed internal weaknesses such as outdated facilities and post-Brexit staffing challenges (UKHospitality, 2024).
STEEPLED Framework: Identified wider environmental influences, including rising guest expectations, economic pressures, legal compliance demands, and sustainability trends (CIPS, 2025).
TOWS Matrix: Transformed weaknesses and threats into targetted strategies (Hattangadi, 2023). 
These tools aided the analysis of both internal functions and external pressures, forming a framework for strategic recommendations. The TOWS matrix also helped transform operational weaknesses (such as outdated facilities and unreliable service) into viable solutions (such as renovation programmes, green certifications, and staff training).
[bookmark: _Toc201161281]Key Findings
The investigation revealed that guest complaints stem from fundamental structural inefficiencies rather than isolated occurrences. The following critical findings emerged:
· Understaffing along with inadequate supervision and poor employee involvement creates conditions that lead to inconsistent housekeeping practices according to Hidajat and Mansur (2024).
· Preventive maintenance is absent. The existing operational system depends on reactive repairs which results in equipment failures and guest discomfort according to O'Neill (2023).
· Interdepartmental communication failures lead to delayed problem resolution which undermines service delivery and reduces both guest experience quality and online satisfaction ratings (Hidajat & Mansur, 2024).
· High staff turnover exists alongside minimal training and motivational program investments according to Dalvi et al., (2023). When employees lack engagement they contribute to service delivery inconsistencies because disengaged staff members often underperform and exit their positions. Burnout among employees leads to reduced customer satisfaction in high-pressure hospitality settings (Sandy, 2025).
· The pandemic has transformed guest expectations who now prioritize higher hygiene and sustainability standards when selecting their accommodations (Singh et al., 2023; Thongmun et al., 2025).
The gathered insights demonstrate an immediate necessity for operational changes that address both strategic approaches and cultural dynamics within the hotel sector.
[bookmark: _Toc201161282]Strategic Recommendations 
The following key actions result from our analysis:
1. Implement a Predictive Maintenance Programme Implement a Computerised Maintenance Management System (CMMS) which will help track asset health and minimize downtime while improving departmental communication (Ndhlovu et al., 2024).
2. Revise Housekeeping Standards and Training
Start a structured quality assurance protocol that includes training workshops and 360-degree evaluations along with motivational reward schemes (Dalvi et al., 2023).
3. Staffing and Scheduling Improvements
Shift planning should be optimised through occupancy trend analysis while performance recognition must be linked to results and staff shortages should be addressed by outsourcing or improved recruitment methods (UKHospitality, 2024).
4. Room Refurbishment and Equipment Upgrade 
Execute stage-wise renovations by targeting rooms with the highest levels of deterioration first. Substitute broken appliances with sustainable options that save energy (Greenpearls, 2024).
5. Change Management Strategy 
Implement Lewin’s 3-Stage Change Model to achieve employee acceptance and lower opposition while establishing new standards in everyday operations (Bartosova et al., 2023).
6. Stakeholder Engagement Plan
Stakeholder mapping provides an essential framework for timely and transparent communication with important actors at both operational and strategic levels (Amado and Machado, 2023).
7. Performance Monitoring and KPIs
Employ a Balanced Scorecard framework to assess organizational achievements in financial performance alongside customer satisfaction, operational efficiency, and staff development (Elmetwaly et al., 2022; Madsen, 2025).
[bookmark: _Toc201161283]Expected Benefits
Effective execution of the proposed strategy will generate sustainable progress alongside quantifiable benefits.
• Guest satisfaction levels and online reviews will improve especially regarding cleanliness, comfort, and service quality (Fan et al., 2022).
• Reduced equipment downtime and fewer guest complaints.
• Improved staff engagement, morale, and retention. 
• Enhanced operational resilience through digital monitoring tools. 
An improved brand image resulted in increased repeat bookings and higher revenue according to Hilton's 2025b report.
[bookmark: _Toc201161284]Estimated Costs and Timelines
Implementation support comes from a prepared action plan and financial breakdown. Highlights include: 
• Room renovation: £3,000/room 
• New equipment: £800/room 
• Staff training and quality audits: £10,000 
• CMMS setup: £5,000 
• Timeline: 2–12 months, with flexible implementation phases
[bookmark: _Toc201161285]Conclusion
Despite being a key player in London’s hospitality market Hilton London Metropole faces brand image and competitive threats due to persistent guest issues. The consultancy report delivers a practical recovery and growth plan based on data that ensures operational excellence meets current guest expectations. The hotel will set new industry standards for quality and service in London by adopting the suggested improvements.

[bookmark: _Toc201161286]Introduction
Hilton London Metropole has requested the support of our firm, ProFix Hospitality Consulting, to investigate and resolve ongoing guest experience issues. In recent months, the hotel has received a growing number of negative reviews across multiple public platforms, including TripAdvisor, Booking.com, and Google Reviews. The most frequently cited concerns relate to the condition of rooms, inconsistent cleanliness standards, and faulty in-room equipment (Kimola, 2024). Guests have described instances of damaged furniture, peeling plaster, musty odours, and bathrooms that fail to meet expected hygiene standards. The presence of faulty air conditioning units together with broken mini-fridges and old electrical fixtures leads to increased dissatisfaction among guests. The ongoing problems indicate not only execution failures but also fundamental flaws within maintenance systems alongside housekeeping and departmental communication functions.
Hilton London Metropole enjoys a leading status among London's hotels due to its size and well-established recognition. The hotel's proximity to Hyde Park and Paddington Station enables access to superior transport connections while providing direct access to Heathrow Airport through the Heathrow Express (Hilton, 2025a). The hotel features more than 1,096 guest rooms which allows it to accomodate over 3,000 guests and serves business travellers, tourists, families as well as people attending events (HDR, 2025; Marble-arch, 2025). The hotel features spacious conference and event spaces as well as numerous restaurants and fitness amenities while also offering digital conveniences such as Wi-Fi access, mobile check-in options and smartphone-enabled room control through the Hilton Honors app (Hotel Designs, 2025). As a premier Hilton property worldwide the hotel must deliver superior service standards to ensure excellent guest experiences. Operational flaws that risk damaging the hotel's reputation require immediate and precise resolution (Hilton, 2025b).
ProFix Hospitality Consulting offers more than ten years of expertise in resolving industry-specific performance issues in the hotel sector. Since its founding in 2014 our firm has delivered practical data-driven solutions to diverse hotel clients throughout Europe based on their distinct operational environments. We base our consultancy approach on agile methods while maintaining transparency and delivering strategic insights. Our expertise enables us to pinpoint performance issues at their core while delivering realistic and actionable recommendations to boost efficiency and staff engagement and increase guest satisfaction. We deliver operational diagnostics, strategic planning, change management, and quality assurance services which leverage our deep grasp of existing market trends and changing guest demands.
In the case of Hilton London Metropole, our consultancy approach begins with a thorough internal and external analysis to fully understand the nature and context of the problems raised. A STEEPLED analysis is conducted to assess macro-environmental influences such as economic pressures, post-Brexit staffing changes, environmental expectations, and regulatory trends (Lavrenenko et al., 2024). We assess the hotel's internal dynamics and strategic positioning through a SWOT analysis which pinpoints its fundamental strengths and weaknesses along with external market challenges and prospects (Kumar and Praveena, 2023). The TOWS matrix helps us convert diagnosed weaknesses into strategic responses according to Hattangadi (2023). We implement the 5 Whys method to identify fundamental causes of top guest complaints. This tool excels at distinguishing simple problems from fundamental operational inefficiencies that include issues with staff training consistency and equipment maintenance planning.
Applying these carefully chosen frameworks, this consultancy report aims to provide Hilton London Metropole with not just a list of issues, but a strategic direction for lasting improvement. Leveraging data-driven insights, practical recommendations, and change management planning, our goal is to help the hotel restore its reputation, surpass guest expectations, and maintain a competitive edge in the London hospitality market.


[bookmark: _Toc201161287]Analysis
At the request of the management of the Hilton London Metropole, and based on the negative guest complaints provided to us (see Appendix), this consultancy has identified a series of ongoing issues that have negatively impacted the guest experience in recent months. These concerns primarily relate to the physical condition of rooms, inadequate cleanliness, and malfunctioning in-room equipment. The consistency and frequency of these complaints indicate that they are not isolated incidents but rather systemic problems that require immediate attention. The nature and persistence of these shortcomings suggest a deviation from the expected brand standards of a Hilton hotel, which prioritise consistent cleanliness, operational functionality, and overall guest comfort (Hilton, 2025b).:
Room condition: Although approximately 596 rooms have recently undergone renovation works, which is a positive step toward modernisation (JRP, 2024), a significant portion of the remaining guest rooms still exhibit visible signs of wear and deterioration. In particular, the older rooms contain furniture that shows damage such as scratched surfaces, worn upholstery, and chipped finishes. Guest reviews have constantly pointed out these problems which show ongoing worries about the hotel's maintenance state (Kimola, 2024). The degradation of interior spaces reduces visual appeal and negatively alters guests' views on hotel value and comfort levels.
Cleanliness of the rooms: A number of guests complained about housekeeping ignoring rooms throughout daytime hours leading to hygiene issues such as dusty curtains and musty smells together with bathrooms that remained unclean (Kimola, 2024; Patiar and Wang, 2020).
Amenities: Online reviews repeatedly identified operational issues with air conditioning units, fans, and mini-fridges in rooms that negatively impacted guest comfort (Kimola, 2024; Tsai et al., 2021).
[image: ]
[bookmark: _Toc200352858]Figure 1.: Incidence rate of the problems
(Source: own elaboration, ProFix)
The business team used the 5 Whys technique to identify the underlying reasons for these repeated complaints. The diagnostic approach requires users to ask "why" repeatedly until they discover the basic cause of an issue. For example: 
Why were guests dissatisfied?: Because the rooms were not cleaned. 
Why were the rooms not cleaned? Because the housekeeping staff were understaffed. 
Why were they understaffed?: Because of poor scheduling and high turnover. 
Why is turnover high?: Because of lack of training and job satisfaction.
Why is satisfaction low?: Because of limited recognition and unclear responsibilities.
This method revealed deeper operational and managerial weaknesses, which are addressed in the recommendations section.
Each serious incident has a direct impact on the daily operations, the guests’ experiences, the hotel’s reputation (Kumar and Maidullah, 2022). In each case, the reasons for the guests’ dissatisfaction are serious difficulties with their accommodation, the condition, cleanliness, and amenities of the rooms. Their service causes them discomfort (Singgalen, 2024).
Competition between hotels in London is fierce, also the city itself is a popular destination for many guests. Dissatisfied guests can easily look for new, more attractive options (Alaa-Eldeen et al., 2023).
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[bookmark: _Toc200352859]Figure 2.: Hotels in London near Hilton London Metropole
(Source: Google Map, 2025)
The 5 Whys method, which is now being presented for the Hilton London Metropole, aims not only to examine the aforementioned problems superficially, but to uncover their real roots along cause-and-effect chains (Ciecińska, 2023). The deteriorating condition of the rooms is not only due to lack of maintenance, but also the lack of a long-term maintenance strategy. The renovations were only partial and not all rooms were included in the plan. This strategic deficiency resulted in guests leaving with negative feelings, having bad experiences, which were eventually shared on the internet, thus making other potential guests aware of the problem and the current conditions. The end result of this is that other concepts will be transferred to competitors in the future. They will transfer their future bookings to other hotels that offer better quality and service standards (Chen and Lei, 2024). In the long term, this will further result in a decrease in revenue and a deterioration in reputation. The three main problems revealed by the 5 Whys method are closely related, and it is recommended to trace the issue back to a shared root – the condition of the rooms:
· Maintenance strategy gaps: Despite previous renovations, the hotel did not pay enough attention to the continuous preservation of the building. Several rooms have remained unchanged for years, without repairs (Tripadvisor, 2024). The furniture is worn out, the plaster is peeling in several places, but in such a way that the rooms were and are in continuous use today. The maintenance strategy was not conscious; it did not cover all rooms. As a solution, we recommend a gradual renovation program. During the renovation programme, it is advisable to begin with the rooms that received the worst ratings; a maintenance plan in a sustainable way is necessary with pre-planned cycles (Greenpearls, 2024).
· Housekeeping inefficiencies: Several factors contribute to poor cleanliness including insufficient cleaning equipment and inadequate staff numbers which along with poor scheduling and low motivation lead to this problem. Negative guest experiences frequently occur when cleaning staff show low commitment and receive insufficient professional training. Operational shortcomings affect how guests perceive service quality which in turn damages the hotel's reputation according to Jones & Lockwood (2023). Our solution involves expanding the cleaning staff team, refining shift schedules with particular attention to morning and afternoon periods and enhancing guest service quality through comprehensive organisational training (Hidajat and Mansur, 2024). We recommend measuring the results of training with a 360-degree evaluation, as this allows managers, colleagues, and guests to validate feedback (Dalvi et al., 2023). We also recommend weekly cleanliness audits, guest satisfaction questionnaires, and regular equipment inventories to immediately replace equipment deficiencies (FHA, 2024).
· Outdated room equipment: Non-functioning refrigerators, fans, air conditioners are part of the standard equipment of the rooms. Their improper operation causes discomfort and inconvenience for guests. The equipment in the rooms currently does not keep up with the basic expectations of guests. In addition to the condition of the rooms, the quality of the equipment is also of a low standard. When making purchases, it is important to take into account sustainability aspects, such as energy-efficient devices, LED lighting or intelligent systems (Singh et al., 2024).
The 5 Whys method was utilized to determine root causes of operational problems. This diagnostic tool uncovers a problem's root cause by continuous questioning starting with "why" as shown in how guest complaints about room quality often lead to staffing shortages or unclear responsibilities.
Internal problem resolution must be paired with additional strategies to achieve long-term progress. A STEEPLED analysis was conducted to evaluate the business environment beyond internal issues. The framework provides an approach to evaluate external influences including social, technological, economic, environmental, political, legal, ethical, and demographic factors that affect hotel operations (CIPS, 2025).
[bookmark: _Toc200352862]

Table 1.: STEEPLED analysis
		STEEPLED analysis

	Social: In today's world, cleanliness and comfortable accommodations are the most important factors that travellers consider before choosing destination. They do not choose hotels that do not meet the minimum level of services, such as cleanliness and amenities. Many people make their decisions based on recommendations from online platforms (Singh et al., 2023).

	Technological: Hotels (as Hilton London Metropole does), should provide latest technological developments, such as smartphone entry, automatic room service systems, energy-saving solutions. Nowadays, almost everyone uses a smartphone. Digital, smart solutions must be present in the booking, check-in, but also during the time spent in the hotel, because they serve the comfort and thus satisfaction of guests.

	Economic: Inflation and operating costs, such as energy prices, cleaning services, maintenance, put pressure on the hotel budget. In a situation characterised by high inflation or an economic downturn, demand can be expected to decrease. The aftereffects of Brexit must still be reckoned with in these years (Makos, 2024). Revenue fluctuations can be assessed and considered since inadequate capacity planning can also negatively affect the hotel. The presence of competitors is also a situation that must be taken into account. In addition, the dynamic pricing policy of competitors provides an advantage for the rival (Faiqoh, et al., 2025).

	Environmental: Sustainability should be mentioned. Environmentally conscious guests prefer accommodations where the hotel operation is environmentally friendly. It is not enough for them that everything is modern and digital, they also protect the environment. Using the digital solutions must be reflected in the hotel's practice (Thongmun et al, 2025). 

	Political: The hotel’s operations are directly affected by the UK’s tourism policy and immigration system. There is a labour shortage in the post-Brexit period and this may be one of the sources of staffing problems. The use of foreign workers may be challenged by the tightening of work permits. Tax rules affect its pricing strategy and competitiveness (ReWage, 2023).

	Legal: Compliance with legislation, and in the case of Hilton, due to the property being part of an international brand, is paramount. Hilton London Metropole must ensure that all its employees can work in accordance with occupational health and safety conditions and that their data is processed in accordance with the GDPR. The hotel must also comply with consumer protection rules, safety and health regulations. An up-to-date compliance system must be established (Hilton, 2023).

	Ethical: Adherence to standards, treatment of guests should be respectful and inclusive, regardless of the guests’ origin, age or religion, and in addition, adequate wages, working conditions and professional development opportunities should be provided (Holistique, 2024).

	Demographics: The hotel serves a mixed clientele. Almost every generation need to be catered for by meeting technological expectations, such as fast Wi-Fi, digital check-in, smart TVs, VR, AR or mobile app services (Arapou and Kapiki, 2023).


(Source: own elaboration, ProFix)


[bookmark: _Toc200352863]A SWOT analysis examined both internal and external factors that influence Hilton London Metropole. The model demonstrates organisational strengths and weaknesses together with external opportunities and threats to provide a basis for future strategic decisions.


Table 2.: SWOT analysis
	SWOT analysis

	STRENGTHS
· Excellent location, in central London, with good transport (Kolupai, 2023);
· Global recognition and brand, the reliability and prestige of the brand;
· Availability of digital solutions (Knowlen, 2025);
· Wide range of services: more than 1000 rooms; restaurants, bar, conference rooms and gym (Travelocity, 2025).
	WEAKNESSES
· Outdated equipment in the rooms, old outdated, damaged furniture;
· Insufficient maintenance, e.g. peeling plaster;
· Inadequate cleaning, dusty furniture, dirty bathrooms were complained about
· Organisational problems, this could be due to a lack of manpower;
· Additional manpower problems include unskilled cleaning staff, slow reaction times, rudeness, this could indicate that staff are not receiving adequate training or support.
· The Hilton London Metropole fails to uphold its global brand strandards through its current operational shortcomings. Standards of cleanliness along with room functionality and service reliability comprise the hotel’s shortcoming. Jones and Lockwood (2023) reveal that guests of upscale hotels consider cleanliness together with functioning amenities and quick service recovery  to be fundamental expectations during their hotels stays. 

	OPPORTUNITIES
· By improving the condition of the rooms, renovating, and regularly maintaining and developing them, guest satisfaction and the number of returning guests can be increased;
· By introducing further sustainability measures and intelligent solutions, the hotel's service can be made even more attractive to conscious guests (Anwar et al., 2024);
· Loyalty program; further improvements of the Hilton Honors program
	THREATS
· Increasing economic competition; the presence of competitors, their dynamic pricing and rapidly evolving services;
· Decreasing guest satisfaction reduces reputation, revenue decreases due to loss of guests;
· The impact of online negative reviews on (TripAdvisor, Google) can cause serious reputational damage that can be difficult and take a long time to rebuild (Fan et al., 2022);
· Post-Brexit staffing challenges have significantly contributed to labour shortages across the UK hospitality sector, making it increasingly difficult to attract and retain qualified housekeeping and maintenance staff (UKHospitality, 2024). The lack of resources creates direct effects on service quality while disrupting consistency and guest satisfaction.


(Source: own elaboration, Profix)
[bookmark: _Toc200352864]

The TOWS matrix helped convert SWOT analysis findings into practical strategies. The TOWS matrix tool matches Hilton London Metropole’s internal strengths and weaknesses against external opportunities and threats to generate practical solutions (Yuan et al., 2022). The following strategic combinations were identified:


Table 3.: TOWS matrix
	TOWS matrix

	
	OPPORTUNITIES
	THREATS

	STRENGHTS
	S&O STRATEGIES:
· Use of the Hilton brand to promote renovations, actively communicate developments;
· Promote central location when introducing green developments (e.g. green urban tourism)
	S&T STRATEGIES:
· Proactive communication using the brand name in response to negative reviews;
· Introducing additional VIP services for business travellers.

	WEAKNESSES
	W&O STRATEGIES:
· Apply for government -  backed green funding to accelerate renovation of outdated rooms and facilities, ensuring both aesthetic upgrades and sustainability improvements;
· Pursue green certifications (e.g. Green Key) and use them it marketing campaigns to attract eco-conscious travellers and differentiate the hotel in a competitive market.
	W&T STRATEGIES:
· Perform an exhaustive audit of existing cleaning and maintenance operations to then realign task assignments and establish clear SOPs. You should test outsourced support services while maintaining strict performance KPIs.
· Mandatory training sessions will be provided to staff on operational standards and service recovery techniques as well as guest communication skills and performance reviews will occur quarterly to monitor progress.


(Source: own elaboration, ProFix)
The strategic combinations identified in the TOWS matrix determine the recommendations presented in the next section. The W-T strategy resolves operational deficiencies by implementing maintenance restructuring alongside mandatory staff training. The hospitality sector now places emphasis on staff upskilling and retention improvement via defined roles and career development opportunities following post-Brexit labour shortages according to UKHospitality (2024). The W-O strategy facilitates the acquisition of government-supported green funding and eco-certification programs. Guest decisions among environmentally conscious travellers are significantly shaped by certifications like Green Key as demonstrated by research findings (Jones & Lockwood, 2023). The strategic initiatives support Hilton’s sustainability goals as outlined in Hilton (2025b) and simultaneously enhance its market position and service reliability with data-driven approaches.



[bookmark: _Toc201161288]Recommendations and Change Management
After presenting the roots of the problems and the external and internal factors of the Hilton London Metropole hotel, it became clear that the operation requires urgent intervention in more areas. We recommend implementing changes using structured models. In the case of Hilton London Metropole, it is also recommended to ensure that the practical implementation aligns with the strategy, the structure of the organisation, the operating principles, and stakeholder expectations. These are inherently complex tasks. To ensure alignment across all organisational elements during change, the McKinsey 7S model was applied. It analyses seven interdependent dimensions - strategy, structure, systems, shared values, style, staff, and skills - to guide holistic and effective transformation. The dimensions are as follows (Keček et al., 2023).
1. Structure: The organisational structure of both the housekeeping and maintenance departments requires clarification and better delineation of roles. A streamlined reporting structure and clearly defined responsibilities will improve coordination and reduce response delays to guest needs. These changes are essential to support efficient operations and ensure accountability in service delivery. The responsibilities of housekeeping and maintenance managers should be documented in a separate manual, covering all areas of responsibility from daily operational tasks to quality assurance feedback.
2. Strategy: A revised strategic focus should aim to enhance overall guest satisfaction through proactive service delivery. This includes integrating feedback mechanisms to track room condition, service speed, and staff responsiveness. Strategy should not merely react to complaints but establish predictive systems that prevent common issues such as inconsistent cleaning and equipment breakdowns. The primary goal is to have as many guests as possible and have them leave with positive experiences and opinions. To this end, the strategy should define Balanced Scorecards and relevant Key Performance Indicators to measure guest satisfaction. For example, weekly Net Promoter Score (NPS) reports should be introduced. The strategy includes the ESG issues and aspects that have been discussed several times before.
3. Systems: It is recommended to align operational systems for facility management and housekeeping using a centralised digital platform, enabling faster reporting and resolution of service issues. Implementing a Computerised Maintenance Management System (CMMS) can support automation of maintenance tracking, optimise cleaning schedules, and reduce downtime caused by equipment faults (O’Neill, 2023). Weekly audits and digital reporting protocols can improve transparency and provide data for real-time decision-making, allowing managers to monitor performance trends, identify high-frequency issues, and allocate resources more effectively (Ndhlovu et al., 2024). These upgrades also contribute to sustainability goals and enhance operational resilience.
4. Shared values: First of all, the quality values ​​of the Hilton brand need to be incorporated into the daily work and thinking of employees through the organisational culture. In order to strengthen the Hilton brand values, it would be advisable to introduce a monthly internal value-based recognition system, where employees can also nominate each other for exemplary behaviour. Strengthening shared values ​​can be done through campaigns, because they can have a visual and emotional impact on employees.
5. Style: In order to enforce shared values, managers should also be supportive. Managerial communication is recommended to be open, cooperative, and provide feedback. The management style should be developed; for this it is recommended to organise regular coaching sessions. With the help of internal coaching programs, you could also better understand each other's work style and align your goals with each other. Here, at the moment, the service-oriented management attitude should be developed in particular.
6. Staff: Motivation and commitment can be achieved through training and new selection criteria. It is recommended that employees are well prepared and guest-focused (Shahril and Aziz, 2022). The new selection system would include guest experience simulation interviews as a practical exercise. This would allow for the assessment and evaluation of behaviour in real situations. To reduce turnover, it is advisable to offer career planning opportunities to employees, such as internal advancement programs.
7. Skills: We can mention the development of practical knowledge here (e.g. green cleaning, use of digital tools), but soft skills should also be enhanced (communication, problem solving). Employees should have mandatory, practice-oriented workshops every quarter. These workshops would allow for the development of soft skills through real hotel situations (Sandy, 2025). The results of developing soft skills should be evaluated at an individual level and it would be worth linking them to individual development plans.
The 7S listed ensures that the proposed measures and changes fit at the organisational level for Hilton London Metropole. 
Combining the suggestions developed above will ensure that Hilton London Metropole does not just achieve apparent improvement, but actually undergoes sustainable, effective and successful change in the long term. We have primarily discussed the main tasks and solutions, but of course it is necessary to identify all the people involved, because it really depends on the stakeholders and their cooperation how this can be achieved. The success of the overall change process also depends on the fact that the various actors involved in the change and processes receive information in a timely manner and that this is transparent to them, whether it is about development plans, action options, expected results and expected impacts. This requires a detailed communication schedule from management, but also the precise identification of all actors involved. Thus, in the Stakeholder Mapping, we create a grouping of stakeholders (Amado and Machado, 2023), based on which we consider their importance and influence as the determining factor in the grouping (Styk and Bogacz, 2022).
· High influence – high involvement: The appointed project managers, such as housekeeping and maintenance managers – they are present on a daily basis, participate, manage, and make decisions. They are the ones most responsible for implementing the change, so they are encouraged to be engaged early in understanding the need for the changes. We recommend holding regular status meetings with them, where they can also provide feedback on the implementation process.
· High influence – low involvement: owner, hotel management – ​​they have an interest in everything working properly, but they do not lead the operational processes, they are responsible for the long-term strategy. For them, return on investment is important, so they should be informed about the impact of developments through strategic indicators and regular reports. Transparent financial and performance indicators are needed to maintain their trust.
· Low influence – high involvement: Maids, maintenance workers, they need training and encouragement. They are directly implementing the changes, so their motivation and participation are very important. In addition to training, it is worth involving them in the development of solution proposals to become more committed.
· Low influence – low involvement: possible support staff who can support the implementation, but are not directly involved in the cleaning and maintenance work. They can mainly provide administrative, logistical or IT support. Their direct influence is low, but proper information and support from them is a great help for smooth implementation.
[image: ]
[bookmark: _Toc200352860]Figure 3.: Stakeholder mapping
(Source: own elaboration, ProFix)
The division of the groups is therefore presented during the solution of the problems, but the presence, behaviour, and encouragement of all stakeholders are important so that these goals can be achieved together, their active participation and cooperation are necessary.
Of course, not all employees can accept changes in the same way, and some may resist. The tasks of change management include resolving organizational resistance, management of reaction and achieving acceptance. 
To support behavioural change and minimise resistance within the organisation, Lewin’s 3-stage model was applied. This change management framework consists of three phases: “unfreezing” the current behaviours, “changing” by introducing new practices, and “refreezing” to stabilise and embed the new ways of working. In this context, the model helps Hilton London Metropole transition toward a more consistent and service-oriented operational culture (Majka, 2024). In the unfreeze stage, hotel employees are encouraged to step away from their usual operations. It is important that management is clearly informed about the current problems - not just through instructions, but through messaging that helps them view change as a strategic goal (Somera and Petrova, 2024). This can be in the form of an internal forum, personal discussions. We should pay attention to the emotional involvement of the employees, so it is worth supporting the reasons for the changes with personal examples and guest complaints. The role of managers is also very important here; they are advised to support the need for change with authentic communication. This is followed by the actual change, i.e. new working methods and rules, such as cleaning protocols and policy, redistribution of tasks, training (Ko et al., 2024). This can be done with the help of thematic trainings and mentoring programs. It is advisable to implement changes in small steps, as this allows for quick correction of errors. Starting with pilot departments and expanding later is a recommended approach. Finally, it is recommended that the new business model is embedded by standardising the new operating methods - such as through the introduction of formal operating procedures (Bartosova et al., 2023). As a final step in the process, it is strongly recommended to formally document and regularly evaluate the new operating principles. Introducing internal audits will help ensure compliance with the new standards and support the ongoing success of the change.
Changes can only be successful if communication is excellent and employees understand and support the goals (Zinn et al., 2024). These can all be provided through internal workshops, briefings, and feedback opportunities, and in this case, it is also advisable to use the 360-degree evaluation system. During the 360-degree assessment, managers, colleagues, subordinates and even guests can also provide evaluations, so we can get a complex, complete picture of performance. Before introducing the system, it is advisable to organise training sessions to ensure participants understand how to give constructive feedback. To maintain trust, assessments are recommended to remain anonymous. The results of the system should also be used to prepare development plans, and this will ensure that the achieved change will be supported at both the organisational and individual levels in the future. Without these feedbacks and evaluations, neither employees nor management can be aware of how well someone is performing. 360-degree feedback is fairer than the traditional methods and approaches (Mind Tools, 2025).
The proposed strategies and interventions aim to eliminate problems, which will enable competitive operation in the long term. It is advisable to monitor changes with Balance Scorecards that is a strategic management framework along four perspectives (Madsen, 2025):
1. Financial benefits: if the rooms are tidy, clean, and well-equipped, guests return, bookings and revenue increase. Our proposal for measurement:
· Booking rate and occupancy
· Reduced compensation costs (e.g. due to complaint handling)
· Stable cash flow, ROI (Pavlenko, 2024)

2. Customer benefits: improved guest experience
· Increasing scores on Tripadvisor, Booking.com
· Returning guest rate
· Strengthening brand loyalty (measured through Hilton Honors)

3. Internal processes: achieving more efficient operations
· Faster response time to defect reports
· Reduced maintenance cycle time

4. Learning and development: for the benefit of employees
· Employee satisfaction
· Fluctuation
· Task-, contextual-, adaptive performance (Elmetwaly et al., 2022).
As with all changes, there are costs, so the table following summarizes the costs and metrics associated with the proposed changes. The measures aim to improve service levels and guest satisfaction, all while improving operations. Our realistic cost estimate is a guide for management on the financial implications of the improvements; the costs of the tasks can thus be planned and scheduled in advance (Berg et al., 2025).

[bookmark: _Toc200352865]Table 4.: Cost and measurements
	COST AND MEASUREMENTS

	MEASUREMENTS
	ESTIMATED COST/ROOM
	COMMENTS

	Room renovation (painting, furniture replacement)
	£3,000
	Over 12 months

	Purchase of new equipment
	£800
	Refrigeration, air conditioning, electronics

	Extension of cleaning contract
	£50,000/Year
	Outsourcing

	Training program
	£500 / person
	For 20 people

	Monitoring and audit system

	£5,000
	System development

	Total
	
	Flexibly scheduled


(Source: own elaboration, ProFix)


[bookmark: _Toc201161289]Action Plan
To implement the selected changes, we recommend the following action plan, which breaks down the problem into its elements, includes the solution, expected results, timeframe, completion date and planned costs. The action plan helps to implement the planned organisational changes (Rousseau and ten Have, 2022).
[bookmark: _Toc200352866]Table 5.: Action plan for the changes 
	No
	Problem
	Solution
	Desired outcome
	Time scale
	Completion data
	Planned budget

	1
	Poor physical condition of rooms
	Phased room renovation: painting, furniture replacement, covering repair
	Increasing guest satisfaction, positive reviews
	12 months
	May 2026
	£300,000

	2
	Outdated and non-working devices, equipment
	Complete technical survey, scrapping, purchase of new equipment
	Functional amenities in every room, improved comfort, guest satisfaction
	6 months
	November 2025
	£80,000

	3
	Lack of cleanliness
	Increasing the number of cleaners, employees (outsourcing) introducing training and weekly audits
	Achieving hygiene standards, adequate shift staffing, and reducing the number of complaints
	2 months
	July 2025
	£50,000

	4
	Undertrained staff, lack of motivation
	Internal training program, rethinking organizational culture, introduction of 360° feedback system
	Committed employees, better work atmosphere, guest-centric attitude
	4 months
	September 2025
	£10,000

	5
	Lack of control and quality assurance
	Development of a monitoring system, use of digital audit logs
	Regulated operation, transparency, sustainable development
	2 months
	July 2025
	£5,000


(Source: own elaboration, ProFix)
For the Hilton London Metropole hotel, we offer a solution to solve the problems with the action plan. The physical condition of the rooms, outdated equipment, lack of cleanliness, untrained staff and weak quality assurance. All these areas require urgent action and it is recommended that suitable leaders are appointed to oversee implementation, team management and control. The duration of the measures is between 2 and 12 months. Phased implementation provides the opportunity to continue operations smoothly, costs are gradually allocated to tasks, while the hotel is able to achieve sustainable and measurable improvement (Richard, 2024).
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[bookmark: _Toc200352861]Figure 4.: Gantt diagram
(Source: own elaboration, Profix)
The planned steps will increase guest satisfaction and help the Hilton brand restore its reputation despite recent negative reviews. Advertising and promoting the improvements will be an additional positive for guests, as they will appreciate that the hotel is taking immediate action to address complaints, which will all serve the convenience of guests in the future.

[bookmark: _Toc201161290]Conclusion
The Hilton London Metropole hotel asked our company ProFix Hospitality Consulting to prepare a consultancy report, the aim of which was to analyse the problems affecting the hotel in the recent period and to come up with solutions. The problems were the repeated occurrence of negative events directly affecting the hotel's operations in the form of guest reviews. The analyses presented in the report, the 5 Whys, STEEPLED, SWOT and TOWS analyses, McKinsey 7s, and Stakeholder mapping, allowed us to assess the external and internal factors affecting the hotel and to examine the problems in more depth, and to develop specific proposed measures and methods that would enable us to solve the problems. Our diagnosis was clear, the current physical and aesthetic condition of some rooms, their cleanliness, and the unusability of the available facilities provided such serious negative experiences and experiences for the guests that the negative direction of guest satisfaction has already appeared on online platforms, qualifying the hotel's service rating.
Our report, based on the online feedback and attached photos, concluded that unfortunately the existing problems are present, relevant and require immediate action, because in the long term, guests will turn away from the hotel due to the negative reputation, this will generate less revenue and its overall operational and financial performance will be at risk. Especially as a member of the Hilton chain, this is unacceptable under any circumstances.
During the report, the ProFix consulting team accurately identified the problems and their causes, and we also prepared a concrete, measurable and feasible solution plan, which, although we are suggestions on our part, will alleviate the problems in both the short and long term. In the report, we provided a clear schedule for the tasks with cost and duration estimates within the framework of the action plan. The goal of each intervention is to make the Hilton London Metropole one of the most sought-after hotels in the London hotel market with a satisfied and returning guest base.
In addition to the proposed measures, we should also highlight the management of change at the organisational level, as we know that employees are the most important resources of the organisation. They are needed for successful change, which should be carried out in a way that is beneficial and practical for them, and accepted by everyone. We recommend Lewin’s model. We consider it important that, in addition to the proper organisation of work processes, employees also have conditions that motivate them to achieve common goals by providing better working conditions. As a means of this, we can mention their training and the introduction of ethical feedback systems so that they are as prepared as possible from a professional and personal perspective. The Lewin model provides tools to make the adaptation process easier and more effective for them, reducing their resistance and helping to permanently integrate the new operating culture.
ProFix Hospitality Consulting firmly believes that the proposed measures will provide solutions to the problems, promote innovation and long-term growth. The hotel brand will continue to build on strong foundations. We would like to thank the management of Hilton London Metropole for the trust and opportunity to ask our company to write the report. We hope that by accepting the recommendations in the report, our joint work will form the basis for cooperation in the future.
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As a travel agent | pride myself on finding the best value for my clients budget. | just received this very
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Here is a summary about Hotel Metrpole in London. On their website, it is listed as a 4 star hotel. When
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there was mold around the rim of the tub. The curtains were full of dust.
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My iron was not working and the replacement took over 1 hr to arrive. i called the reception 4 times. i was so
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cleared dally. i was very surprised to see my stained glasses of juice still there after returning from a long day.
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I stayed 3 nights with my family. However after 2nd night, they had not housekeeping. When | came back to the
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I'm not sure they can legally call this place a Hotel, roadside Motels are better than this place. The
wallpaper was peeling, the ceiling was falling off, the elevators were broken, the fridge didn't work. the
floor wasn't vacuumed, and the fan in the bathroom didn't work. | shall avoid all Hilton's from now on.
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