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[bookmark: _Toc201174723]Executive Summary
This consultancy report critically examines the operational and service management deficiencies at Globales Apartamentos Montemar, a mid-range holiday apartment complex located in Cala Llonga, Ibiza. The hotel has experienced a significant decline in guest satisfaction and service quality, as evidenced by numerous negative online reviews. These issues have adversely affected its reputation, occupancy rates, and overall financial performance. The objective of this report is to identify the root causes of these deficiencies and propose evidence-based, industry-aligned strategic recommendations to restore the hotel’s operational standards and competitive standing.
The primary issues affecting Globales Montemar include poor hygiene and cleanliness, unmaintained or broken amenities, and inadequate guest service. Guest complaints frequently highlight unclean rooms, safety hazards such as mould and dampness, missing self-catering facilities, and lack of responsiveness from hotel staff. These operational failures are indicative of systemic weaknesses in managerial oversight, staff training, maintenance protocols, and service recovery practices. The absence of a formal feedback system has further worsened guest dissatisfaction, undermining the hotel’s brand image in an increasingly quality-driven and competitive tourism market.
Root cause analysis using the 5 Whys method revealed that poor guest experiences stem from weak managerial oversight and the absence of structured service protocols.
To investigate these challenges, the report applies several analytical tools: STEEPLED, SWOT, and TOWS. The STEEPLED framework explores the macro-environmental influences on the hotel, identifying critical post-COVID-19 shifts such as heightened expectations for hygiene, stricter legal standards, and growing demand for value-for-money accommodation. Social, legal, and technological factors are found to be particularly impactful, with digitalisation and safety compliance emerging as key themes. The SWOT analysis reveals that while the hotel benefits from a desirable location and affordability, these strengths are outweighed by operational weaknesses, including poor service quality and lack of staff engagement. The TOWS matrix is then used to develop strategic options by aligning internal weaknesses with external threats and opportunities.
The analysis confirms that operational breakdowns stem from inadequate managerial accountability, outdated maintenance systems, undertrained staff, and weak internal communication. Moreover, unresolved complaints and unclear service procedures have led to diminished employee morale and high staff turnover, further affecting service consistency. These issues are interconnected and require a coordinated strategic response.
The report presents a set of multi-faceted, actionable recommendations. Firstly, it proposes the creation of a dedicated guest relations team responsible for managing complaints, responding to feedback, and ensuring prompt service recovery. Secondly, it recommends the implementation of a comprehensive staff training programme focusing on hygiene, customer service, and safety protocols, to meet elevated post-pandemic standards. Thirdly, the report advises upgrading the hotel's cleaning and maintenance procedures through structured inspections, use of digital checklists, and modern equipment.
In addition to operational improvements, the report emphasises the importance of strengthening internal communication. Weekly staff meetings, regular briefings, and anonymous feedback mechanisms are suggested to foster a culture of transparency and collaboration. These initiatives are aimed at promoting shared responsibility, recognising staff contributions, and improving issue resolution efficiency.
The change process is structured using Kotter’s 8-Step Model, which offers a clear framework for implementing transformation. The model begins by creating urgency around declining performance and builds momentum through short-term wins, such as improved guest feedback and hygiene audits. It involves forming guiding coalitions across departments, developing a shared vision for service quality, empowering staff through resources and training, and institutionalising changes by embedding them into daily routines and evaluation systems. This structured change approach helps reduce resistance and ensures long-term sustainability of improvements.
To evaluate the impact of the recommendations, the report proposes a set of Key Performance Indicators (KPIs), including guest satisfaction scores, online review ratings, response times to complaints, training completion rates, and employee turnover metrics. Operational indicators such as the number of maintenance issues reported and resolved, along with financial KPIs like occupancy rates and Revenue per Available Room (RevPAR), will also be monitored. These metrics allow for regular progress tracking and agile responses to emerging issues.
A cost-benefit analysis was conducted to assess the feasibility of implementation. Initial investments will focus on staff training, technology adoption, maintenance enhancements, and hiring additional support during peak seasons. While the short-term costs are moderate, the projected long-term benefits, such as increased bookings, reduced compensation and legal risks, and improved staff retention, are expected to yield significant returns. Enhanced service quality will not only rebuild the hotel’s reputation but also contribute to financial resilience in a volatile market environment.
The recommendations align with best practices in hospitality management and respond directly to stakeholder feedback and industry benchmarks, as demonstrated through comparisons with Sol Cala d’Or and Vibra Bay.
The action plan is designed for phased implementation. In the first three months, priorities include establishing the guest relations team, launching staff training, and revising cleaning protocols. Over the next six to twelve months, further initiatives will focus on improving internal communication, upgrading technological systems, and conducting regular quality audits. This timeline allows the hotel to secure early improvements while building capacity for long-term transformation.
In summary, this consultancy report provides a robust and evidence-based roadmap for Globales Apartamentos Montemar to resolve its operational failures and regain market competitiveness. By focusing on service recovery, staff engagement, hygiene standards, and structured change management, the hotel can rebuild guest trust and secure long-term sustainability. The recommendations align with best practices in hospitality management and respond directly to stakeholder feedback and industry benchmarks. The proposed actions not only address current service gaps but also position the hotel for future growth in an increasingly demanding travel landscape.
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1. [bookmark: _Toc201174724]Introduction
[bookmark: _Toc201174725]1.1 Overview of the Report
This report aims to analyse and resolve a service management issue currently affecting Globales Apartamentos Montemar, a holiday apartment complex located in Cala Llonga, Ibiza. The analysis is informed by recent customer reviews, which highlight serious concerns related to cleanliness, health and safety standards, and a lack of responsiveness from management to guest complaints (Tripadvisor, 2024B). The consultancy project adopts a structured diagnostic approach to identify root causes, assess management shortcomings, and recommend strategic improvements (Globales, 2025). It draws on established hospitality management theories and industry frameworks, including STEEPLED, SWOT, and TOWS analysis. Consequently, the recommendations presented are evidence-based and aligned with evolving post-pandemic expectations in the tourism and hospitality sector.
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Figure 1 Globales Apartamentos Montemar (Tripadvisor, 2025)
[bookmark: _Toc201174726]1.2 Background of the Hotel 
Globales Apartamentos Montemar is a mid-range holiday apartment complex located in Cala Llonga, Ibiza, part of the Balearic Islands in Spain. The establishment primarily caters to budget-conscious travellers and families seeking self-catering accommodation within a resort setting (Globales, 2025). It offers basic apartment units and shared amenities, including a swimming pool and a bar. Despite its desirable location, the hotel has received recent criticism from guests regarding substandard room conditions, poor hygiene, and insufficient response from hotel management. One review on Tripadvisor described the rooms as dirty and unsafe, with broken or missing facilities and a lack of professional assistance from staff (Tripadvisor, 2024C).
These ongoing service failures have negatively impacted both guest satisfaction and the hotel’s long-term reputation. Wider research suggests that lapses in service quality and cleanliness can significantly damage customer trust and hinder sustainability in the hospitality sector (Islam, 2023). In the post-COVID-19 recovery phase, maintaining high standards of hygiene and service excellence is essential for accommodation providers operating in an increasingly competitive and quality-driven tourism market (Yu et al, 2021).
[bookmark: _Toc201174727]1.3 History of the Consultancy Firm 
This report has been prepared by NovaVista Hospitality Solutions, a UK-based consultancy firm established in 2024, specialising in hospitality and tourism service management. NovaVista’s mission is to enhance operational efficiency, elevate service quality, and boost guest satisfaction within accommodation businesses by applying evidence-based strategies and aligning practices with current industry standards.
The firm’s consultants employ a variety of diagnostic tools, including service gap analysis, root cause identification, and staff performance evaluations. These tools enable the formulation of strategic recommendations tailored to the specific operational needs of hospitality organisations (Santa et al, 2023). NovaVista also applies established quality frameworks, such as Total Quality Management (TQM) and the SERVQUAL model, to assess service delivery and guide organisational improvement initiatives.
Amid the ongoing digital transformation and rising customer expectations in the hospitality industry, there has been a significant increase in demand for consultancy services that can drive service excellence and competitive differentiation. Belias and Trihas (2023) emphasise the pivotal role of structured change management and quality frameworks in ensuring the success of organisational transformation in hospitality settings. In this context, NovaVista’s consultancy work with Globales Apartamentos Montemar is designed to strengthen managerial accountability, align operational practices with best-in-class standards, and support the hotel’s long-term strategic recovery. Whittington and Molloy (2005) underscore the importance of external consultancy in identifying organisational inefficiencies and embedding quality assurance mechanisms—core components of NovaVista’s strategic approach.
[bookmark: _Toc201174728]1.4 Statement of the Problem/Issue 
Globales Apartamentos Montemar is facing serious operational and service management failures. Guest reviews report unhygienic and unsafe rooms, missing amenities, and unresponsive service. One guest described being placed in a dirty room and then moved to accommodation without basic facilities such as a kitchen (Tripadvisor, 2024A). Despite multiple complaints, no effective action was taken, reflecting wider issues in service recovery, maintenance, and managerial oversight. One reviewer stated that “the rooms smell like sewers, they are always dirty, and bugs come everywhere,” while another described them as “absolutely awful,” citing “damp on our walls” and “mould in our shower” as examples of poor maintenance and neglect (Tripadvisor, 2024A).
These failures point to systemic problems, including weak leadership, outdated procedures, and poor guest communication. The absence of a structured recovery framework is damaging guest loyalty and threatening the hotel’s long-term competitiveness, especially in a market where hygiene and service quality are now vital (Yu et al, 2021; Wirtz & Mattila, 2004).
Urgent corrective action is needed to restore standards and align operations with industry expectations.
[bookmark: _Toc201174729]1.5 Theoretical Framework
This report examines operational issues at Globales Apartamentos Montemar through the application of strategic consultancy tools. The analysis incorporates frameworks such as STEEPLED to assess external influences—social, economic, and legal—that shape the hotel's environment (MasterClass, 2022). SWOT analysis is used to identify the hotel's internal strengths and weaknesses alongside external opportunities and threats, providing insight into its strategic position. Building on this, TOWS strategies are applied to develop actionable plans that match internal capabilities with external challenges (Panagiotou, 2003). While tools such as SWOT and TOWS guide strategic formulation, their effectiveness depends on the consultant’s ability to interpret and contextualise insights within the client’s operational realities—a core competency explored in modern consultancy practices (Kipping & Clark, 2012).
2. [bookmark: _Toc201174730]Analysis
[bookmark: _Toc201174731]2.1 Identification of the Issue
The most critical issue at Globales Apartamentos Montemar is a failure in operational and service management, as evidenced by recurring guest complaints. Reviews on TripAdvisor highlight rooms that are “dirty and unsafe,” report the presence of mould, and mention missing kitchen amenities in what are marketed as self-catering units (Tripadvisor, 2024A). These complaints indicate poor hygiene practices, inadequate maintenance, and ineffective communication between departments.
The hotel’s failure to resolve complaints also reveals the absence of a structured service recovery process. Research shows that timely service recovery, through compensation, responsiveness, and apology, is essential to mitigating dissatisfaction and preserving a hotel's reputation (Wirtz & Mattila, 2004). At Montemar, the lack of follow-up with guests suggests a systemic gap in service procedures.
Another contributing factor is insufficient staff training and accountability. Baum (2006) argues that employee competence is central to service quality in hospitality, particularly in front-line interactions. When staff are inadequately trained, guest issues are either ignored or handled poorly, leading to negative experiences. Additionally, weak operational oversight and a lack of preventive maintenance exacerbate guest dissatisfaction. According to Altin et al (2018), performance management in hospitality must include proactive maintenance and service quality controls to ensure long-term competitiveness.
[bookmark: _Toc201174732]2.2 Impact of the Issue on Hotel Performance
The operational shortcomings at Globales Apartamentos Montemar have substantially undermined the hotel's performance. Persistent negative guest reviews, particularly those highlighting inadequate hygiene, malfunctioning amenities, and unresponsive management, have likely eroded customer trust and deterred potential bookings (Tripadvisor, 2024D). Empirical studies confirm that online reviews significantly influence booking decisions, with 81% of travellers consulting reviews before making reservations (Roelen-Blasberg, 2025).
The absence of effective service recovery mechanisms exacerbates these issues. Hotels that actively manage and respond to guest feedback tend to experience improved occupancy rates and revenue (Anderson & Han, 2016). Conversely, neglecting negative feedback can lead to diminished reputation and financial performance.
Financially, the implications are profound. Poor service quality can result in increased operational costs due to guest compensation, legal liabilities, and the need for corrective measures (Fowler, 2023). Moreover, a tarnished reputation can lead to decreased market share and revenue losses, as potential guests opt for competitors with better service records.
[bookmark: _Toc201174733]2.3 Root Causes of the Issue
Several interrelated factors contribute to the ongoing issues at Globales Apartamentos Montemar, making them difficult to resolve without strategic intervention. A key issue is the lack of effective managerial oversight. Guest reviews consistently report poor room conditions, insufficient cleanliness, and unaddressed complaints, which suggest a systemic failure in enforcing basic service standards (Tripadvisor, 2024A). Research indicates that in the wake of COVID-19, updated operational procedures and proactive management responses have become essential in maintaining guest confidence (Chan et al, 2021).
A second factor is inadequate staff training and weak internal service processes. Employees appear unprepared to handle guest concerns efficiently, contributing to slow or ineffective complaint resolution. Studies show that without sufficient training and performance evaluation systems, frontline staff are unlikely to meet modern service expectations (Xue et al, 2022; Waqanimaravu & Arasanmi, 2020). Furthermore, organisational strategies that do not provide clear operational guidance or empower staff with decision-making autonomy contribute to service breakdowns (Whittington et al, 2020).
Maintenance practices also appear to be outdated or inconsistently applied. The presence of dirty, damaged, or unsafe rooms reported by guests indicates a lack of structured cleaning protocols and scheduled maintenance routines. Ohmori (2023) stresses the importance of integrating cleaning into broader corporate management systems, while Torres et al (2014) emphasise that negative consumer feedback is often a direct result of overlooked upkeep and facility conditions.
Lastly, the absence of a formalised service recovery system compounds these problems. Guests who experience issues report no follow-up, apologies, or compensation—key mechanisms for rebuilding trust. Sukhu and Bilgihan (2023) find that effective service recovery strategies, such as room upgrades or empathetic communication, are crucial in reducing negative word-of-mouth and preserving brand reputation.
Given the breadth and persistence of these issues, it is evident that the hotel's challenges are not isolated incidents but systemic. Addressing them will require an integrated approach that strengthens managerial accountability, staff capability, operational structure, and guest service protocols.
[bookmark: _Toc201174734]2.3.1 Root Cause Analysis Using the 5 Whys Method
To identify the underlying issue behind recurring guest complaints, the 5 Whys technique was applied (Serrat, 2017).
Problem: Rooms are frequently reported as unclean and poorly maintained.

1. Because housekeeping and maintenance checks are inconsistent.
2. Because there is no structured SOP or quality control.
3. Because management lacks oversight and performance monitoring.
4. Because staff training is irregular and not enforced.
5. Because operational standards have not been prioritised post-pandemic.
Conclusion: The core issue stems from weak managerial accountability and the absence of structured service protocols.
[bookmark: _Toc201174735]2.4 Stakeholder Feedback and Industry Data
Feedback from both internal and external stakeholders highlights serious operational shortcomings at Globales Apartamentos Montemar. External stakeholders—particularly guests—have used platforms like Tripadvisor to express concerns about cleanliness, broken amenities, and a lack of response from hotel management. Reviews posted in 2024 describe rooms as “disgusting,” with recurring issues left unresolved by staff (Tripadvisor, 2024C). Such feedback directly impacts the hotel’s online reputation, which plays a critical role in consumer decision-making within the hospitality industry (Anderson & Han, 2016).
Internal stakeholders, namely employees, are also affected. When customer complaints go unaddressed, employee morale tends to decline. Studies show that poor working conditions, lack of managerial support, and repeated exposure to guest dissatisfaction can reduce job satisfaction, increase staff turnover, and ultimately lower service quality (Abd A.-A. Al-Refaei et al, 2023). Josimović et al (2025) also emphasise that failing to respond to guest and employee concerns undermines sustainable business performance in the hotel industry.
Industry data confirms that post-COVID travel priorities have shifted. According to Naumov et al (2020), cleanliness and hygiene are now among the most important factors influencing guest booking decisions. If these standards are not met, guests are less likely to return, and negative word-of-mouth can spread quickly. Additionally, frequent staff turnover imposes financial burdens due to increased recruitment and training costs, while operational continuity suffers (Altin et al, 2018A).
Together, stakeholder feedback and sector-wide research make it clear that Globales Montemar must adopt stronger quality management, guest communication, and staff engagement strategies to restore its reputation and improve long-term performance.
[bookmark: _Toc201174736]2.5 STEEPLED Analysis
[bookmark: _Toc201174737]2.5.1 Social
The COVID-19 pandemic has significantly influenced guest expectations, particularly regarding cleanliness, safety, and comfort. These factors are now considered minimum standards by many travellers, and repeated complaints suggest that Globales Apartamentos Montemar has struggled to meet them. A decline in social reputation may result from this consistent underperformance in meeting basic guest expectations (Naumov et al, 2020).
[bookmark: _Toc201174738]2.5.2 Technological
Modern hotel operations increasingly rely on digital tools for reservations, service feedback, and complaint management. Technologies such as property management systems and online review analytics can enhance guest satisfaction when used correctly. However, poor integration or underuse of such systems at Montemar may be contributing to delays in complaint handling and service inconsistencies (Altin et al, 2018A).
[bookmark: _Toc201174739]2.5.3 Economic
With ongoing economic uncertainty in Europe and a rising cost of living, many tourists are prioritising value for money. In such an environment, budget-conscious travellers have high expectations for basic quality and hygiene. If Montemar fails to deliver reliable service at a competitive price, guests are likely to opt for alternative accommodations (Bonfanti et al, 2021).
[bookmark: _Toc201174740]2.5.4 Environmental
While environmental issues are not currently central to the hotel's immediate challenges, increasing global awareness about sustainability means they may gain importance. Hotels that adopt eco-friendly practices, such as waste reduction or energy-efficient systems, can improve their competitive positioning and appeal to environmentally conscious travellers (Yacoub & ElHajjar, 2021).
[bookmark: _Toc201174741]2.5.5 Political
In response to COVID-19, the Spanish government and regional authorities have introduced stricter hygiene and safety regulations for hospitality businesses. Non-compliance can result in penalties and reputational harm. Globales Montemar must ensure adherence to local health and safety standards to avoid legal consequences and maintain operational legitimacy (Yacoub & ElHajjar, 2021).
[bookmark: _Toc201174742]2.5.6 Legal
Failure to maintain a safe and hygienic environment could expose the hotel to legal liabilities. If a guest is injured due to unsafe facilities or unaddressed maintenance issues, the hotel could face legal claims. The hotel must act to reduce such risks through proactive compliance and service recovery mechanisms (Occupiers' Liability Act 1957).
[bookmark: _Toc201174743]2.5.7 Ethical
Ethically, hospitality businesses have a responsibility to ensure the wellbeing of their guests. Ignoring recurring complaints about cleanliness, broken facilities, or poor service reflects poorly on the hotel's commitment to ethical practices and customer care. Persistent neglect could erode trust and lead to long-term reputational damage (Holistique Training, 2023; IIPS, 2023).
[bookmark: _Toc201174744]2.5.7 Demographic
Post-pandemic, changing traveller demographics include an increase in cautious, health-aware guests such as older adults and families. These groups prioritise cleanliness, reliability, and responsive service. Montemar's failure to meet these basic needs could result in a loss of bookings and diminished customer loyalty (Naumov et al, 2020).
[bookmark: _Toc201174745]2.6 SWOT Table Analysis
Table 1: SWOT Analysis
	Strengths
	Weaknesses

	Central location in Cala Llonga, Ibiza, attracting tourists.
	Poor management oversight and failure to address guest complaints.

	Budget-friendly accommodation for families and cost-conscious travellers.
	Frequent guest complaints about cleanliness, safety, and maintenance issues.

	Basic facilities such as a swimming pool and bar.
	Lack of professional service recovery mechanisms.

	Opportunities
	Threats

	Growing demand for post-pandemic tourism, particularly among budget-conscious families.
	Negative online reviews and declining reputation may reduce bookings.

	Improving cleanliness, safety, and service standards could enhance guest satisfaction and reputation.
	Potential legal liabilities due to health and safety violations.

	Implementation of modern management technologies and complaint-handling systems.
	Strong competition from nearby hotels offering superior guest experiences.




[bookmark: _Toc201174746]2.7 TOWS Table Analysis
Table 2: TOWS Strategic Matrix for Globales Apartamentos Montemar
	Threats (T)
	Opportunities (O)

	Negative reputation reducing occupancy.
	Post-pandemic demand for safe, affordable accommodation.

	Risk of legal action due to safety violations.	
	Adoption of technology to streamline guest feedback and complaint resolution.


	Weaknesses (W)
	Strengths (S)

	Inadequate staff training and managerial oversight.	
	Strategic location in Cala Llonga, Ibiza.

	Poor handling of guest complaints and service failures.	
	Cost-effective accommodation for budget travellers.


	TOWS Strategies
	Strategic Actions

	S–O: Use location and affordability to attract safety-conscious, value-driven travellers.	
	Promote updated safety protocols and affordable rates in marketing campaigns.

	W–O: Improve service standards using digital tools to rebuild trust and prevent complaints.	
	Invest in staff training and implement a real-time guest feedback system.

	S–T: Emphasise strengths to counter negative reviews and maintain market share.	
	Highlight positive aspects (e.g., location) and actively respond to online feedback.

	W–T: Reduce legal risk and reputational damage by addressing internal weaknesses.	
	Develop and enforce a formal service recovery policy and periodic operational audits.




The TOWS analysis above identifies how Globales Apartamentos Montemar can align its internal resources with external conditions to formulate effective recovery strategies. By leveraging its strategic location and affordability (S), the hotel can attract post-pandemic, value-conscious tourists (O), especially if it actively promotes its improved hygiene standards. Weaknesses such as poor service recovery and staff performance (W) can be addressed by adopting guest feedback technology and targeted training programmes (O). Similarly, strengths can help offset external threats; for instance, marketing the hotel's location and pricing can counteract negative online reviews (T). Finally, legal and reputational risks (T) arising from neglected service issues can be mitigated by establishing formal complaint-handling policies and internal audits (W). This matrix supports a structured approach to restoring guest trust, improving service quality, and securing long-term competitiveness.
[bookmark: _Toc201174747]2.8 Benchmarking Against Comparable Hotels
To contextualise the operational challenges at Globales Apartamentos Montemar, benchmarking was conducted against two comparable properties in the Balearic Islands: Sol Cala d'Or Apartamentos and Aparthotel Vibra Bay.
Sol Cala d'Or Apartamentos, located in Cala d'Or, Mallorca, offers self-catering accommodations similar to Montemar. The property has received an average guest rating of 8.2/10 based on 209 reviews on Hotels.com, with high scores for cleanliness (8.4/10) and staff service (8.4/10) (Hotels.com, 2025; Expedia, 2025). Its strategic location near beaches and restaurants, combined with amenities such as a seasonal outdoor pool and children's facilities, contributes to its strong customer appeal.
In comparison, Aparthotel Vibra Bay in San Antonio Bay, Ibiza, offers studio apartments and rooms equipped with air conditioning, private balconies, and kitchenettes. It maintains an average rating of 7.7/10 based on over 670 guest reviews on Booking.com (Booking.com, 2025). Positive guest feedback frequently highlights the hotel’s friendly staff, consistent cleanliness, and proximity to local amenities (Vibra Hotels, 2025).
By contrast, Globales Apartamentos Montemar currently holds significantly lower guest ratings, with frequent complaints about hygiene, unresponsive staff, and neglected facilities (Tripadvisor, 2024A). Unlike its peers, Montemar lacks structured complaint resolution systems and has not embraced digital feedback tools, which are increasingly standard across the sector.
This benchmarking analysis reveals clear operational gaps and provides evidence of best practices that Montemar can adopt. By upgrading staff training, investing in digital service recovery systems, and enforcing strict hygiene audits—as seen at Sol Cala d'Or and Vibra Bay—the hotel can improve guest satisfaction, restore reputation, and regain competitive positioning.
3. [bookmark: _Toc201174748]Recommendations and Change Management 
[bookmark: _Toc201174749]3.1 Summary of Key Issues Identified
Globales Apartamentos Montemar faces several critical operational issues that directly impact service delivery and guest satisfaction. A primary concern is ineffective managerial oversight, particularly in responding to guest complaints and maintaining cleanliness and safety standards (Bonfanti et al, 2021). This failure has contributed to poor service quality and widespread dissatisfaction among guests.
Furthermore, inadequate staff training and motivation have exacerbated service failures. Employees lack the skills to manage guest complaints effectively, and there is little evidence of structured training or evaluation processes in place (Baron & Armstrong, 2007). Maintenance routines and hygiene protocols are outdated, contributing to frequent guest complaints about unclean or unsafe conditions. The absence of a formal service recovery strategy means the hotel struggles to restore guest trust or loyalty after service breakdowns.
Poor internal communication also hinders issue resolution. There appears to be no effective feedback loop between guests, front-line staff, and management. As a result, problems remain unresolved, leading to further frustration and reputational harm. Additionally, the hotel lacks a clear protocol for addressing service failures or customer dissatisfaction, reducing its ability to adapt to market expectations (Loehr et al, 2021).
The persistence of these issues, particularly when amplified through negative online reviews, poses a serious risk to the hotel's brand image, competitiveness, and long-term sustainability in the post-pandemic hospitality landscape.
[bookmark: _Toc201174750]3.2 Strategic Recommendations
To address the operational challenges identified at Globales Apartamentos Montemar, the following strategic recommendations are proposed:
[bookmark: _Toc201174751]3.2.1 Establish a Dedicated Guest Relations Team
Implementing a specialised team to handle guest feedback and complaints can ensure timely and effective responses, enhancing customer satisfaction and loyalty. Addressing service failures effectively can lead to improved long-term customer loyalty, not just the resolution of short-term problems (Fowler, 2023A).
[bookmark: _Toc201174752]3.2.2 Enhance Staff Training Programs
Regular training sessions focusing on customer service, hygiene standards, and safety protocols are crucial. Continuous professional development ensures staff are equipped to meet post-pandemic guest expectations (Depierraz, 2024; Nestoroska & Petrovska, 2014).
[bookmark: _Toc201174753]3.2.3 Improve Cleaning and Maintenance Operations
Instituting routine inspections and maintenance schedules can prevent issues related to cleanliness and safety. Efficient operational management is vital for maintaining high service standards (Ghazi, 2016).
[bookmark: _Toc201174754]3.2.4 Implement a Robust Service Recovery Framework
Developing clear procedures for addressing service failures, including compensation strategies and swift problem resolution, can mitigate negative guest experiences and protect the hotel's reputation (Kim & So, 2023; Fowler, 2023A).
[bookmark: _Toc201174755]3.2.5 Foster Effective Internal Communication
Establishing open channels of communication between staff and management ensures that issues are promptly reported and addressed, facilitating a proactive approach to problem-solving (Kim & So, 2023).
By adopting these strategies, Globales Apartamentos Montemar can improve operational efficiency, improve the guest experience and reinforce the hotel's standing within the competitive hospitality sector.
[bookmark: _Toc201174756]3.3 Implementation Plan for Each Recommendation 
A phased and coordinated implementation plan is necessary to address the core issues identified at Globales Apartamentos Montemar. This plan focuses on building stronger guest relations, improving staff training, enforcing maintenance and cleaning routines, enhancing internal communication, and leveraging guest feedback for service development.
[bookmark: _Toc201174757]3.3.1 Establish a Dedicated Guest Relations Team
A guest relations team should be introduced to manage guest complaints and feedback across multiple platforms. This team will monitor reviews, escalate critical issues to management, and initiate immediate service recovery steps, such as room reassignment or compensation. The integration of CRM tools in hospitality settings can significantly enhance responsiveness and recovery processes (Intelity, 2019; Fowler, 2023A). Clear service recovery protocols are crucial in regaining guest trust and loyalty (Kim & So, 2023). 
[bookmark: _Toc201174758]3.3.2 Launch a Comprehensive Staff Training Programme
Structured staff training covering hygiene, safety protocols, and guest service expectations is essential in the post-COVID hospitality landscape. Induction workshops followed by routine refreshers and performance assessments should be implemented (Mustang Washrooms, 2023). Training ensures consistency in service quality and reinforces operational standards (Awan et al, 2020; Nestoroska & Petrovska, 2014).
[bookmark: _Toc201174759]3.3.3 Strengthen Cleaning and Maintenance Procedures
The hotel should adopt rigorous cleaning and maintenance procedures, overseen by a dedicated quality assurance officer. Daily room inspections and weekly maintenance audits, supported by digital checklists, will ensure compliance and efficiency (Chen et al, 2021). Modern cleaning equipment and automated systems can further streamline operations and reduce delays (American Hotel & Lodging Association, 2022; Ghazi, 2016).
[bookmark: _Toc201174760]3.3.4 Improve Internal Communication Channels
To address breakdowns in communication, regular staff meetings and briefings should be institutionalised. Open dialogue between management and frontline staff facilitates faster resolution of service issues and promotes a culture of collaboration (Albuali, 2021; Kalkman, 2021).
[bookmark: _Toc201174761]3.3.5 Implement Feedback Analysis Systems
The hotel should develop a structured approach for gathering, analysing, and acting on guest feedback. This includes post-stay digital surveys and proactive monitoring of online reviews to identify areas for improvement. Guest feedback loops are critical for service refinement and performance evaluation (Roelen-Blasberg, 2023; Kim & So, 2023).
By following this structured plan, Globales Apartamentos Montemar can improve operational quality, rebuild its brand reputation, and sustain its competitive edge in a challenging tourism market.
[bookmark: _Toc201174762]3.4 Change Management Using Kotter’s 8-Step Model
Table 3: Change Management using Kotter's 8-Step Model
	Kotter’s Step
	Description / Application at Globales Apartamentos Montemar

	1. Create a Sense of Urgency
	Highlight the negative impact of poor hygiene and guest complaints on reputation and finances to motivate urgent action among staff and management (Yacoub & ElHajjar, 2021).

	2. Build a Guiding Coalition
	Form a team of key leaders and influencers across departments to lead and support the change initiatives (Mwamba, 2023).

	3. Develop a Vision and Strategy
	Define a clear vision focused on improving hygiene, guest communication, and maintenance standards to guide all change efforts (Hossain, 2023).

	4. Communicate the Change Vision
	Meetings, training, and internal communications are used to share the vision and keep all staff engaged and informed (Santoso et al, 2022).

	5. Empower Employees for Broad Action
	Remove barriers like outdated processes and provide resources so employees can address guest issues quickly and effectively (Budhwar et al, 2023).

	6. Generate Short-term Wins
	Achieve early improvements such as better cleanliness ratings and positive guest feedback to build momentum and confidence (Pandey, 2024).

	7. Consolidate Gains and Produce More Change
	Use initial successes to continue staff training, process improvements, and build a stronger service culture (Liu et al, 2022).

	8. Anchor New Approaches in Culture
	Embed improved standards into policies, appraisals, and daily routines to ensure the changes last long-term (Gamage et al, 2022).



[bookmark: _Toc201174763]3.5 Staff Engagement and Communication Plans
Effective staff engagement and communication are critical to the operational recovery and service improvement at Globales Apartamentos Montemar. A key priority is ensuring that employees feel respected, involved, and informed. To achieve this, management should implement regular staff meetings and operational briefings to communicate updates on hotel performance, guest feedback, and planned improvements. These sessions also create space for two-way communication, enabling staff to voice concerns, share insights, and propose practical solutions. When staff feel heard, their motivation and sense of ownership in the change process increase significantly (Hughes & Christensen, 2021).
To facilitate inclusive dialogue, the hotel should introduce structured feedback mechanisms such as anonymous staff surveys and suggestion boxes. These tools ensure every employee has a voice, regardless of position, while helping identify recurring operational issues (Gupta et al, 2022).
Staff training is another cornerstone of engagement. The hotel must invest in interactive, workshop-based programmes covering essential topics like customer service, hygiene, and safety. Studies show that employee involvement in learning processes fosters deeper engagement and a stronger commitment to service quality (Abd A.-A. Al-Refaei et al, 2023). These training initiatives should be ongoing, with performance evaluations linked to skill development.
Recognition and reward systems also play a vital role in sustaining motivation. The hotel should implement schemes that celebrate individual and team achievements. Acknowledging excellent performance not only boosts morale but also supports employee retention and long-term productivity (Johnson, 2024).
Digital communication platforms such as newsletters, staff messaging apps, and bulletin updates should be used to ensure consistent, timely information sharing. In parallel, appointing departmental ambassadors or staff champions can help disseminate key messages and foster peer engagement (Gupta et al, 2022).
Ultimately, a transparent, participatory communication culture can strengthen trust, reduce turnover, and enhance the guest experience. Engaged employees are more likely to deliver high-quality service, anticipate guest needs, and contribute to the hotel's strategic goals (Hughes & Christensen, 2021).
[bookmark: _Toc201174764]3.6 Success Metrics and KPIs
Clearly defined success metrics and Key Performance Indicators (KPIs) are essential for evaluating the progress and effectiveness of the proposed improvements at Globales Apartamentos Montemar (Ika & Pinto, 2022). A primary success indicator will be increased guest satisfaction scores, which can be tracked through online reviews on platforms like TripAdvisor and direct guest feedback surveys. A reduction in negative comments related to cleanliness, safety, and service responsiveness will serve as a measurable outcome of successful interventions (Thi et al, 2021).
Occupancy rate is another critical KPI, reflecting the hotel's ability to attract and retain guests in a competitive market. Operational KPIs should include the number of maintenance and hygiene issues reported and resolved within target timeframes. Additionally, staff performance metrics—such as training completion rates and employee engagement scores—are vital, as a skilled and motivated workforce is integral to delivering high-quality guest service (Navinchandran et al, 2021).
Monitoring guest complaints and average response times will also offer insight into the efficiency of new service recovery processes. On the financial side, metrics like Revenue Per Available Room (RevPAR) and overall profitability will indicate the impact of operational enhancements on business outcomes. Furthermore, tracking staff turnover rates will help evaluate job satisfaction and workforce stability. A sustained reduction in turnover is indicative of improved employee engagement and morale (Toker, 2024).
Consistently collecting and analysing these KPIs will enable management to identify emerging challenges and refine strategies for continuous improvement.
[bookmark: _Toc201174765]3.7 Cost-Benefit Analysis
Implementing the recommended improvements at Globales Apartamentos Montemar will require moderate investment, proportionate to the hotel’s mid-range scale and revenue capacity. The property, with approximately 70 employees, can anticipate costs across key operational areas:
· Staff training to improve hygiene, safety, and service standards is essential. According to CBRE (2021), training costs in the hotel industry average 1.14% of total labour costs at limited-service hotels, which supports an annual training budget of approximately €3,000 to €7,000, depending on the number of sessions and staff involved (CBRE, 2021).
· Upgrades to cleaning and maintenance operations, including new equipment and supplies, may require initial investments of €5,000 to €10,000. Additionally, contracting one or two extra staff members during peak seasons is estimated to cost between €30,000 and €50,000 per year based on EU averages for labour cost in hospitality (Cedefop, 2023).
· Implementing a service recovery system, including guest compensation and enhanced customer service response, may involve projected costs of €5,000 to €8,000 annually. These costs would cover refunds, room upgrades, or added service personnel, depending on average complaint volumes for hotels of similar size (Ampong et al, 2020).
While these upfront investments are significant, the long-term benefits include improved guest satisfaction, increased occupancy rates, and greater guest loyalty. Effective service delivery and faster response to issues reduce the risk of negative reviews and cancellations. Over time, the hotel is likely to benefit from enhanced profitability and lower crisis management costs, making the investments not only feasible but strategically advantageous (CBRE, 2021; Cedefop, 2023).
4. [bookmark: _Toc201174766]Action Plan
To address the operational and service management issues at Globales Apartamentos Montemar, the following structured action plan is proposed. This plan incorporates practical strategies aligned with industry standards and validated by academic research.
[bookmark: _Toc201174767]4.1 Establish a Dedicated Guest Relations Team
A guest relations team of 2–3 trained staff members should be appointed to monitor and respond to guest feedback across platforms such as TripAdvisor, Booking.com, and internal post-stay surveys. Prompt responses within 24 hours and effective service recovery measures (e.g., upgrades or compensations) will significantly improve guest satisfaction and loyalty (Alemar, 2023; Hermans et al, 2009).
[bookmark: _Toc201174768]4.2 Conduct a Comprehensive Audit of Cleaning and Maintenance
A full review of current cleaning and maintenance procedures is necessary. Daily housekeeping checklists and weekly maintenance inspections should be implemented and overseen by a quality assurance supervisor. This ensures hygiene and safety standards are met consistently, especially in the post-pandemic environment (GoAudits, 2024; Ghazi, 2016A).
[bookmark: _Toc201174769]4.3 Launch a Comprehensive Staff Training Programme
Structured workshops should be launched on hygiene, customer service, and safety protocols. These should be followed by quarterly refresher sessions and performance reviews. Research confirms that formal training programmes significantly enhance staff competence and service consistency (Michalis, 2023; Douglas et al, 2024).
[bookmark: _Toc201174770]4.4 Enhance Internal Communication Channels
Regular weekly staff meetings and monthly management briefings should be instituted to improve internal communication. Clear communication helps identify operational problems quickly and supports a collaborative culture. Digital platforms can further support information flow between teams (Pinto, 2024; Čuić Tanković et al, 2022).
[bookmark: _Toc201174771]4.5 Implement a Digital Guest Feedback System
An automated system should be introduced to collect post-checkout guest surveys and monitor online reviews. Feedback should be analysed continuously to inform operational decisions and improve service delivery (Canary Technologies, 2023; Narayan et al, 2022).
Table 4: Action Plan Overview
	Action
	Details
	Responsible Party
	Timeline
	Expected Outcome

	Appoint Guest Relations Team
	Hire/train 2–3 staff; monitor/respond to guest feedback within 24 hours
	Front Office Manager & HR
	Month 1
	Faster complaint resolution and improved guest satisfaction

	Audit Cleaning & Maintenance Processes
	Conduct audit; implement daily cleaning and weekly maintenance checklists
	Housekeeping Manager & QA Supervisor
	Month 1–2
	Enhanced hygiene and safety standards

	Launch Staff Training Programs
	Workshops on hygiene, customer service, safety, quarterly refreshers, performance evaluations
	HR Department
	Start Month 1; ongoing
	Consistent high-quality service and adherence to protocols

	Enhance Internal Communication
	Weekly staff meetings, monthly management briefings, and implement digital communication tools
	Department Heads & Management
	Start Month 1; ongoing
	Improved internal communication and collaborative problem-solving



	Implement Digital Feedback System
	Automated post-checkout surveys, online review monitoring, and feedback analysis
	IT & Guest Relations Team
	Month 2
	Continuous guest feedback driving service improvements




5. [bookmark: _Toc201174772]Conclusion
Globales Apartamentos Montemar is currently facing critical operational challenges that have significantly compromised its service quality, guest satisfaction, and overall performance. Persistent failures in hygiene standards, maintenance procedures, and complaint resolution have damaged the hotel’s reputation, reduced occupancy rates, and raised the risk of legal repercussions related to health and safety compliance.
This report has identified the root causes of these issues as weak managerial oversight, insufficient staff training, inconsistent maintenance protocols, and a lack of formal service recovery systems. Furthermore, a breakdown in communication between management, staff, and guests has exacerbated dissatisfaction and lowered employee morale. In the post-pandemic hospitality landscape, where cleanliness and responsiveness are non-negotiable, the hotel's inability to meet these expectations places it at a significant competitive disadvantage. A 5 Whys analysis confirmed that the hotel's core operational issues originate from inadequate management control and the lack of formalised quality assurance systems.
Strategic recommendations were developed to directly address these deficiencies, including enhancing management accountability, launching comprehensive staff training programmes, upgrading cleaning and maintenance operations, and implementing a robust digital feedback and service recovery system. These proposals are grounded in industry best practices and supported by relevant hospitality management theories.
The implementation plan follows a phased approach, enabling both immediate improvements (such as hygiene audits and complaint handling) and long-term investments in staff development and technological integration. Kotter’s 8-Step Model will support effective change management, ensuring staff engagement and fostering a culture of transparency, responsiveness, and continuous improvement. Performance will be tracked using clear success metrics and KPIs, including guest satisfaction scores, occupancy rates, service response times, and employee engagement indicators.
By executing these strategic changes and adopting proven practices observed at similar properties in the region, Globales Apartamentos Montemar can restore its operational integrity, regain guest trust, and reposition itself competitively in the Balearic hospitality market. Prioritising service quality and customer experience will not only enhance short-term recovery but also ensure long-term sustainability and resilience in a rapidly evolving tourism environment.
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