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Abstract  
This case study examines the application of the Holometabola Business Strategy within the hospitality industry, 

specifically focusing on the Nolen 5star Hotels. Note that this is not the real name for the hotel. The Holometabola 

Strategy, characterized by the principles of the (Caterpillar Concept) which clearly demonstrate a strategical 

framework, that emphasizes on innovation, adaptability, and operational excellence, the paper outlines a new 

strategy aimed at diversifying market segments, enhancing product offerings, optimizing operational efficiency, 

and empowering employees. It is analyzed in the context of Nolen 5star Hotels focusing on market diversification, 

revenue growth initiatives, service innovation, and leveraging the Nolen 5star brand. The case study explores 

how Nolen 5star leveraging the Holometabola Strategy to innovation, adaptability, and operational excellence, 

Nolen 5star Hotels provide exceptional experiences to guests across all market segments. The analysis considers 

the challenges and opportunities associated with implementing the Holometabola Strategy within the traditional 

hotel industry. By evaluating Nolen 5star 's case, the study aims to provide valuable insights for hospitality 

businesses seeking to adapt and thrive in a dynamic market environment. 

rectify the failures of its previous strategy and position itself for long-term success in the competitive hospitality 

industry. By prioritizing customer-centricity, operational efficiency, and continuous improvement, the company 

can enhance profitability, drive sustainable growth, and deliver. 
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I. Introduction combine introduction and background 
This term paper explores the limitations resulting to a failed strategy implemented by Nolen 5star Hotels 

and proposes a strategic framework entrenched in the Holometabola Strategy as parameter to rectify the failures 

and propel to sustainable growth (Barney,2019). The characteristics of the failed strategy were pegged on 

overemphasis on aiming for high-end clientele, inadequate adaptation to the market trends to keep up with 

competition in the industry and substantial investment in costly renovations, which attributed to financial strain, 

limited market focus, and operational inefficiencies.  

 

Hospitality industries are facing increasing competition day in day out (Gursoy & Swanger, 2016). 

Consequently, hotels are becoming more and more aware of the need to customize services and improve general 

service performance to match the requirements of the modern-day sophisticated customers. A times, organizations 

undergo disastrous phases so much so that deviations are so abrupt and rampant that they alter the trajectories of 

entire industries. This dictates the requirement for them to develop a strategic resilience plan, which capacitates 

them to manage effectively overcoming unforeseen events, and foster future success (Duchek ,2019). To attain 

sustainable competitive advantage and survive the turmoil, the successful companies must implement strategies 

that would help them in adopting swiftly to the changes (Porter, 1996).  

 

In the context of economic globalization, companies are faced with unprecedented volatile business 

environment, which include natural and man-made calamities such as the Indian Ocean tsunami in 2004, elections 

instabilities such as the 2007/2008 post elections violence experienced in Kenya, and the Chilean earthquake in 

2010, and the recent novel coronavirus (COVID-19) that brought the whole world to a standstill killing many and 

paralyzing the economies. 

 

Holometabola is a term used in entomology to describe insects that undergo complete metamorphosis, 

such as butterflies. This process involves distinct stages of development: egg, larva (caterpillar), pupa (chrysalis), 
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and adult (butterfly). Each stage represents a significant transformation in form and function, leading to the 

emergence of a fully developed adult insect (Dyer et al., 2018). 

The principles of the Holometabola Strategy (Caterpillar Concept) clearly demonstrate a strategical 

framework, which emphasizes innovation, adaptability, and operational excellence, the paper outlines a new 

strategy aimed at diversifying market segments, enhancing product offerings, optimizing operational efficiency, 

and empowering employees.  

The concept of "holometabola," referring to insects with complete metamorphosis like butterflies, can be 

metaphorically applied to innovation strategies in several ways; Transformational Innovation, just as a caterpillar 

undergoes a complete metamorphosis to become a butterfly, businesses can undergo significant transformation 

through innovation (Christensen & Eyring, 2011). Holometabola innovation strategies involve radical changes in 

products, processes, or business models, leading to the emergence of entirely new opportunities or markets. 

Holometabola insects encompass a diverse range of species, each with unique characteristics and adaptations. 

Similarly, effective innovation strategies leverage diversity in ideas, perspectives, and expertise to foster creativity 

and generate breakthrough innovations (Amabile, 1996). Embracing diverse viewpoints and interdisciplinary 

collaboration can lead to novel solutions and competitive advantage. 

Stages of Innovation, Holometabola insects go through distinct stages of development, including egg, 

larva (caterpillar), pupa (chrysalis), and adult (butterfly). Similarly, innovation strategies often involve different 

stages, such as idea generation, development, implementation, and commercialization. Each stage requires careful 

nurturing and management to ensure successful transformation. 

Disruption and Renewal, just as the emergence of a butterfly disrupts the status quo in the insect world, 

innovative strategies can disrupt industries and markets, leading to renewal and growth. Disruptive innovation 

often challenges existing norms and conventions, creating new paradigms and opportunities for those willing to 

adapt and evolve (Tripsas, 2010). 

Holometabola insects demonstrate remarkable adaptability and flexibility to thrive in diverse 

environments. Similarly, successful innovation strategies require organizations to adapt to changing market 

dynamics, consumer preferences, and technological advancements. Flexibility in approach and willingness to 

embrace change are essential for innovation success. 

Holometabola insects undergo continuous learning and improvement throughout their life cycle, adapting 

to environmental challenges and optimizing their survival strategies (Chesbrough, 2003). Likewise, successful 

innovation strategies require a culture of continuous learning, experimentation, and iteration. Embracing failure 

as an opportunity for learning and refinement is crucial for innovation success. 

Through a thorough analysis of market trends, customer preferences, and industry dynamics, coupled 

with the implementation of the Caterpillar Concept-based strategy, the company can position itself for long-term 

success and resilience in the competitive hospitality landscape. The recommendations presented in this paper are 

supported by relevant scholarly articles, industry reports, and reputable sources to provide a comprehensive and 

evidence-based approach to strategic planning in the hospitality industry (Schmidgall,2019). 

 

Overview of Nolen 5star Hotels 

The hotel’s long and eventful journey began in 1947 when Nolen 5star Hotels Corporation (NHC) signed 

a lease with the owners of the building, Kenya Hotel Properties Limited (KHP). It is a franchise of NHG Hotels 

& Resorts. Franchisees want to be in business for themselves but not by themselves. The franchisees can brand 

their hotel with the well-known and popular brands, and benefit from a powerful loyalty program and strong 

reservation system. There is a provision of a comprehensive set of tools such as revenue management and 

marketing programs to drive business and new demand. The franchise fee growth is driven by three levers – room 

growth, revenue per available room (RevPAR) and royalty fees. The franchise agreement is generally a standard 

contract, with some variation across the world. A sample contract would normally have a royalty fee of 5-6 per 

cent of the room’s revenue. 

According to the agreement, the hotel was to occupy the building for 99 years. For 73 years, the facility 

called this edifice at the city center was its home. The accommodation lies in Nairobi CBD, which is Kenya's 

capital city at 0.7 km from The Sarova Stanley which is a competitor. The 5-star hotel is also 10 minutes' drive 

away Uhuru Park in Nairobi. This property allows you to enjoy such natural sights as Uhuru Dam 4.7 km away. 

Nolen 5star Nairobi Hotel is 10 minutes' drive away from Nairobi Railway Museum. Guests will find East Africa 

Shuttles and Safaris bus stop next to the accommodation, merely 10 minutes' stroll away. 

This property features 376 rooms with a minibar fridge and coffee/tea making facilities, and such 

comforts as a trouser press and air conditioning. Self-catering facilities include an electric kettle and glassware. 
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Vision 

Provide true hospitality for good. Great Hotels Guests Love 

Core Values 

1. Relentless 

2. Focus on growth 

3. Leading commercial engine 

4. Care for people, communities and planet. 

Growth Behaviors 

1. Ambitious  

2. Courageous 

3. Dedicated 

4. Caring 

Mission 

To be the hotel of choice for guests and owners. 

 

II. Financial and operational struggles of Nolen 5star Hotels Nairobi. 
 

For 10 years until 2019, the facility had not made profits. In 2018 alone, it made Sh113 million in losses. 

At the time, its liabilities had exceeded its income by more than half a billion shillings. By then, the global parent 

company, Nolen 5star Hotels Corporation, had cut ties with the Nairobi franchise owing to the latter’s troubled 

balance sheet, setting it on a free fall. 

In August 2020, the hotel sent its staff packing. The grand Nolen 5star had finally given up the battle for 

survival, its imminent death hastened by the Covid-19 pandemic. By shutting down, the hotel had sunk the 

livelihoods of hundreds of suppliers and service companies they did business with. 

 

Parliament had in 2012 approved the government’s plan to exit the hospitality industry by shedding its 

stake in hotels, lodges and beach resorts. Many of them across the country had been operating at losses. If 

successful, the move would see the State sell its 33.8 percent stake in the hotel, 40.57 percent in the Hilton Hotel 

and 39 percent in Mountain Lodges Limited. In 2021, KHP further complicated the government’s seemingly half-

hearted desire to sell the hotel when the entity sought to lease out or convert the building into a mixed-use property. 

The conversion would see the Nolen 5star become an office block with shops, restaurants and other businesses. 

Two years later, hundreds of its rooms remain unoccupied as the facility rusts away, with debt and maintenance 

costs soaring. Internally, things were skidding fast and heavy. Its housekeepers and internationally accredited 

chefs had been leaving for greener pastures. Staff exits were also the first signal that Nolen 5star was buckling 

under financial and management. The hotel’s woes, though, had begun long before the pandemic. Covid-19 only 

came to expose how the giant was dying. 

In 2019, Nolen 5star had been declared ‘‘technically insolvent’ by the Tourism Finance Corporation, 

which holds the government’s stake in the property. In a letter to the Privatization Commission (PC) in February 

2019, the chief executive at the time lamented that the business was on its knees. 

Expressively, the hotel also did not have insurance for incidents such as fire, putting its sizeable assets 

in peril. The hotel was, for instance, unable to repay a debt of more than Sh700 million owed to Stanbic Bank. 

While it was struggling to survive, other emerging properties such as Radisson Blu, Villa Rosa 

Kempinski and Tribe Hotel were mushrooming in Nairobi’s cityscape, taking the hospitality battle to Nolen 5star 

’s doorstep. ‘These new properties were coming with better, modern facilities. Nolen 5star remained the same. 

The place just could not compete with the emerging players,’ another former manager at the hotel observes. 

The company’s current position as per the analysis of the internal factors (such as strengths and 

weaknesses) and external factors such as market trends, competition, and regulatory environment. (Extract from 

the business daily Sunday, March 19, 2023). 

 

 SWOT and PESTEL analysis. 

 
 

OPPORTUNITIES 

 

THREATS 

 

 Kenya's tourism sector is growing due to the efforts 
and measures put in by the government, creating a larger pool of 

potential guests both locally and internationally. 

 Nairobi is a popular tourist destination, and the hotel 
can capitalize on the growing number of visitors seeking luxury 

accommodations. 

 

 Shifts in consumer preferences towards boutique hotels, 
Airbnb rentals, or alternative lodging options could affect demand 

for traditional luxury hotels. 

 Political instability or security concerns in Nairobi can 
disrupt tourism and business travel, leading to a decline in hotel 

bookings. 
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 Identifying niche markets or target segments, such as 
luxury travelers, business executives, or eco-conscious tourists, 

can help tailor marketing efforts and enhance customer 

satisfaction. 
 The hotel can expand its offerings through 

diversification to attract families, leisure travelers, and culture 

enthusiasts. 
 The demand for luxury travel experiences in Africa is 

on the rise, presenting an opportunity to attract new customers. 

 Leveraging technology and innovation for contactless 
services, modernized amenities personalized experiences, and 

online marketing can enhance guest experience and reach. 

 Embracing sustainable practices can appeal to 
environmentally conscious travelers and differentiate the hotel 

from competitors. 

 The hotel can explore opportunities to expand its 

services, such as offering event planning services or partnerships 

with local businesses. 
 

 Natural disasters, health crises, or global events like 
pandemics can have unforeseen impacts on travel patterns and 

hotel operations. 

 Eco-conscious travelers are on the rise. The hotel may 
face challenges if not seen as environmentally responsible. 

 Travelers increasingly seek unique experiences and 

personalized service. The hotel needs to adapt to meet these 
evolving demands. 

 Economic downturns or currency fluctuations can 

impact travel budgets and discretionary spending, affecting hotel 
revenues. 

 New hotel developments or alternative 

accommodations such as Airbnb can intensify competition and put 
pressure on pricing and occupancy rates. 

 

 

The vision is "To be the premier luxury destination in Nairobi, recognized globally for unparalleled 

hospitality, exquisite experiences, and sustainable practices, enriching the lives of our guests and the communities 

we serve." 

This vision statement puts an emphasis on the hotel’s exceptional experience to be crafted from the 

customer feedback and opinions sourced through various avenues such as online platforms and reviews. This 

reflects the brand's commitment to exceeding guest expectations and creating memorable stays. Also, Cultural 

Connection this acknowledges the importance of showcasing Kenyan culture and integrating it seamlessly into 

the guest experience. In recent times tourists travel to enjoy the experience and are satisfied with the authenticity 

and uniqueness. 

 

"Our mission is to exceed the expectations of every guest by providing unparalleled service and luxurious 

accommodations in a sophisticated setting and create a lasting memorable experience that showcase the rich warm 

Kenyan culture and beauty of Nairobi. We are committed to upholding the highest standards of hospitality while 

fostering a culture of sustainability and social responsibility by actively engaging with the local community." 

 

Nolen 5star brand upholds the legacy of luxurious accommodations, world-class amenities, and 

meticulous attention to detail. Acknowledges the growing importance of environmentally, technological driven 

and responsible practices as being adopted by the hospitality industry around the globe. Embrace responsible 

tourism practices, minimizing environmental impact and fostering positive relationships with the local 

community. Participating actively in the gears towards the implementation and actualization of the 17 sustainable 

development goals as envisioned by the UN for the developing countries. 

 

III. Business strategy for the Nolen 5star Hotels Nairobi. 
A business strategy is the foundation for a company's success. It's a roadmap outlining how the 

organization will achieve its goals, compete effectively, and create sustainable value. Identify Core Concerns by 

deepening the understanding of the hotel's problems. Going beyond financial difficulties such as debt, insolvency 

and delving into operational weaknesses which includes outdated facilities, declining service and missed market 

 

STRENGTH 

 

WEAKNESS 

 

 The hotel boasts a central location in the city, offering 

stunning views and convenient access to Nairobi National Park, 
business districts, transport hub and cultural attractions. 

 Being part of Nolen 5star Hotels Group (NHG) provides 

access to a global network of properties and loyalty programs, 
attracting international travelers. 

 The hotel provides luxurious accommodations, fine 

dining experiences, state-of-the-art meeting facilities, and a range of 
recreational amenities. 

 Nolen 5star boosts a loyal clientele base among 

businesses and government who appreciate their consistent quality 
and service. 

 The hotel has access to a team of experienced and 

dedicated staff trained to deliver exceptional guest service. 
 Nolen 5star Hotels is a globally recognized brand known 

for its luxury and high-quality service standards. 

 

 

 Nairobi's hotel industry is competitive, with both local 

and international hotel chains vying for market share. 
 Fluctuations in tourism numbers or external factors 

such as political instability can impact occupancy rates and 

revenue. 
 Maintaining luxury standards and amenities can lead to 

higher operating costs compared to mid-range or budget hotels. 

 The hotel focuses on primarily business travelers, 
neglecting the growing leisure travel market. 

 Dependence on a single market segment which is 

business traveler can be risky during economic downturns or 
fluctuations in business travel demand. 

 The recent closure of the Nolen 5star Residences might 

impact overall room capacity and potentially dampen the brand 
presence in Nairobi. 
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opportunities such as not catering to business travelers. Exploration of new technologies and guest experiences 

that set Nolen 5star apart from competitors. Aiming for a complete transformation. This could involve significant 

renovations, a complete rebranding, and a shift in target audience. 

Strategic goals for the hotel include increase in the overall occupancy rate by 15% within the next three years, 

diversify clientele beyond business travelers to capture at least 20% of the leisure travel market within the next 

five years, and enhance guest experience and brand loyalty through service innovation and exceeding 

expectations. 

Strategic initiatives to be considered, Market diversification through targeted marketing campaigns for 

families and leisure travelers, highlighting Nairobi's attractions and the hotel's family-friendly amenities, 

partnering with local tourism agencies and tour operators to offer curated travel packages, and exploration of 

unique experiences like cultural tours, wildlife safaris, or access to exclusive events. 

 

Revenue Growth Initiatives such as, implement dynamic pricing strategies to optimize room rates based 

on seasons and demand, development and promotion of attractive staycation packages for residents, upselling and 

cross-selling of additional services like spa treatments, private dining experiences, or airport transfers, and 

exploration on hosting high-profile events and conferences to generate additional revenue. 

 

Service Innovation which includes, implementation of guest recognition programs and personalized 

service touches, utilization of technology for contactless check-in/out, mobile room keys, and guest service 

requests, investing in staff training programs to ensure exceptional service and knowledge of local attractions, and 

introduction of curated experiences within the hotel, like cooking classes, art workshops, or live music 

performances. 

 

Leveraging the Nolen 5star Brand, actively participating in IHG Rewards program promotions and 

benefits. Collaborate with other Nolen 5star Hotels to offer travel packages encompassing multiple destinations. 

Maintain a strong online presence and leverage the brand's global marketing efforts. 

Implementation and Monitoring which requires a dedicated team responsible for implementing the 

strategic plan and ensuring regular performance metrics are tracked, including occupancy rates, guest satisfaction 

scores, revenue growth, and market share. 

 

IV. Holometabola (Caterpillar) strategy concept 
The concept of the "Holometabola - Caterpillar Strategy" as a novel approach for business growth. 

Inspired by the transformative lifecycle of the caterpillar, this strategy emphasizes phases of consolidation, 

resource optimization, and strategic innovation to achieve sustainable success. Based on the analysis conducted 

above on the Nolen 5star Hotels, Caterpillar Strategy can align with the company's objectives and capitalize on 

its strengths while addressing weaknesses and mitigating threats. It explores its application across the hospitality 

industry around the global and locally and compares it to existing business growth models such as The Ansoff 

Matrix: The Holometabola Strategy offers a more sequential approach compared to the Ansoff Matrix, which 

emphasizes diversification across products and markets. Blue Ocean Strategy: While the Blue Ocean Strategy 

focuses on creating entirely new markets, the Holometabola Strategy prioritizes internal optimization before 

venturing into uncharted territory. 

 

The business landscape is constantly evolving, demanding innovative approaches for companies to 

thrive. This paper introduces the Holometabola Strategy, a metaphor inspired by the caterpillar's remarkable 

transformation. Just as a caterpillar meticulously gathers resources before undergoing a dramatic metamorphosis 

into a butterfly, the Caterpillar Strategy emphasizes a structured approach to growth. It highlights four key phases, 

Consolidation. This focuses on internal optimization where the company strengthens its core competencies, 

streamlines operations, and manages resources efficiently. 

 

Resource Optimization, Strategic Planning and Execution building on the foundation of a strong core, 

this phase prioritizes maximizing the value extracted from existing resources. This could involve implementing 

cost-saving measures, leveraging technology for process improvements, or identifying new revenue streams from 

existing products or services. Intense discussion for the need for effective strategic planning, execution, and 

resource allocation to support the transformation process. 

 

Strategic Innovation and adaptability, once a stable base is established, this phase focuses on strategic 

innovation. The company explores new markets, ventures, or product lines, leveraging the resources and 

knowledge gained from the previous stages. Emphasize the importance of fostering a culture of innovation, 

experimentation, and adaptability within the organization. 
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Talent Development and Change Management, explore and derive the role of talent development, change 

management, and leadership in facilitating a smooth transition through the transformation stages. Adoption and 

embrace of the change as and when they take place to be timely and effective. 

 

The Caterpillar Metaphor in Hospitality Business: 

 

Egg (Opportunity Identification): Likened to a butterfly whose life begins as a tiny egg on a leaf, innovation 

starts with identifying an opportunity. This could be a gap in the market, a customer pain point, or an emerging 

technological advancement. Conducting market research, analyzing customer behavior, and stay updated on 

industry trends to spot potential opportunities for innovation. Encourage a culture of curiosity and open-

mindedness to new possibilities. 

 

Caterpillar Stage (Consolidation): Like a caterpillar building its strength through efficient food processing, 

companies in this phase focus on operational excellence. Examples include streamlining supply chains, 

implementing lean manufacturing principles, or investing in employee training and personal development. 

 

Cocoon Stage (Resource Optimization): Just as a caterpillar undergoes a period of transformation within the 

cocoon, businesses in this stage optimize resource utilization. Examples include developing new product 

variations, identifying untapped customer segments, or exploring digital marketing strategies. 

 

Butterfly Stage (Strategic Innovation): Emerging from the cocoon as a butterfly signifies the company's readiness 

for strategic innovation. Examples include entering new markets, developing disruptive technologies, or pursuing 

mergers and acquisitions to expand the business footprint. 

 

Holometabola Strategy is sustainable since it focuses on strength and efficiency and promotes long-term stability. 

It promotes a flexible approach that allows for adjustments based on market conditions. Prioritizes optimization 

before venturing into uncharted territory. Leverages existing knowledge and resources for innovation. Some of 

the limitations of the Holometabola strategy include delayed immediate growth of the business due the emphasis 

on consolidation, overly focusing on the optimization might stifle growth, and market disruptions may hinder its 

adoption by the businesses in highly dynamic industries. 

 

The strategy is applicable to the following areas: Companies that have their focus on optimizing production 

processes before scaling up or introducing new product lines. Retailers whose priority is in inventory management 

and customer engagement strategies before venturing into new markets. Tech startups can focus on core 

functionality and user adoption before exploring disruptive innovations 

 

V. Failed Strategy Plan for Nolen 5star Hotels: 
 

The strategy adopted by the hotel focused solely on attracting high-end customers, neglecting the 

potential of mid-range or budget travelers, leading to a narrow customer base. The company invested heavily in 

costly renovations without conducting thorough market research or assessing the return on investment, employing 

creativity to eliminate short-term redundancy on expensive assets resulting in financial strain. The company failed 

to adapt to changing consumer taste and preferences and economic conditions, current trends in the market limiting 

growth opportunities. 

Despite significant investment in renovations, the company failed to address underlying operational 

inefficiencies, resulting in high operating costs and reduced profitability. This led to huge overdue debts owed by 

the hotel. Resulting to takeover, denial of services and supplies and confiscation of the hotel’s properties and 

assets. 

 

VI. New Strategy with Holometabola - Caterpillar Concept aims at reviving the operations of 

the Nolen 5star Hotels 
 

The Holometabola strategy is more appropriate since the hotel faces deep-rooted issues and requires complete 

redefinition of its brand and target audience. It can address core problems and future-proof the business. Improving 

the existing hotel's performance by addressing weaknesses and capitalizing on strengths. It is characterized by 

Lower risk, less disruption, potentially faster implementation.  

Profitability and sustainability will be enhanced by implementing a Caterpillar Concept-based Holometabola 

strategy focused on innovation, adaptability, and operational excellence. Guiding  
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Principles include adoption of a customer-centric approach by catering to the diverse needs and preferences of all 

market segments, including mid-range and budget travelers. Embrace innovation and adaptability by introducing 

flexible room packages, personalized services, and experiential offerings to attract a wider range of customers and 

differentiate from competitors. Prioritize operational efficiency by optimizing resource utilization, streamlining 

processes, and reducing overhead costs through lean management practices and technology integration. Foster a 

culture of continuous monitoring and improvement by soliciting feedback from customers and employees, 

monitoring performance metrics, and implementing reiterative changes to enhance service quality and guest 

satisfaction. 

 

VII. The Holometabola strategic Plan 
 

The "Holometabola - Caterpillar Strategies" focus on transformation and growth, like a caterpillar's 

metamorphosis into a butterfly. The strategy refers to the strategic plan focusing on market diversification, revenue 

growth initiatives, service innovation, and leveraging the Nolen 5star brand. Here's a breakdown of resource 

allocation for the Nolen 5star Hotels Nairobi to maximize their impact on achieving strategic objectives. 

 

Market Diversification and rebranding, Budget is 25 million KES. Allocate funds is for targeted 

marketing campaigns, invest in digital marketing aimed at attracting families and leisure travelers. This could 

include online advertising, partnerships with travel agencies, and developing attractive family packages. 

Exploration cost-effective partnerships with local tourism boards or tour operators to offer bundled experiences. 

 

Revenue Growth Initiatives, Budget is 10 million KES. Invest in technology for dynamic pricing models 

to optimize room rates. The allocated funds are for developing and promoting staycation packages for residents. 

Implement dynamic pricing software, develop staycation packages, offer training for upselling and cross-selling 

services, explore hosting high-profile events. 

 

Service Innovation, Budget is 2.5 million KES. Invest in staff training programs on personalized service 

and knowledge of local attractions. Allocate funds for guest recognition programs and implementing contactless 

service options (mobile check-in, digital room keys). Consider offering cultural workshops, cooking classes, or 

live music nights within the hotel budget. 

 

Leveraging the Nolen 5star  Brand, Budget allocation: 2.5 million KES. Use of funds: Participate in IHG 

Rewards program promotions, collaborate with other Nolen 5star Hotelss for multi-destination packages, maintain 

a strong online presence leveraging brand marketing efforts. 

 

Technology, Budget allocation is 50 million KES. Implement a customer relationship management 

(CRM) system to track guest preferences and personalize communication. Invest in a guest recognition system, 

mobile app for check-in/out, room key access, and service requests. Explore virtual reality experiences to 

showcase Kenyan attractions. Implement dynamic pricing software to optimize room rates and boost revenue 

generation. Utilize marketing automation tools for targeted email campaigns and social media marketing to reach 

new customer segments. 

 

Human Capital budget allocation is 3 million KES. Allocate resources for targeted recruitment efforts to 

attract multilingual staff with expertise in catering to leisure travelers. Invest in training programs on cultural 

sensitivity, upselling techniques, and delivering exceptional service. Implement performance metrics to track staff 

effectiveness in implementing the Holometabola Strategy. Provide incentives and recognition programs for staff 

exceeding expectations. 

 

Infrastructure budget allocation is 500 million KES. Allocate funds for refreshing guest rooms, public 

areas, and amenities to maintain a luxurious ambiance. Invest in energy-efficient appliances, water conservation 

measures, and eco-friendly amenities like low-flow showerheads, LED lighting, and linen reuse programs. This 

aligns with the growing trend of sustainable tourism and demonstrates environmental responsibility. To partner 

with local sustainability organizations for guidance on timeless trends due to the cost implications on short term 

changes caused by outdated. 

 

Technology and Infrastructure receive a highest allocation; they play a crucial supporting role and the 

current drivers to elevate the business in the technological era. Technology empowers staff to deliver exceptional 

service and facilitates guest convenience. Infrastructure upgrades ensure a well-maintained and luxurious 

environment. 
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Prioritize initiatives with the highest potential return on investment (ROI). Track the effectiveness of 

marketing campaigns, upselling strategies, and technology investments. Utilize data from the CRM system, guest 

feedback, and market research to inform resource allocation and refine strategies. Regularly monitor the 

effectiveness of resource allocation through data analytics. Adapt strategies and resource allocation based on 

market response and guest feedback. Foster collaboration between departments to ensure seamless execution of 

the "Caterpillar Strategies." Marketing, sales, guest services, and IT teams should work together to achieve 

common goals. While some resources might yield quicker returns, allocate some budget for long-term initiatives 

like staff training and brand building, which contribute to sustainable growth. Implement strategies in phases to 

manage costs and measure progress effectively. Start with pilot projects for new initiatives before full-scale 

deployment. Involve staff in the planning process and ensure they understand the strategic objectives. This fosters 

employee buy-in and ownership of the Holometabola Strategy. 

 

Adoption of a Caterpillar Concept-based Holometabola strategy focused on innovation, adaptability, and 

operational excellence, Nolen 5star Hotels can rectify the failures of its previous strategy and position itself for 

long-term success in the competitive hospitality industry. By prioritizing customer-centricity, operational 

efficiency, and continuous improvement, the company can enhance profitability, drive sustainable growth, and 

deliver exceptional experiences to guests across all market segments. 

 

Implementation Plan for the Nolen 5star Nairobi’s Holometabola Strategy. The focus will include Market 

Diversification and Rebranding to attract families and leisure travelers. Enhance guest experience and exceed 

expectations. This Strategic plan outlines detailed action steps, timelines, responsibilities, milestones, and KPIs 

for implementing the chosen strategies: 

 
  

Action 

 

Responsible team 

 

Milestone 

 

KPI 

Market Diversification 

and branding Strategy: 

 

Develop Family-

Friendly 

Packages (3 

Months) 

 
 

Partner with 

Local Tourism 
Boards/Tour 

Operators (4 

Months) 
 

 

 
 

 

Launch Targeted 
Marketing 

Campaigns (6 

Months) 

Marketing & Sales 

 

 

 

 
Marketing & Sales Team, 

Operations Team 

 
 

 

 
 

 

 
 

 

Marketing & Sales Team 
 

4 family-friendly 

packages 

designed and 

priced 

competitively 
(Month 3) 

Secure 

partnerships with 
2 key tourism 

boards/tour 

operators offering 
bundled 

experiences 

(Month 4) 
 

Develop and 

launch targeted 
online and offline 

marketing 

campaigns for 
families and 

leisure travelers 

(Month 6) 
 

Increase Leisure Travel 

Bookings by 20% within 2 

years. 

 Number of 

inquiries and bookings for 
family packages 

 Increase in 

website traffic from 
tourism board/tour operator 

referrals 

 
 

 

 
 Increase in 

website traffic, social 

media engagement, and 
booking conversion rates 

from leisure travel segment 

 
 

 

Revenue Growth 

Initiatives. 

 

Implement 

Dynamic Pricing 
Model (3 

Months) 

 
 

 
 

 

 
Develop 

Staycation 

Packages (4 
Months) 

 

 
 

 

Revenue Management Team 

 
 

 

 
 

 
 

 

 
Marketing & Sales Team, Food 

& Beverage Team 

 
 

 

 
 

 

Dynamic pricing 

model 
implemented for 

room rates based 

on seasons and 
demand (Month 

3) 
 

 

Design and 
launch attractive 

staycation 

packages for 
residents (Month 

4) 

 

 

Increase Overall Revenue 

by 10% within 1 year. 
 Increase in 

average daily rate (ADR) 

without negatively 
impacting occupancy rates 

 Number of 
bookings and revenue 

generated from staycation 

packages 
 

 

 Increase in 
revenue generated from spa 

treatments, in-room dining, 

and other upsell/cross-sell 
opportunities 



The Holometabola Business Strategy: A Case Study: Nolen 5star Hotels 

DOI: 10.35629/7722-13082535                                      www.ijhssi.org                                                    33 | Page 

Upselling and 
Cross-Selling 

Training 

(Continuous) 

Human Resources Team, 
Operations Team 

Train all staff on 
effective 

upselling and 

cross-selling 
techniques 

(Ongoing) 

 

Service Innovation 

Strategy 

Implement Guest 
Recognition 

Program (3 

Months) 
 

 

 
 

 

 
 

Invest in 

Contactless 
Service Options 

(6 Months) 

 
 

 

 
Staff Training on 

Cultural 

Awareness 
(Continuous) 

 

 
 

 

 
 

Curated In-House 

Experiences (4 
Months) 

 
 

 

Guest Relations Team, IT 
Team 

 

 
 

 

 
 

 

 
 

 

IT Team, Operations Team 
 

 

 
 

 

 
 

Human Resources Team. 

 
 

 

 
 

 

 
 

 

Operations Team, Marketing & 
Sales Team 

 

Develop and 
implement a 

guest recognition 

program (Month 
3) 

 

 
 

 

 
 

Implement 

mobile check-
in/out, digital 

room keys, and 

guest service 
request app 

(Month 6) 

 
Develop and 

deliver ongoing 

training programs 
on Kenyan 

culture and local 

attractions 
(Ongoing) 

 

Develop and 
launch a pilot 

program of 

curated in-house 
experiences 

(Month 4) 
 

 Increase Guest Satisfaction 
Score by 5% within 1 year. 

 Increase in 

repeat guest bookings and 
positive guest reviews 

mentioning personalized 

service 
 

 

 Increase in 
guest satisfaction with 

efficiency and convenience 

of contactless services. 
 

 

 Improved guest 
feedback regarding staff 

knowledge and helpfulness 

 
 

 

 
 

 Guest 

participation in curated 
experiences and positive 

feedback on program 

 

Technology 

Implementation 

Implement CRM 

System (6 
Months) 

IT Team, Guest Relations 

Team 
 

Select and 

implement a 
CRM system to 

manage guest 

data and 
preferences 

(Month 6) 

 

Improved guest 

personalization and 
targeted communication 

through the CRM system 

 

 

This plan outlines key steps for continuous monitoring, performance measurement against predefined 

KPIs (Key Performance Indicators) and evaluating the overall effectiveness of the implemented strategies. 

Monitoring Activities which incorporate regular meetings conducted regularly either monthly or as decided 

depending on review timelines. Progress review meetings with representatives from all departments involved in 

the strategy implementation. Regular meetings will be held with department heads and stakeholders to discuss the 

data, identify trends, and address any challenges. Data Collection, continuously gather data relevant to the chosen 

KPIs. This may involve: Website traffic analytics to track the effectiveness of marketing campaigns. Booking 

data to monitor changes in guest demographics and booking sources. Financial Data focused on Revenue figures, 

occupancy rates, average daily rate (ADR), upselling/cross-selling performance. 

Guest feedback surveys to measure satisfaction with service innovation and overall experience. Guest 

satisfaction surveys, online reviews, social media mentions, guest comments captured through the CRM system. 

Revenue management reports to track the impact of pricing strategies and upselling efforts. Operational Data that 

includes staff training completion rates, mobile app usage statistics, participation rates in curated experiences. 

Staff performance reviews to assess the effectiveness of training programs. Generate regular reports summarizing 

progress on action plans, KPI achievement, and any challenges encountered. Monthly reports will be generated 

summarizing key data points and comparing performance against established KPIs. 
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The predefined KPIs will be evaluated periodically to assess progress towards achieving strategic objectives. 

 

o Are we seeing an increase in website traffic from target markets (families, leisure travelers)? 

o Are the new travel packages generating bookings and positive guest feedback? 

o Is the dynamic pricing model effectively optimizing room rates and revenue? 

o Are upselling and cross-selling initiatives leading to increased revenue streams? 

o Are guest satisfaction scores improving because of service innovation? 

o Is there an increase in participation in curated in-house experiences? 

 

 Beyond KPIs, broader questions will be considered to evaluate the overall impact of the strategies: 

 

o Has there been a measurable shift in the hotel's guest demographics? 

o Is the hotel perceived as a more attractive option for families and leisure travelers? 

o Has the hotel's brand image and reputation been positively impacted? 

o Are staff more engaged and empowered to deliver exceptional service? 

 

Conducting performance Analysis through the analysis of the collected data to assess the impact of 

implemented initiatives on the predefined KPIs. Identify areas exceeding expectations and areas requiring 

improvement. Cost-Benefit Analysis by evaluating the cost-effectiveness of implemented strategies by comparing 

the financial investment with the achieved results (e.g., increased revenue, improved guest satisfaction). Gather 

feedback from key stakeholders, including hotel staff, guests, and partners, to understand their perception of the 

strategies' impact on the overall hotel experience. 

 

Evaluation Schedule can be categorized into two one being formative Evaluation this involves the 

conduct of regular reviews throughout the implementation process to identify areas for improvement and adjust 

strategies as needed. The other is Summative Evaluation, conducting a comprehensive evaluation at the end of a 

defined period (e.g., one year) to assess the overall effectiveness of the "Caterpillar Strategies" in achieving the 

desired outcomes, such as increased market share, revenue growth, and guest satisfaction. 

 

Evaluation can lead to several outcomes. Confirmation that the Strategies are working effectively and 

can continue. Modification outcome may present fine-tune strategies based on identified areas for improvement. 

Termination dictates discontinuing ineffective strategies and allocating resources to more promising initiatives. 

Based on the M&E process, the hotel can make informed decisions on replicating initiatives that demonstrate a 

positive impact and contribute significantly to achieving strategic goals. Identify areas where strategies are not 

meeting expectations and adjust approaches based on the collected data and stakeholder feedback. Based on the 

evaluation findings and evolving market trends, consider developing new strategies to address any unmet needs 

or capitalize on emerging opportunities. 

 

VIII. Data Analysis and Recommendations: 
 

The collected data and evaluation results will be thoroughly analyzed to identify trends, opportunities for 

improvement, and potential adjustments to the strategies. Recommendations will be formulated based on the 

analysis, and action plans will be developed to address any identified challenges or capitalize on new 

opportunities. CRM System, the hotel's CRM system will be a valuable tool for collecting guest data, tracking 

preferences, and measuring guest satisfaction. Business Intelligence (BI) Tools, data visualization tools can be 

utilized to create insightful reports and dashboards for monitoring performance. Periodic market research can 

provide valuable insights into industry trends and competitor activity. 

 

Communicate evaluation findings with relevant stakeholders, including hotel management, team 

members, and potential investors. Develop and implement action plans based on the evaluation results to address 

identified challenges and opportunities. By maintaining a data-driven approach through monitoring and 

evaluation, the Nolen 5star Nairobi can continuously refine its "Caterpillar Strategies," optimize resource 

allocation, and ensure long-term success in the dynamic hospitality industry. 

 

IX. Conclusion. 
The Holometabola Strategy holds the potential to transform the Nolen 5star Nairobi into a more dynamic 

and successful hospitality destination. Through effective implementation, monitoring, and adaptation, the hotel 

can emerge from this transformative process, like a butterfly, ready to take flight in the competitive Kenyan luxury 

hospitality market. Investing in staff training and creating a guest-centric culture which will boost morale and 
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empower staff to deliver exceptional service. Exceeding guest expectations through personalized attention and 

unique offerings will be able foster loyalty and positive word-of-mouth recommendations spread across the globe. 

Attracting a broader clientele with the varied options will lead to increased occupancy rates and hence resulting 

to growth of revenue. A focus on exceptional service, new outlook, and innovative experiences will solidify the 

Nolen 5star Nairobi’s position as a leader in Kenyan luxury hospitality. 

 

Questions  

1. Based on the failure of Nolen 5star Hotels' initial strategy, propose a strategic framework that 

incorporates the principles of the Holometabola Strategy. How would you ensure this framework addresses the 

key issues of market adaptation, financial strain, and operational inefficiencies? 

2. Considering the financial and operational struggles faced by Nolen 5star Hotels, outline a comprehensive 

plan to manage and recover from such a crisis. What immediate actions would you take to stabilize the hotel’s 

operations and finances, and what long-term strategies would you implement to ensure sustainable growth? 

3. Given the increasing competition from new properties like Radisson Blu and Villa Rosa Kempinski, 

analyze the current market trends and competitive landscape. How would you reposition Nolen 5star Hotels to 

regain its competitive edge and attract high-end clientele while ensuring financial viability and operational 

efficiency? 

4. Considering the need for a complete transformation and rebranding of Nolen 5star Hotels, propose a 

detailed plan that includes significant renovations, rebranding efforts, and a shift in target audience. How would 

you ensure that this transformation addresses the core concerns of operational weaknesses, outdated facilities, and 

missed market opportunities? 

5. Describe how you would implement and monitor the strategic initiatives proposed for Nolen 5star Hotels, 

such as market diversification, revenue growth, and service innovation. What specific performance metrics would 

you track, and how would you ensure that the strategic goals of increasing occupancy rates and diversifying 

clientele are met within the specified timeframes? 

6. Explain how you would apply the Holometabola Strategy to address the deep-rooted issues faced by 

Nolen 5star Hotels. How would you utilize the phases of consolidation, resource optimization, and strategic 

innovation to achieve sustainable growth and operational excellence? Provide examples of specific actions you 

would take in each phase to ensure a successful transformation. 
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