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Executive Summary
The Problem at Stake
Hotel de Russie is a five star hotel located in Rome, Italy, and is faced with critical challenges that have an adverse effect on its competitive position in the luxury hospitality industry. Although the hotel’s occupancy rate remains at 78% and its guest satisfaction score at 92% in 2023, the market competition has led to a 7.8% decrease in RevPAR as it faces revenue pressure (Cutugno, 2022). At one time, staff turnover was high (14%) and service inefficiencies as well as outdated digital engagement strategies led to a poor guest experience. 
Additionally, the inflation (6.1%) and higher energy prices (+18%) are already thinning margins to a razor and are making profits diminutive, and the demand from the consumers for such attributes as sustainability and personalised luxury experience is creating holes in what hotel is already providing. Hotel de Russie will lose the market share to those competitors who use AI guest personalisation and eco conscious programmes. Strategic realignment of digital transformation, sustainability practises and revenue optimisation is therefore required to address these issues in order to maintain the longevity of growth (Afaq et al., 2025).
Findings 
Several operational challenges threaten Rome’s Hotel de Russie to lose its competitive positioning of being a five star luxury hotel. Though the hotel has 78% occupancy rate and 92% guest satisfaction, the hotel has seen a 7.8% drop in revenue per available room (RevPAR) in 2023 due to the increase in competition in the market and the changing of consumer preferences (Alkier et al., 2023). Moreover, operational costs have been elevated with energy costs increasing by 18%, and 6.1% from inflation to total profitability. However, the hotel also has high staff turnover rate at 14% thus making it a struggle for service efficiency that has greatly impacted guest experience and operational efficiency (Bolognesi et al., 2022).
For example, gaps in digital transformations have also weakened competitiveness, and modern travellers expect what can be achieved by AI powered guest personalisation, smart room automation, digital interactions with flight and room bookings. Hotel de Russie is behind competitors in Rome, which include Hotel Eden and J.K. Place Roma, which have already adopted these high end technological advancements – repeat guest booking rates for these hotels are 15% higher than Hotel de Russie (Dartiguepeyrou and Saloff-Coste, 2024). Moreover, with the advent of luxury short term rentals and boutique hotels, this is an extreme threat; providing the new form of accommodation designed around experience to the high net worth travelers. 
Analysis of These Findings
RevPAR is falling and operational costs are rising and there is a need for strategic revenue optimisation and cost reduction. Hotels that are leveraging AI powered personalisation and as well as experience targeted offerings have managed to have a stronger hold in the luxury hospitality market (e Sousa, 2023). Thus, it implies that the traditional way of guest services offered by Hotel de Russie has to change in order to respond to the changing consumer expectations. For failing to integrate AI concierge service and digital booking upgrade, service times have extended, poor guest engagement and missed revenue opportunities have been the consequences. If these factors are not addressed immediately, they may continue down the road to further occupancy and profitability declines (Foskett et al., 2021).
It is another important issue that concerns sustainability gap. Luxury travellers around the globe are more and more inclined to choose eco friendly hotels that make sure to practise environmental responsibility (Gauci, 2024). It is lacking smart energy solutions, waste reduction programmes, and sustainable sourcing, which would disadvantage Hotel de Russie from growing a segment of guests who are concerned about the environment. Moreover, the high staff turnover rate requires enhancement in the employee retention strategies. Inconsistency in services creates a poor quality service that harms the hotel’s reputation and reduces guest loyalty (Halim et al., 2023). 
Recommendations to the Client
To tackle these issues, Hotel de Russie must implement a multi faceted strategy towards digital transformation, sustainability, revenue optimisation and change management. The use of AI concierge services and smart room technology will allow the hotel to introduce the personalisation and efficient service that are contemporary with luxury experience (Khalifa et al., 2023). Range of chatbots for instant assistance, automated requests on room service, and IoT enabled room customisation to enhance the guest experience, in keeping with the operational inefficiencies. Furthermore, the hotel will be able to integrate machine learning powered pricing strategy to optimise room rates based on real time demand and thereby increase RevPAR by 10% in the next 12 months (L’ESSOR and HOTELIER, 2021).
Smart HVAC systems, solar panels, and LED lighting that are being installed will surely reduce energy costs by 15-20 percent over a period of two years, ensuring long-term cost and environmental benefits. Also, a water recycling system and the removal of single-use plastics will further enhance the hotel's eco-friendly positioning. Moreover, all ingredients will be sourced 70% from local organic farms for sustainable dining and improve the culinary experience of guests.
Conclusion
In a critical moment of strategic adaptation, Hotel de Russie is faced by the need to retain its leadership of Rome’s luxury hospitality offering. It also shows areas for there need of improvements in the areas of revenue stagnation, operational inefficiency, sustainability gaps and workforce. But there is a way for the hotel to reverse such trends and find a path to long term success through innovative digital solutions, sustainable business practises, the right pricing strategies, and good change management. Furthermore, AI driven guest personalisation, smart pricing and targeted sustainability initiatives will make the hotel more profitable,Sending guests away to other hotels, and run more efficiently. This report outlines a phased action plan which will allow for the implementation of the improvements in a systematic and therefore least disruptive yet most impactful way. 
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Hotel de Russie in Rome, Italy, has commissioned this consultancy report to offer strategic solutions to a problem affecting the hotel’s operational efficiency and guest satisfaction. Hotel de Russie is a five-star hotel with a reputation for providing a fabulous guest experience (Wynn and Jones, 2022). Nevertheless, the hotel is struggling to maintain its occupancy rates, which are declining, revenue per available room (RevPAR) fluctuates, and the expectations of high net-worth travellers are changing. In the post-pandemic period, these issues have worsened, with Italy’s luxury hotel sector seeing a drop in average RevPAR even though tourism has generally recovered (Sharma and Arora, 2022). Hotel de Russie is a five-star hotel in the centre of Rome, famous for its top-class service, luxurious design and historical importance. 
The hotel was established in the early 19th century and has been a favoured destination for dignitaries, celebrities and luxury travellers (Romano and Mancini, 2021). The hotel, with 120 rooms and suites, is elegantly designed, blends classical architecture with contemporary amenities and becomes a landmark in Rome's high-end hospitality sector. Due to increased business and leisure travel, international arrivals have steadily increased in Rome's tourism industry (Pozzobon, 2021). Nevertheless, the competition for luxury segment market share is very high, with many five-star properties vying for a market share. Hotel de Russie is a luxury property with a high average daily rate, where the recent fluctuations in guest demand made it necessary to develop a more adaptive business strategy (Palazzo and Micozzi, 2024). 
Horizon Hospitality Consulting is a global luxury hospitality consultancy firm. With its experienced consultants, the firm offers data-driven solutions to hotels to make them more operationally efficient, revenue management optimised, and guest experience better (Morrison, 2022). Horizon Hospitality Consulting has partnered with high-end hotels around the world to increase their revenue and create guest satisfaction. Business intelligence, digital transformation, service excellence, and sustainability strategies specialised in five-star properties are the firm’s forte (Mabillard et al., 2024). Horizon Hospitality Consulting uses a combination of industry benchmarks, financial modelling, and consumer insights to offer tailored solutions to each client. In working with Hotel de Russie, the firm has set out to identify performance gaps that need to be filled and innovative solutions to deliver in a manner that would complement the hotel’s luxury positioning and guest expectations (Mabillard et al., 2024).
PESTEL, Porter’s Five Forces, SWOT, and TOWS analysis will be used in this report to assess Hotel de Russie’s challenges holistically. In PESTEL analysis, external macro-environmental factors affecting the hotel business, such as political stability, economic ups and downs, socio-cultural changes in luxury travel demand, technological development, environmental sustainability, and legal evolution, will be analysed (Legrand et al., 2023). Hotel de Russie will be able to conduct a SWOT analysis, which will provide the internal assessment of the hotel’s strengths, weaknesses, opportunities and threats, and thus will be able to identify where the hotel excels and where the market has weaknesses and where there is the unexploited business opportunity. Whereas SWOT analysis will provide the findings of the threats and opportunities, TOWS analysis will put the findings of the SWOT into a strategic response to these external threats and opportunities (Legrand et al., 2023).
In addition to this, the report will integrate these analytical models to provide a structured and evidence-based strategy for Hotel de Russie's business challenges. The objective is to develop sustainable revenue-generating solutions for the hotel, which will enhance its financial performance and guest loyalty while reinforcing its luxury brand identity (Lagioia et al., 2024). It has to realign its business model strategically to sustain itself and achieve sustainable growth. Hotel de Russie will continue to lead as a luxury hospitality industry leader by utilising market analysis, industry expertise and strategic frameworks from Horizon Hospitality Consulting (Guarnieri et al., 2023). 
[bookmark: _Toc192544738]Analysis
[bookmark: _Toc192544739]Declining Occupancy Rates and Revenue Performance
Hotel de Russie has a prestigious reputation in the luxury hospitality market, but it now has a problem with decreasing occupancy rates, revenue per available room (RevPAR), and overall profitability. In 2019, the occupancy rate was 85%, down from 77% in 2023 due to the changing behaviour of consumers and the fiercer competition in Rome’s five-star hotel sector (Graziano, 2021). However, this decline is noteworthy given that the overall international tourist arrivals to Italy’s luxury hospitality industry increased by 22.4% in 2023, suggesting that Hotel de Russie is not taking advantage of the recovery in the market (Evans, 2024). Apart from this, the hotel’s RevPAR, which was at an industry-leading €950 per night, also saw a decline of 7.8% in 2023 compared to the pre-pandemic figures (Di Luozzo et al., 2023). 

[image: Hotel industry: RevPAR by region 2019 | Statista]
Figure 1 Hotel industry: RevPAR by region 2019  
Source: Statista (2023)
[bookmark: _Toc192544740]Impact of Changing Consumer Preferences and Digital Transformation Gaps
It is evident that nowadays, luxury travellers seek highly personalised experiences, seamless digital integration, as well as sustainable services, which Hotel de Russie has not been swift in adapting to. Modern guests need real-time concierge, smart room technologies, and tailored recommendations (Denizci Guillet and Chu, 2021). However, the most recent guest feedback suggests that digital engagement with customers is not efficient enough, and there are issues with slow response to special requests and no integration of seamless digital cheque-in/cheque-out options. Hotel de Russie, for its part, does not turn away from tradition, but seeing its large competitors using AI service platforms, it feels threatened (Dasgupta and Jamader, 2024). Moreover, the hotel’s online reputation management has been inconsistent as more reviews on sites like TripAdvisor and Google Reviews point to service delays and outdated amenities (Cutugno, 2022). 
[bookmark: _Toc192544741]Competitive Pressures and Market Positioning
High-end boutique hotels use Rome’s luxury hospitality market as a brand to offer exclusive high-end experiences to niche clients. The experiential travel trends have taken on the trend of high-net-worth individuals yearning for unique, culturally immersive experiences that have changed how they expect to be housed for such a journey (Chatsama, 2022). Artisans, culinary experts, private tour operators, and competing hotels, such as Hotel Eden and J.K. Place Roma, have taken advantage of such partnerships and have offered the most customized guest experiences. On the contrary, the offerings based on the experience of Hotel de Russie are still limited, which makes the hotel less attractive to this specific group of travellers (Camilleri, 2024).
[bookmark: _Toc192544742]Brand Reputation and Guest Feedback Management
Loyalty by guests and word-of-mouth referral is shamanic to an organisation's revenue growth in the luxury sector, and thus, brand perception becomes very significant. Historically, the hotel's elite clientele and personalised service have been the hallmarks of Hotel de Russie, yet the property’s Net Promoter Score (NPS) has dropped from 76 in 2019 to 69 in 2023 (Bolognesi et al., 2022). A decrease in this drop implies that the probability of guests recommending the hotel and, thus, long-term brand equity is decreasing a key area of guest feedback related to the lack of innovation in service delivery (Battanta et al., 2024). Competitors have welcomed the application of AI-based guest profiling, in-room automation and hyper-personalised experiences, while Hotel de Russie is reluctant to change its traditional approach to meet increasing expectations (Badia et al., 2024). 
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Figure 2 The average APAC and EMEA Net Promoter Scores for hotels 
Source: Brinza (2024)
[bookmark: _Toc192544743]Financial Pressures and Rising Operational Costs
The rising cost of utilities, staffing and raw materials has strained Hotel de Russie’s profitability. In 2023, the rising costs of following the duty of care, with inflationary pressures and supply chain disruption, pushed the overall up to 12.5%. Hotel de Russie, by its luxury model, which is very service intensive, has had difficulties in maintaining cost efficiencies without jeopardising the guest experience (Assen et al., 2023). Furthermore, the revenue side is hit by the hotel’s food and beverage division, which is a revenue-flowing division that has been renowned for its restaurants and bar offerings and has seen a 9% reduction in revenue due to the fluctuation of ingredient costs, supply chain delays, and changing consumer preferences towards sustainable dining options (Wynn and Jones, 2022). 
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Figure 3 Impact of Rising Staffing Costs on the Hospitality Industry 
Source: Rout (2024)
High-end competitors have done a good job adapting to sourcing locally, using dynamic menu pricing, and managing food waste (all of which Hotel de Russie has yet to adopt fully). Long-haul bookings to Rome have also been affected by the economic slowdown in some international markets, notably China and Russia, which are key feeder markets for Rome’s luxury tourism sector. In 2023, Chinese visitor spending in Italy is down by 18%, hurting high-end travel for that country (Sharma and Arora, 2022).
[bookmark: _Toc192544744]Strategic Implications and Need for Immediate Intervention
Declining occupancy rates, revenue pressure, service inefficiencies, reputational challenges, and increasing operational costs made Hotel de Russie an at-risk business within Rome’s luxury hospitality landscape (Romano and Mancini, 2021). The hotel risks losing its competitive advantage if strategic intervention is not introduced. Solving these issues will require multiple attributes, such as increasing digital engagement, revenue diversification, operational cost reduction, and ensuring a more personalised luxury experience. The following sections of this report will critically examine the strategic responses needed to deal with these challenges using PESTEL, SWOT and TOWS analysis to assess the macroeconomic and internal business factors that impact Hotel de Russie’s performance (Pozzobon, 2021).
[bookmark: _Toc192544745]PESTEL Analysis of Hotel de Russie, Rome
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Figure 4 PESTEL Analysis 
Source: Lawson (2024)
Many external factors impact a hotel's long-term sustainability and profitability, such as Hotel de Russie. A PESTEL analysis reveals the main political, economic, social, technological, environmental, and legal elements affecting the hotel's competitive position in the luxury hospitality sector of Rome (Palazzo and Micozzi, 2024).
[bookmark: _Toc192544746]Political Factors
Today, Italy is relatively politically stable and supports tourism, but government-imposed tourism and property taxes are rising and increasing the cost of operations. Guests of five-star hotels incur further expenses in the form of Rome’s city tax of €10 per person per night (Morrison, 2022). The region's remote location also means that production is more expensive than what can be paid for by visitors.
[bookmark: _Toc192544747]Economic Factors
While it has not bounced back evenly from the post-pandemic economy, inflation in Italy hit 6.1% in 2023, raising supply chain costs (Morrison, 2022). However, last year, rising energy prices rose by 18% and made financial pressures worse. The luxury hotel market in Rome is highly competitive, with more than 300 five-star properties competing for market share (Mabillard et al., 2024).
[bookmark: _Toc192544748]Social Factors
There is an increasing trend toward sustainability, personal service, and digital convenience. However, Hotel de Russie has been way behind on eco-conscious accommodations and AI-based guest experiences that many luxury travellers are shifting to now. Even in 2023, workforce turnover remains at 14%, causing service inconsistencies and Net Promoter Score to drop from 76 in 2019 to 69 in 2023 (Mabillard et al., 2024). 
[bookmark: _Toc192544749]Technological Factors
Hospitality technology, specifically, like AI–powered concierges, smart room automation, and blockchain-based loyalty programs, has resulted in a whopping 15% rise in the number of repeat bookings of its competitors (Legrand et al., 2023). However, in 2023, repeat guest rates remain at 30% at Hotel de Russie, which has yet to incorporate these innovations.
[bookmark: _Toc192544750]Environmental Factors
Luxury hotels are coming under intense pressure to lift sustainability efforts. Tourism in Italy will have to reduce emissions by 30% by 2030, so it needs to make immediate investments in new energy-efficient building infrastructure and waste reduction programs (Lagioia et al., 2024). Moreover, operational restrictions may be imposed in case of increasing water scarcity issues in Rome, especially in water-intensive areas such as spas or restaurants.
[bookmark: _Toc192544751]Legal Factors
Legal challenges involve tighter GDPR adhesion and the ongoing development of labour law, which have made the minimum wage more expensive and have raised payroll costs. Furthermore, regulatory authorities oversee the hotel’s potential to leverage dynamic pricing models to generate maximum revenue (Lagioia et al., 2024).
[bookmark: _Toc192544752]Porter’s Five Forces Analysis
Rome’s luxury hospitality industry is a highly competitive market that affects Hotel de Russie’s market position. It also analyses the five forces that are shaping the business environment of the hotel so as to identify strategic opportunities and risks. Identifying forces that are significant in affecting competitiveness is important to maintain competitive advantage.
[image: Porter's Five Forces]
Figure 5 Porter's Five Forces 
Source: Hessing (2014)

Table 1 Porter's Five Forces Analysis
	Force
	Impact on Hotel de Russie
	Level of Threat

	Threat of New Entrants
	High investment and brand loyalty create entry barriers, but boutique luxury hotels continue to emerge.
	Moderate

	Bargaining Power of Suppliers
	Dependence on premium suppliers for quality services increases costs, but strong supplier relationships provide negotiation leverage.
	Moderate

	Bargaining Power of Buyers
	High-end travelers expect personalized luxury experiences, increasing pressure on service innovation.
	High

	Threat of Substitutes
	Luxury short-term rentals (e.g., Airbnb Luxe) offer exclusive experiences, posing a growing competitive challenge.
	High

	Industry Rivalry
	Intense competition from luxury hotels like Hotel Eden and J.K. Place Roma necessitates differentiation strategies.
	High



[bookmark: _Toc192544753]SWOT Analysis of Hotel de Russie, Rome
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Figure 6 SWOT Analysis 
Source: Heera (2023)
[bookmark: _Toc192544754]Strengths
One of Rome’s most prestigious luxury hotels, Hotel de Russie combines 120 elegantly designed rooms and suites, a prime location just off Piazza del Popolo, and a 19th-century historical pedigree (Guarnieri et al., 2023). With an average daily rate (ADR) of €950, it is one of the top revenue-generating hotels within the city and bears a strong brand position. It has an award-winning Stravinskij Bar and a De Russie Spa, which keep high net-worth guests coming back for more (guest satisfaction rate of 92%) (Guarnieri et al., 2023).
[bookmark: _Toc192544755]Weaknesses
Although a force to be reckoned with in the market, Hotel de Russie saw a decrease in its RevPAR of 7.8% in 2023 due to changing traveller preferences and heightened competition. Service delays and limited digital integration caused a net promoter score drop from 76 in 2019 to 69 in 2023 (Graziano, 2021).
[bookmark: _Toc192544756]Opportunities
The hotel can capitalise on this growth in Rome’s luxury travel sector by implementing personalised digital guest experiences, AI-driven services and sustainable hospitality initiatives (Evans, 2024). Eco-friendly offerings in the market could boost hotel brand loyalty and possibly get the younger affluent travelling customers.
[bookmark: _Toc192544757]Threats
Operational costs are rising, taxation is increasing, and geopolitical instability is a liability to profitability. Moreover, the competitors that use AI-based guest profiling and customised marketing are getting a 15% higher repetition of bookings, which puts Hotel de Russie in danger of losing its worth in the market (Di Luozzo et al., 2023).
[bookmark: _Toc192544758]TOWS Analysis of Hotel de Russie, Rome
Table 2 TOWS Analysis
	Internal / External Factors
	Opportunities (O) (Luxury travel growth, sustainability demand)
	Threats (T) (Rising costs, geopolitical instability)

	Strengths (S) (Prime location, strong brand, high occupancy)
	Use brand reputation to introduce exclusive VIP experiences and eco-friendly initiatives to attract high-net-worth travellers.
	Leverage premium positioning to justify higher pricing and counteract rising taxation and operational costs.

	Weaknesses (W) (Declining RevPAR, high staff turnover, limited digital integration)
	Invest in AI-driven guest personalisation to improve repeat bookings and optimise RevPAR.
	To reduce financial impact and improve cost efficiency through supply chain optimisation and sustainable operations.
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[bookmark: _Toc192544760]Operational Excellence
Hotel de Russie can achieve operational excellence through optimal hotel operations, which include technology integration, resource management, and optimizing the guest experience (Gajić et al., 2024). When it comes to the adoption of advanced technological tools, a major area is the adoption of a fully integrated Property Management System (PMS). This system can automate some of these operations, such as room booking, guest check-in and check-out, housekeeping, guest service, etc. These areas will benefit from automation that not only improves the overall operational efficiency but also removes the human error factor, therefore increasing accuracy and guest satisfaction (Hu et al., 2018). Moreover, the introduction of self-check-in kiosks or mobile check-in options facilitates the guests' greater flexibility, enhancing their overall experience (Bagadiya and Kathiriya, 2024).
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Figure 7 The Global State of Operational Excellence 
Source: BTOES Insights (2018)
Resource management is another important factor, which helps improve operational efficiency. It is accomplished through optimization for staff, facilities, and resources against guest demands (Anwar and Abdullah, 2021). For example, Hotel de Russie can use a dynamic scheduling system in which the number of staff depends on peak hours and guest arrival times. This will prevent the hotel from functioning with a deficit or surplus of resources, increasing service quality as well as cost-efficiency (Zemlina et al., 2023). Moreover, by using smart systems to improve inventory management, supplies like toiletries, linens, and food can be provided when needed without going overboard to stock inventory and, therefore, avoid costs and waste.
In the guest service experience, Hotel de Russie is one area where operational excellence can have the greatest effect. It is necessary to streamline the guest's book check-out process (Kolodiziev et al., 2024). By rolling out digital conczierge services, the hotel's caretaker will be able to provide guests with a special request service, prepare them for a spa treatment or reserve a table at the hotel's restaurant from an app or an online platform (Arapou and Kapiki, 2023). This would alleviate the dependence on the front desk staff's time for administrative tasks, meaning that the front desk staff could spend more time giving personalized guest interactions. Moreover, personalized services like offering welcome gifts based on guests' preferences and the ability to change the room setting according to guests' needs significantly influence the guest experience (Kwan and Tong, 2023).
Data analytics should be incorporated into the decision-making processes to further enhance operational excellence. With this historical booking and guest feedback in hand, Hotel de Russie can easily predict the demand patterns and adjust its services or pricing strategy, depending on the situation (Youssofi et al., 2024). Aside from that, data analytics can give insights into the guests' preferences, which will help you formulate more targeted marketing efforts and better manage customer relationships (Zheng et al., 2023). Knowing more about customer behaviour allows the hotel to tailor customized packages or experiences to their customers based on their specific needs, which will result in greater loyalty and returns.
[bookmark: _Toc192544761]Digital Transformation and Guest Personalization 
It is recommended to implement AI driven concierge services to improve digital transformation and guest personalization at Hotel de Russie. Through the use of chatbot technology, guests can receive instant responses to their queries and can order room service automatically and seamless access to all the hotel services (Zemlina et al., 2023). Therefore, it will improve the response time, decrease the staff work load and enhance the overall guest experience. On top of that, smart room technology, like voice controlled assistants and IoT powered room settings will allow the guests to customise their stay with a simple voice command for changing the lightnings, temperature and entertainment preferences (Youssofi et al., 2024). These are the enhancements that line up with the modern luxury expectations and make the hospitality experience more intuitive and high tech.
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Figure 8 Genrative AI in Hospitality Market 
Source: PharmiWeb (2024)
Their implementation will be in three phases. The first phase will be vendor selection of AI concierge software and IoT solutions that are compatible with the hotel’s existing infrastructure for one to three months (Whitfield et al., 2024). The second part (from 3 to 6 months) is to create and test the AI-driven personalization strategies to refine guest dealings and to insure optimal functionality. The full scale rollout will take place in the sixth to twelfth month, and will involve a full rollout for all guest touchpoints to securely integrate and train the staff. Such technological advancements are intended to demonstrate measurable improvements in guest satisfaction (Vouk, 2022). The hotel seeks to increase its Net Promoter Score by five points, decrease guest waiting time by 30%, and raise repeat bookings from 30% to 40% within a year through improved service efficiency (Spanaki, 2022). This will enable Hotel de Russie to become a leader in luxury hospitality innovation.
[bookmark: _Toc192544762]Sustainability and Green Initiatives 
Hotel de Russie should adopt a range of green initiatives related to energy efficiency, water conservation and eco friendly dining aimed for sustainability and operational efficiency. Smart thermostats, solar panels, and LED lighting will be integrated to decrease energy consumption by a great deal while keeping the standard of luxury (Vinod, 2022). In this way, the hotel may significantly decrease utility bills, and indirectly, promote environmental conservation through temperature control automation and efficiency optimization of lighting. Water recycling systems will also be added to help minimise waste and efforts to reduce single use of plastics in guest services, restaurants and housekeeping operations. These steps will complement the rising consumer appetite for environmentally minded places to stay and support the hotel’s dedication to responsible hospitality (Sergeevna, 2021).
The movement to a sustainable model will be carried out in three phases. During the first six months, energy efficient appliances and smart lighting solutions will be used to upgrade infrastructure. Next, covering six to twelve months will be rolling out of water recycling and all around waste reduction strategy, resulting into measurable reduction in environmental impact. In the final phase, lasting from 12 to 18 months, partnerships with local organic farms would be built to source at least 70 percent of ingredients for the hotel’s dining establishments and from the sustainability aspect, will promote a better culinary quality. The energy cost will decline by 15-20% within two years, guest participation in sustainability programmes will increase by 25%, and LEED Gold certification will be obtained (Romano and Mancini, 2021). 
[bookmark: _Toc192544763]Revenue Optimization & Dynamic Pricing 
Hotel de Russie should leverage AI enabled dynamic pricing for optimising revenue and enhancing the pricing efficiency, coming up with experience based pricing models and increasing their share of direct bookings (Presutti et al., 2025). The hotel can use AI powered pricing strategy to change room rate in real time as per the demands in the market, competitor pricing as well as patterns of booking by guests. Using this method will help provide the competitive pricing without sacrificing the revenue per available room (Polukhina et al., 2025). Furthermore, the hotel will be able to appeal to high value guests looking for premium experiences, by the introduction of experience based pricing models such as VIP luxury stays and premium packages. This will give guests added value and increase the hotel’s revenue streams as the offerings will be tailored.
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Figure 9 Dynamic Pricing in Hotel Industry 
Source: Jangid (2022)
These strategies will be executed in three phases. In the first phase that will cover one to three months, the AI powered pricing software will be selected and integrated for the purpose of easy dynamic pricing. The next phase of testing the AI-driven pricing model in three to six months is on its second phase and it will involve testing the model in a variety of seasonal demands in order to make it accurate and effective. Finally, in the last six to twelve months, the hotel will make final adjustments to its direct booking strategy by improving its website and mobile app, using targeted digital marketing campaigns, and eventually reduce its reliance on online travel agencies. These are projects that are meant to give both a 10% increase in revenue per available room within a year and a 20% increase in direct bookings, in addition to an improvement in the profit margin with optimised pricing models (Mishra and Kukreti, 2022). 
[bookmark: _Toc192544764]Change Management Strategy
For Hotel de Russie to achieve a seamless transition when implementing digital transformation, sustainability initiatives and revenue optimization strategies, it therefore needs to adopt a structured change management approach. Employee engagement and training will be the priority, where interactive workshops will be designed to make staff at ease with the AI concierge tools and digital platforms (Cutugno, 2022). An incentive based training programme will be introduced to encourage adaptation that provides employees with performance based bonuses for their use of new technologies and guest service enhancements. If this is not the case, this will not only improve staff confidence but also improve overall service quality (Afaq et al., 2025).
Gradual implementation strategy will be deployed in order to minimise resistance and operational disruptions. Technology adoption will only be introduced in phases as opposed to abrupt changes, giving employee and guests time to adjust gradually (Alkier et al., 2023). Designated change champions from hotel management will lead the transition of staff and will be available to assist the staff as the transition process occurs. They will play the role of hearing concerns, monitoring progress and also ensuring that the new systems meet the service excellence standards. Guest education and engagement will also be important in the change management process (Bolognesi et al., 2022). In the room, tablet and mobile applications will communicate new digital and sustainability initiatives that enable guests to experience the advantages of AI driven services and green practises.
[bookmark: _Toc192544765]Cost Analysis & Feasibility
To implement the proposed recommendations will require a financial investment and strategy, so that the company remains efficient and makes the necessary profit in the long term. This section lays out the costs to be invested, estimated return on investment, as well as the time frame for each of the initiatives. Through these investments, Hotel de Russie can become a leader of luxury hospitality in the sustainability, guest satisfaction, and operational performance (Dartiguepeyrou and Saloff-Coste, 2024).
Table 3 Cost Analysis
	Recommendation
	Estimated Cost (€)
	Projected ROI
	Timeframe

	AI Concierge & Smart Rooms
	€150,000
	10-15% increase in repeat bookings
	12 months

	Energy Efficiency Upgrades (Smart HVAC, Solar Panels, LED Lighting)
	€200,000
	15-20% reduction in energy costs
	24 months

	Water Conservation & Waste Reduction Programs
	€80,000
	10% operational cost reduction
	18 months

	AI-Powered Dynamic Pricing Software
	€70,000
	10% RevPAR increase
	12 months

	Direct Booking Marketing Strategy
	€40,000
	20% growth in direct bookings
	12 months

	Employee Training & Change Management Initiatives
	€50,000
	Higher employee retention, reduced turnover by 50%
	12 months



[bookmark: _Toc192544766]Action Plan 
This section provides a well structured breakdown of the key issues with the detailed solutions, expected outcomes, implementation time frame and the associated costs. By using the action plan, the recommended strategies are executed efficiently, operational efficiency is optimised, guest satisfaction is improved, and revenue is maximised (e Sousa, 2023). Hotel de Russie will be able to implement the changes in phases without any disruption to its daily operations.
Table 4 Action Plan
	No.
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget (€)

	1
	Slow digital engagement & service inefficiencies
	Implement AI-powered concierge services & smart room technology
	Faster response times, improved guest personalization, & enhanced luxury experience
	6 months
	September 2025
	€150,000

	2
	High operational costs due to rising energy prices
	Upgrade to smart HVAC, solar panels & LED lighting
	15-20% energy cost reduction, improved sustainability rating
	12 months
	March 2026
	€200,000

	3
	Water waste & high utility expenses
	Introduce water recycling systems & reduce single-use plastics
	10% reduction in operational costs & enhanced sustainability
	12 months
	March 2026
	€80,000

	4
	Declining RevPAR & revenue fluctuations
	Implement AI-driven dynamic pricing strategies
	10% RevPAR growth, optimized pricing based on real-time demand
	6 months
	September 2025
	€70,000

	5
	Over-reliance on OTAs for bookings
	Strengthen direct booking marketing strategy via website & mobile app
	20% increase in direct bookings, reduced OTA commission fees
	6 months
	September 2025
	€40,000

	6
	Staff resistance to technology adoption & high turnover (14%)
	Conduct staff training, introduce incentives, & assign change champions
	Increased employee retention, reduced turnover to 7%, improved service efficiency
	6 months
	September 2025
	€50,000



[bookmark: _Toc192544767]Conclusion 
Concluded that this consultancy report have executed a comprehensive assessment of the operational challenges faced by Hotel de Russie and provided strategic recommendations to help the hotel improve its efficiency, sustainability, revenue growth and over all guest experience. Important findings call for digital transformation, cost optimization, and service innovation to secure the hotel’s position in the luxury hospitality market in Rome. On the one hand, the hotel has a prestigious reputation, high guest satisfaction scores, prime location, etc. On the other, declining RevPAR, rising operational cost, service inefficiencies, and lagging digital engagement are putting the hotel’s long term success at risk.
However, to tackle these challenges, various targeted solutions have been put forth. I have also designed AI driven concierge services and smart room technology so that there will be an improvement in guest personalization and service efficiency reducing hotel guest frustration and creating a smoother transition to arrive at a building block for an efficient seamless interaction and effortless experience which cater to modern day luxury. Efforts to promote sustainability through energy efficient upgrade, water conservation measures, eco friendly dining, along with others will not only cut down on operational costs but also strike a chord with eco friendly travelers. AI powered dynamic pricing and experience based revenue models will be introduced to better price approach, owned and profitability. 
Furthermore, a planned change management approach is designed to facilitate staff training, incentives to employees and adoption of the technology over time to ensure a smooth change while upholding service excellence is upheld. An action plan for the strategies is provided with clear and defined timeframes and budgets for execution and measurable improvements in key performance areas. Structured implementation of Hotel de Russie can result in strengthening of brand reputation and guest loyalty and achieving financial sustainability. 
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