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[bookmark: _Toc201961073]Executive Summary

Chilworth Manor Hotel, a historic 4-star property near Southampton, faces operational and reputational challenges due to the outdated and poorly maintained condition of its guest rooms. Despite its favourable location and strong facilities, the lack of investment in modern, high-quality accommodations has resulted in negative guest reviews, reduced satisfaction, and declining financial performance. Guest feedback from 2024 and 2025 frequently highlights issues such as deteriorating décor, peeling paint, broken equipment, and cleanliness concerns. Many reviews emphasize the disparity between the hotel’s promotional imagery and actual experience, undermining expectations of a 4-star standard. These recurring issues reflect systemic operational shortcomings rather than isolated occurrences.
The persistent room quality issues at Chilworth Manor Hotel have significant financial and reputational implications. Research indicates a strong link between guest satisfaction and revenue, with even modest improvements in satisfaction yielding considerable financial benefits for hotels. Negative online reviews particularly harm performance; travelers are far more likely to book hotels with higher review scores when prices are comparable, and 76% are willing to pay more for superior experiences. Chilworth Manor’s poor room conditions undermine its ability to achieve premium rates and lower booking conversions. Guests often describe the property as “expensive for what you get,” questioning its 4-star status. Market data from 2024 shows regional hotels averaging £105 per night, with top-performing properties generating higher rates through superior quality, which Chilworth Manor cannot achieve due to its underwhelming room standards.
The primary cause of Chilworth Manor’s challenges lies in prolonged underinvestment in room renovations and maintenance. While some booking platforms claim the hotel has been “recently refurbished,” guest reviews consistently note recurring issues, suggesting either incomplete renovations or misleading marketing. Frequent complaints about maintenance and cleanliness indicate systemic failures in both preventive and reactive upkeep processes, highlighting deeper operational deficiencies that require a comprehensive overhaul. Furthermore, as a Best Western property, Chilworth Manor must adhere to strict cleanliness and upkeep standards. The poor condition of its rooms violates these requirements, creating reputational and legal risks. Best Western warns that one substandard experience can harm perceptions of the entire brand, amplifying the potential impact.
In 2024, the UK hotel sector showed resilience, with regional cities achieving 76% occupancy rates and an average daily rate of £105. Southampton outperformed this average, with occupancy exceeding 80% and strong rate growth in the 4- and 5-star market. However, competition has intensified, with plans to add seven hotels and 841 rooms to the market, marking a 39% increase. Modern properties like DoubleTree by Hilton and Grand Harbour Hotel are raising guest expectations. Chilworth Manor’s Edwardian charm and expansive grounds are key differentiators, but these strengths are undermined by poor room quality. Cruise passengers, a key growth segment, expect high-quality accommodations, yet Southampton’s record-breaking three million cruisers in 2024 remain untapped due to Chilworth Manor’s outdated offerings.
Chilworth Manor benefits from several strengths despite its challenges. Its strategic location, just four miles from Southampton with excellent motorway access, ensures steady demand from business, leisure, and cruise travelers. The hotel’s spa, leisure facilities, and dining services receive positive reviews, with guests highlighting the “state-of-the-art” amenities and high-quality cuisine. Additionally, its historic charm and 12-acre landscaped grounds set it apart from budget competitors. Chilworth Manor also enjoys a strong corporate market, supported by 11 function rooms accommodating up to 160 delegates. This positions the hotel to leverage the recovering corporate events sector, providing a stable revenue stream and potential funding for upgrading room quality.
Chilworth Manor must implement a comprehensive, phased refurbishment of its guest rooms to overcome existing challenges. This process should start with a thorough audit to assess specific needs, followed by collaboration with professional designers to create a modern, unified aesthetic that respects the hotel’s historic character. The refurbishment should integrate smart room technologies, sustainable materials, and energy-efficient fixtures to improve the guest experience and establish the hotel as an environmentally responsible destination. According to industry recommendations, a robust digital feedback system is crucial for addressing guest concerns in real time. Feedback should be collected through multiple platforms, with staff trained to respond promptly and effectively. Regular analysis of these insights will ensure continuous improvement and alignment of refurbishment efforts with guest expectations.
Staff engagement and training are essential for effective change management. Workshops should clearly explain the rationale for change, its benefits, and the individual roles required in the transition. Role-specific training will prepare employees to adapt to new technologies and processes. Providing ongoing support and establishing feedback channels will ensure staff feel equipped and valued, fostering engagement and ownership of the changes. Sustainability should also be a core aspect of refurbishment. Implementing LED lighting, low-flow fixtures, and recycled or locally sourced materials can minimize environmental impact while appealing to eco-conscious guests. Waste reduction programs and transparent communication of sustainability efforts will further enhance the hotel’s competitive edge.
Key performance indicators (KPIs) should be established to monitor improvements in guest satisfaction, online review sentiment, occupancy rates, and revenue. Regular benchmarking against competitors and industry standards will offer critical insights into the hotel’s market position. Staff feedback should also be evaluated to assess engagement and the effectiveness of training and support initiatives. The estimated cost of refurbishing guest rooms ranges from £5,000 to £10,000 per room, totaling £300,000 to £600,000 for a 60-room hotel. Additional costs include technology upgrades, sustainability initiatives, and staff training. A digital feedback platform will require an annual investment of £2,000 to £5,000, with ongoing maintenance budgeted at 2–3% of refurbishment costs. These investments are supported by industry evidence showing a 15–20% increase in guest satisfaction and revenue for hotels regularly updating facilities and technology.
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Z TO A CONSULTING – working backwards for the best outcome adopts a problem solving approach inspired by entrepreneur Jeff Bezos where in order to know what the solution is, one must first visualise the end result. Z TO A comes the market with fresh perspectives and enthusiasm to offer clients tailored made solutions to their problems. What differentiates our consulting team to others is the personal touch that corporation consulting firms lose in the process.

[bookmark: _Toc201961075]Analysis
Importance of analysis in a change report/ consultancy report.

[bookmark: _Toc201961076]The Issue
The main challenge facing Chilworth Manor is the consistently poor and outdated condition of its guest rooms, which has led to frequent negative feedback on platforms like TripAdvisor. This issue has created a series of interconnected problems that are weakening the hotel’s market position and financial performance. Guest reviews from 2024 and 2025 continue to highlight these issues, with comments describing the rooms as tired, the property as run down, and noting visible maintenance problems such as peeling paint on windows and an urgent need for full redecoration (TripAdvisor, 2025). A recurring observation from guests, such as the remark that the property looks better in photos (TripAdvisor, 2025), highlights a significant gap between the hotel’s marketing portrayal and the reality of its room conditions.
The poor state of the rooms reflects more than just aesthetic shortcomings; it points to a broader failure to uphold acceptable hospitality standards. Guest feedback frequently mentions specific problems, including outdated furniture that appears unchanged for decades, maintenance failures like malfunctioning equipment and structural deficiencies, as well as cleanliness concerns indicating lapses in housekeeping standards. Together, these issues result in a guest experience that falls far below both industry expectations and what is expected of a 4-star hotel with a premium reputation in the Southampton market.
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The room quality issues at Chilworth Manor are causing significant negative financial impacts, extending beyond immediate guest satisfaction scores. According to hotel industry research, guest satisfaction is closely linked to revenue performance, with studies indicating that each point increase in satisfaction scores can result in notable financial gains. Research from Cornell University suggests that for every one-point increase in satisfaction on a 100-point scale, large hotel companies can see revenue growth of up to $10 million annually (Al-Rahahlah, 2023). For individual properties like Chilworth Manor, this highlights the substantial revenue opportunities that are being forfeited due to poor room conditions.
The hotel’s online reputation is particularly vulnerable in today’s digital marketplace. According to TripAdvisor, the hotel’s rooms are described as dated, and its value proposition is labelled expensive (TripAdvisor, 2025), creating negative perceptions that directly impact booking conversion rates. Research in collaboration with NYU shows that travellers are 3.9 times more likely to book hotels with higher review scores when pricing is comparable, and 76% are willing to pay a premium for properties with superior reviews (Brainza, 2025). This creates a compounding cycle where poor room quality leads to negative reviews, which subsequently reduce booking conversions and push the hotel into an unsustainable pricing model.
The pricing challenges caused by poor room standards pose a serious threat to Chilworth Manor’s financial stability. As several guests have remarked, the property’s pricing is considered high relative to its room quality, with some even stating that the hotel "does not feel like a 4-star property" despite its official rating (TripAdvisor, 2025). This gap between perceived value and pricing prevents Chilworth Manor from commanding premium rates, despite its advantageous location and comprehensive facilities. According to 2024 UK hotel market data, regional hotels achieved an average daily rate of £105, with high-performing properties earning significantly more due to superior quality and guest satisfaction (BeNews, 2025). Chilworth Manor’s failure to maintain competitive room standards is directly limiting its ability to tap into this growing market’s revenue potential.
[bookmark: _Toc201961078]The cause
Evidence points to a pattern of long-term underinvestment in room renovations and maintenance at Chilworth Manor, resulting in accumulated wear and deterioration that has reached unacceptable levels. While some booking platforms claim the hotel "has been recently refurbished" (BestWestern, 2025), guest reviews from 2024 and 2025 continue to highlight the same recurring issues. This suggests that renovation efforts were either incomplete, poorly implemented, or fabricated for marketing purposes. The gap between advertised improvements and actual conditions raises concerns about either failed project execution or misleading marketing practices.
The prevalence of guest complaints further indicates systemic failures in both preventive and reactive maintenance processes. Issues such as peeling paint, structural damage, and malfunctioning equipment point to inadequate quality assurance programs aimed at identifying and addressing defects before they impact guest experience. The consistency of these complaints across multiple review platforms and over extended time periods underscores the notion that these are not isolated incidents, but rather fundamental operational deficiencies that require a comprehensive overhaul.
Compliance with brand standards is another significant concern for Chilworth Manor as a Best Western property. The hotel is required to meet the minimum benchmarks outlined in Best Western’s Global Quality Assurance Program, which mandates that all branded hotels maintain clean and well-kept accommodations, regardless of style or classification. Currently, the poor room conditions appear to violate these core brand principles and could expose the hotel to operational and legal risks. Best Western explicitly emphasizes that a substandard experience in one category can negatively impact the guest’s perception of the property as a whole and deter them from staying at other Best Western hotels. The persistent issues at Chilworth Manor directly contradict these guidelines, representing both reputational harm and a breach of brand compliance.
[bookmark: _Toc201961079]Market Context and Competitiveness
According to BeNews (2025), the UK hotel sector showed impressive resilience in 2024, with regional cities achieving a 76% occupancy rate and average daily rates of £105. This recovery has been accompanied by heightened competition and increasing operational costs, emphasizing the critical importance of room quality for maintaining strong market positioning. Specifically, the Southampton hotel market demonstrated excellent performance, with occupancies exceeding 80% across all market segments and strong room rate achievements for 4- and 5-star properties. However, this market growth is paired with intensifying competition, highlighted by plans for seven new hotels, adding 841 rooms and increasing Southampton’s hotel supply by 38.8% ().
The competitive environment in Southampton features modern facilities from prominent chains such as DoubleTree by Hilton and Grand Harbour Hotel, alongside budget chains with recently renovated properties. Chilworth Manor’s Edwardian character and extensive grounds provide a valuable point of differentiation in this landscape, but these advantages can only be leveraged if its room quality meets guest expectations relative to its price point (Visit Hampshire, 2025). Market research suggests mixed forward-looking prospects for Southampton hotels. Newly opened properties are expected to continue building occupancy and rates as they establish themselves, whereas older hotels with outdated facilities, like Chilworth Manor, may struggle without significant investments.
The cruise market represents a major growth opportunity that Chilworth Manor is currently ill-equipped to capitalize on due to its room quality deficiencies. Southampton’s port welcomed a record three million cruise passengers in 2024, contributing over £1 billion to the local economy (Payne, 2025). With the port accounting for 85% of the UK cruise market, it remains a leader for the UK and Northern Europe’s cruise sector growth (ABP, 2025). Between 2015 and 2017, cruise passenger numbers rose by 8.7%, and this trend has continued with record-breaking volumes (Payne, 2025). However, cruise passengers typically expect high-quality accommodations, making Chilworth Manor’s outdated room standards a significant obstacle to tapping into this lucrative market segment.
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Definition
Role in consultancy

According to external macro-environmental analysis, various factors strongly influence Chilworth Manor's room quality challenges, generating both pressures and opportunities that must be integrated into any strategic response.

	Factor
	Description & Relevance to Chilworth Manor Hotel

	Social
	Changing guest expectations for modern, comfortable rooms; increased reliance on online reviews for booking decisions.

	Technologic
	Need for investment in modern amenities (e.g., smart TVs, high-speed WiFi, energy-efficient lighting) to meet guest expectations.

	Economic
	Budget constraints may limit refurbishment; however, investment is necessary to remain competitive and maintain revenue.

	Environmental
	Pressure to adopt sustainable practices (e.g., energy efficiency, waste reduction) in room refurbishments.

	Political
	Compliance with local regulations and planning permissions for refurbishment projects.

	Legal
	Ensuring refurbishments meet fire safety, accessibility, and health standards.

	Ethical
	Transparency in addressing guest complaints and ensuring fair treatment of staff during change processes.

	Demographic
	Catering to a diverse clientele, including business travellers, families, and leisure guests, all with varying expectations.

	Educational
	Training staff to manage guest expectations and handle complaints during refurbishment periods.
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SWOT analysis definition
Role in consultancy

A thorough analysis highlights clear patterns of strengths and weaknesses that shape Chilworth Manor’s current market position and future prospects. 

TOWS analysis definition
Role in consultancy




	Strengths 
	Friendly, helpful staff.      Good location and accessibility.          Cleanliness in some areas. Spa and leisure facilities.
	SO Strategies
	ST Strategies
	Refurbishment to modernize rooms.                               
Leveraging positive staff feedback.               Targeting new customer segments.                          Improving online reputation.
	Opportunities

	
	
	Use positive staff reputation to promote refurbished rooms.                                             Leverage location to attract new guests’ post-refurbishment.
	Train staff to manage guest expectations during refurbishment.                                     Highlight cleanliness and service to counter negative reviews.
	
	

	Weaknesses
	Outdated and poor-quality rooms.                          Inconsistent room standards.             Maintenance delays. Negative online reputation
	WO Strategies
	WT Strategies
	Increased competition from newer hotels.                     Ongoing negative guest reviews.                                    Budget constraints for upgrades.                               Changing guest expectations
	Threats

	
	
	Invest in room upgrades to address outdated facilities.                                                                              Use feedback to guide targeted improvements.
	Prioritize urgent room refurbishments to prevent further decline.                                 Develop a robust feedback management system.
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Despite the notable challenges related to room quality, Chilworth Manor possesses several key strengths that provide a solid foundation for strategic improvement efforts. According to Best Western (2025), the hotel's advantageous location remains a significant asset, situated just four miles from Southampton with excellent connectivity to major motorway links via M3 Junction 14 and M27 Junction 4. This prime location drives consistent demand across diverse market segments, including cruise passengers taking advantage of Southampton's record-breaking port facilities, business travellers accessing regional commercial hubs, and leisure guests exploring the New Forest and nearby attractions.
The hotel’s facilities outside of guest rooms continue to receive positive feedback and contribute to its operational strengths. Guests consistently praise the spa and leisure amenities, describing them as “state-of-the-art" and highlighting the pool facilities that cater to both families and adults seeking relaxation (TripAdvisor, 2025). Food service quality has also been well-maintained, with reviews noting very nice meals and well-regarded breakfast offerings that reinforce the hotel’s reputation as one of the best places to eat in Southampton (Best Western, 2025). These operational successes demonstrate strength in areas where investment has been sustained, showcasing the hotel's potential to achieve similar outcomes with room quality improvements.
Chilworth Manor’s historic character and extensive grounds also serve as unique selling points that distinguish it from budget competitors. Its 12-acre landscaped grounds and Edwardian Manor House architecture create a distinctive appeal that guests frequently appreciate, with reviews praising the "beautiful architecture" and "lovely grounds" (TripAdvisor, 2025). Recent feedback specifically highlights the property's "beautiful setting" and describes it as "a grand hotel" when focusing on non-room aspects, indicating the enduring value of its fundamental assets (TripAdvisor, 2025). With appropriate room renovations, these unique features can be leveraged more effectively.
Additionally, the hotel’s corporate market strength provides a stable and less price-sensitive revenue base compared to leisure segments. Equipped with 11 function rooms and capacity for conferences with up to 160 delegates, Chilworth Manor is well-positioned within the recovering corporate events market. According to BeNews (2025), corporate conferences and events have rebounded significantly, driving revenue per available room growth that has outpaced overall market trends for the first time since 2019. This robust corporate segment not only ensures financial stability but also offers potential funding opportunities for room quality improvement initiatives.
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After a thorough assessment of the challenges faced by Chilworth Manor Hotel, particularly the persistent issues related to outdated and low-quality rooms as identified in guest feedback on TripAdvisor and other booking platforms, it is essential to propose a set of actionable recommendations. These recommendations aim to resolve immediate problems while positioning the hotel for sustained success in Southampton’s competitive hospitality market. Grounded in best practices for change management, the proposed strategies prioritize a smooth implementation process, foster staff engagement, and minimize disruptions to the guest experience.
Change Management definition
Recommendations importance in consulting reports
SMART objectives
[bookmark: _Toc201961084]Comprehensive Room Refurbishment
The foundation of the hotel’s transformation must be a thorough and strategic refurbishment of its guest rooms. According to industry research, the physical condition of rooms plays a crucial role in driving guest satisfaction and loyalty. Outdated décor, worn furnishings, and the absence of modern amenities can significantly diminish the guest experience, leading to unfavourable reviews and lower rates of repeat business according to JRM (2024). The refurbishment process should begin with an in-depth evaluation of each room to pinpoint specific areas requiring improvement, including flooring, wall coverings, furniture, and bathroom fixtures. This initial audit will ensure resources are allocated effectively, prioritizing the most pressing issues (CPS, n.d.). 
Next, the hotel should collaborate with professional interior designers to develop a modern, cohesive aesthetic that aligns with the property’s historic character while meeting the expectations of contemporary guests. The refurbishment project should be executed in phases, starting with a small pilot group of rooms to test design plans and gather guest feedback before extending the upgrades throughout the entire property. This phased approach will help limit guest disruptions and enable the hotel to refine its strategy based on practical outcomes.
Key features of the refurbishment should incorporate smart room technologies, such as digital keys, smart lighting, and climate control, alongside the use of sustainable materials and energy-efficient fixtures. These enhancements will improve the overall guest experience while positioning the hotel as an environmentally responsible, forward-looking destination (Operto, 2022).
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Feedback management importance

Beyond physical upgrades, the hotel must focus on establishing an effective system for collecting, analysing, and applying guest feedback. Implementing a comprehensive feedback management system is crucial for identifying concerns, tracking satisfaction levels, and fostering continuous improvements. This system should use digital platforms that enable guests to provide real-time feedback through various channels, including email, mobile apps, and in-room tablets (Operto, 2024). Staff should be trained to review feedback daily and respond promptly to both positive and negative comments, showcasing the hotel’s dedication to guest satisfaction. 
Regularly scheduled meetings should be conducted to analyse feedback trends, address recurring issues, and assess progress toward improvement objectives. By integrating feedback into the hotel’s operational culture, Chilworth Manor can proactively address guest concerns and ensure the refurbishment strategy is informed by customer input. Academic research supports this approach, emphasizing the role of guest feedback in building trust and loyalty, as well as the benefits of timely and personalized responses to online reviews for enhancing the overall guest experience.
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Importance of employee training, 
Importance of employee engagement

Effective change management relies on the active participation and support of all staff members. The proposed refurbishment and feedback initiatives will introduce new processes, technologies, and expectations, which must be clearly communicated to the team to ensure a smooth transition. Conducting change management workshops will be essential to outline the reasons behind these changes, their anticipated benefits, and the specific roles each staff member will play in the process. These workshops should also encourage open dialogue, allowing staff to ask questions, express concerns, and offer suggestions, fostering a sense of ownership and engagement. 
Additionally, role-specific training should be provided to equip employees with the skills needed to use new technologies, deliver improved service, and address guest inquiries related to the refurbishment. Ongoing support must be available to help staff navigate challenges during the transition, while feedback channels should be established to capture their insights and experiences. This inclusive approach aligns with change management principles, which emphasize the importance of clear communication, staff involvement, and continuous support in successfully implementing organizational change.

[bookmark: _Toc201961087]Sustainable Initiatives
Sustainability has become a key focus for both guests and the hospitality industry. The refurbishment of Chilworth Manor presents an opportunity to adopt sustainable practices, improving both its environmental impact and market reputation. According to Invest NI (2014), lighting energy use can be reduced by 80%—to 2.5 kWh per room per day—by installing LED fixtures during renovations. The Best Western Plus White Horse Hotel in Northern Ireland demonstrated this, achieving 80% cost savings while also enhancing ambiance, proving the effectiveness of LED upgrades. Water efficiency is equally essential, as water is critical for daily hotel operations yet remains a limited resource (WSHA, 2024). Souza (2024) recommends installing low-flow showerheads, faucets, and dual-flush toilets across the property to reduce consumption while maintaining guest satisfaction. 
Incorporating sustainable materials such as recycled or locally sourced furniture and décor, as highlighted by Bertolazzi and Micocci (2023), can further enhance the hotel’s environmental initiatives. Additionally, waste reduction programs, including recycling and composting for both guests and staff, should be implemented. These practices not only cater to the preferences of eco-conscious travelers but also align with industry trends and regulatory demands. Promoting these sustainability efforts in marketing and guest communications can help differentiate Chilworth Manor from competitors and attract a growing segment of environmentally aware guests.
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Change management plays a vital role in maintaining sustainable improvement programs, as highlighted by Jones et al. (2022). It is particularly critical for the success of large-scale renovation projects. The hotel should implement a comprehensive communication strategy to ensure all stakeholders, including staff, guests, and suppliers, are well-informed about the refurbishment process, its objectives, and anticipated outcomes. Updates should be provided regularly through multiple channels, such as staff meetings, newsletters, and in-room information packs. To minimize disruption, the refurbishment should be scheduled during off-peak periods or carried out in phases, ensuring the majority of the hotel remains operational.
According to Islam, Furuoka, and Idris (2021), employees often experience uncertainty and hesitation during organizational transitions, leading to potential resistance. To address this, staff should be actively involved in planning and implementing the refurbishment, creating opportunities for them to provide input and share feedback. Maheshwari and Vohra (2015) emphasize the importance of support measures, such as additional training, flexible working arrangements, and fostering a strong organizational culture, to help employees adapt to new processes and technologies effectively. 
Guest expectations should also be proactively managed. According to Bloom (2015), clear communication about the refurbishment timeline, potential disruptions, and the benefits of the changes is essential. Additionally, offering incentives, such as discounts or complimentary upgrades, can help ensure that guests maintain a positive experience despite any temporary inconveniences caused by the construction.
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According to Nazari et al. (2020), measuring the impact of refurbishment and change management initiatives is essential to ensure the achievement of desired outcomes. Key performance indicators (KPIs) should be established to track progress in areas such as guest satisfaction, online review sentiment, occupancy rates, and revenue. Guest satisfaction scores should be monitored through surveys and review platforms, with a focus on feedback related to room quality and overall experiences. Kalacas (2024) highlights the importance of analysing the sentiment and frequency of online reviews to evaluate improvements in the hotel’s reputation. Financial metrics, including occupancy rates and average daily rate (ADR), should also be tracked to assess the refurbishment’s economic impact. 
Staff feedback should be gathered and reviewed to measure engagement, morale, and the effectiveness of training and support systems (Ford and Sturman, 2023). Additionally, benchmarking performance against competitors and industry standards will offer valuable context for understanding the hotel's position within the market. By consistently reviewing these KPIs, Chilworth Manor can ensure that its investment in refurbishment and change management delivers measurable benefits for both guests and the business.
[bookmark: _Toc201961090]Cost Considerations
According to Operto (2025), the costs of the recommended initiatives must be carefully evaluated and aligned with the financial capacity of the hotel. Guest room refurbishment, identified as the most significant expense, is estimated to cost between £5,000 and £10,000 per room, depending on the scope of upgrades and technology integration. For a medium-sized hotel with approximately 60 rooms, this would require a total investment of £300,000 to £600,000. Additional expenses may include technology upgrades (such as smart room features), sustainable improvements (such as LED lighting and water-saving fixtures), and staff training (Little Hotelier, 2025).
Implementing a digital feedback platform will cost between £2,000 and £5,000 annually, and ongoing maintenance should be budgeted at 2–3% of refurbishment costs per year to maintain room quality. Although these investments are substantial, they are justified by their potential benefits. AlOtaibi et al. (2021) argue that increased guest satisfaction, improved reputation, and higher revenue are achievable outcomes. Industry benchmarks further suggest that hotels investing in regular refurbishment and technology updates typically experience a 15–20% rise in guest satisfaction and a corresponding increase in revenue (Koh, 2025).


[bookmark: _Toc201961091]Action Plan


	Problem
	Solution
	Desired Outcome
	Time Scale
	Cost

	Outdated and poor-quality rooms
	Comprehensive room refurbishment (modern design, smart tech, sustainability)
	Enhanced guest satisfaction, improved online reputation, increased occupancy
	6–12 months (phased rollout)
	£300,000–£600,000 (all rooms)

	Inconsistent room standards
	Regular maintenance schedule and quality audits
	Consistent high-quality room experience, reduced guest complaints
	Ongoing (monthly audits)
	£5,000–£10,000 annually

	Lack of guest feedback utilization
	Implement digital feedback platform and review process
	Proactive issue resolution, improved guest loyalty, data-driven decision-making
	1–2 months (setup), ongoing
	£2,000–£5,000 annually

	Staff not fully engaged in change
	Change management workshops and role-specific training
	High staff morale, smooth transition, improved guest service
	2–3 months (workshops), ongoing
	£5,000–£10,000 (initial training)

	Sustainability not prioritized
	Energy-efficient upgrades, sustainable materials, waste reduction programs
	Reduced operational costs, improved environmental footprint, positive brand image
	6 months (implementation)
	£3,000–£6,000 (one-off, ongoing)



[bookmark: _Toc201961092]Conclusion
Chilworth Manor Hotel is at a critical juncture that demands decisive action. This analysis reveals that ongoing issues with guest room quality are more than surface-level problems; they are directly damaging the hotel’s market position, financial stability, and future viability. Negative guest feedback, which frequently highlights outdated furnishings, poor maintenance, and discrepancies between marketing promises and actual experiences, has led to declining satisfaction, lower booking conversions, and weakened pricing power. These challenges are heightened by growing competition in the Southampton market, where modern hotels are raising traveler expectations and setting new industry standards.
To overcome these obstacles, Chilworth Manor requires a comprehensive and strategic refurbishment plan. The root cause of these challenges—years of underinvestment in room renovations and maintenance—must be appropriately addressed. Superficial or partial refurbishments will no longer suffice; only a phased, in-depth renovation program can rebuild guest confidence and restore the hotel's competitive edge. Chilworth Manor’s unique strengths, including its historic charm, large landscaped grounds, prime location near Southampton, and corporate event facilities, remain underutilized due to the poor condition of its guest accommodations. A properly executed renovation can unlock these strengths, helping the hotel attract more guests and thrive in a competitive market. 
Effective change management is crucial to the success of Chilworth Manor’s transformation. Refurbishment and operational improvements require clear communication, staff engagement, and a structured implementation plan. Engaging staff from the start through targeted training and opportunities to provide feedback will foster a sense of ownership and minimize resistance to change. Guests must also be informed about the refurbishment process through clear updates on timelines and potential disruptions, alongside incentives to maintain guest satisfaction during the transition period.
Sustainability should be at the heart of the hotel’s renewal strategy. Integrating energy-efficient lighting, water-saving fixtures, and sustainable materials will not only reduce the hotel’s environmental footprint but also appeal to eco-conscious travelers. These initiatives can be effectively promoted in marketing efforts to differentiate Chilworth Manor from competitors and attract guests seeking environmentally responsible accommodations.
It is essential to regularly measure the success of these initiatives. Key performance indicators such as guest satisfaction, online review sentiment, occupancy rates, and revenue must be tracked consistently. Staff feedback should be continuously monitored to evaluate engagement and the effectiveness of training programs. Benchmarking against competitors and industry standards will provide valuable insights to measure progress and identify areas for improvement, ensuring sustained growth and success.
The financial commitment required for comprehensive room refurbishment at Chilworth Manor Hotel is substantial, with estimated costs ranging from £300,000 to £600,000 for its size. Additional expenses include investing in technology upgrades, sustainable enhancements, and staff development programs. Despite the high outlay, these investments are warranted by the potential benefits of increased guest satisfaction, a stronger reputation, and higher revenue generation. Industry data indicates that hotels engaging in regular refurbishments and technology updates often achieve a 15–20% improvement in guest satisfaction and experience corresponding revenue growth.
In conclusion, Chilworth Manor Hotel’s strong foundations, including its location, historic charm, and corporate potential, provide it with the opportunity to achieve future success. However, decisive measures are required to address the lingering issues of outdated guest rooms. Through a well-planned refurbishment strategy combined with effective change management, staff engagement, and sustainability-focused initiatives, the hotel can rebuild its reputation, attract a diverse guest demographic, and strengthen its position in Southampton's competitive market. Immediate steps must be taken, and with a strategic approach, Chilworth Manor can reestablish itself as a premium destination, ensuring sustained growth and long-term success.
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Avoid. Zero stars!

If  could give this hotel O stars | would.
Rooms are so old and dilapidated, so claustrophobic and feel so unclean.

Every where has a fake clean smell, like the soaps in all the dispensers and you just don’t feel clean anywhere.
The carpet in the room is old, scratchy and filthy.

Read more v
‘g Tip: Do not book here
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Avoid at all cost!

I had booked a family room, but ended up with a double, but when | asked about this was told that because | had
not put any children down that is why | had a double. | was told that a family room would just have a z-bed put in
it. This is not clear on the website. | asked for a twin room was told not one was available. A presumption was
made that | wanted to sleep with the person | had come with- | did not. The male receptionist looked scruffy in his
red and white sweat top which he wore the following day too.

The bar arm chairs were dirty.

The room toilet was marked with black stains. The bath surround was dirty. The net curtains were filthy. The room
was very dated. The mattress was old and springy - very uncomfortable.

Breakfast was very poor, very cheap produce. Apple juice, had not seen an apple, was disgustingly to taste.
Read less A

:QTip: Limited parking near the hotel available
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