
TURNING 
NUMBERS 
INTO A PLAN.
MOTEL ONE X REINHOLD KELLER

460 ROOMS. 19 FLOORS. 14 WEEKS.



A hotel remodel of this  
scale does not begin on site.

It begins where numbers become a plan, rooms are 
organized into construction phases, materials be-
come coordinated supply chains, and floors follow 
a defined rhythm. This brings many individual tasks 
together in one shared project.

At Motel One Hamburg-Alster, all of this had to work 
at the same time. The project involved remodeling 
460 rooms across 19 upper floors in 14 weeks, while 
the hotel remained open and work on the lobby conti-
nued in parallel.

For REINHOLD KELLER this meant bringing planning, 
furniture production, installation, logistics, and gene-
ral contracting together in one coordinated process. 
This put the entire project delivery in the hands of  
a single partner.

IN SYNC 
FROM THE 
START.

THE SCALE WAS VISI-
BLE IN THE NUMBERS. 
THE REAL CHALLENGE 
WAS TURNING THEM 
INTO A WORKFLOW 
THAT KEPT THE  
PROJECT AND HOTEL  
OPERATIONS MOVING.
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Motel One Hamburg-Alster is centrally located in 
a dense urban setting with excellent transport con-
nections. The building and ongoing hotel operations 
defined the framework for the remodel.

Remodeling an existing building follows different 
rules than working on an open site. While part of the 
hotel remained in use, other areas were taken out of 
service and remodeled in phases. More than half of 
the rooms could not be unavailable at the same time.

Each construction phase therefore had to align not 
only with the construction schedule, but also with 
day-to-day hotel operations. Guest routes, elevators, 
noise windows, deliveries, and coordination with the 
hotel became part of the workflow. Rooms were taken 
out of service, remodeled, inspected, and prepared for 
use again.

REINHOLD KELLER developed a workflow that 
connected the construction site with hotel operations. 
The work had to fit into the hotel’s daily routine whi-
le continuing at the planned pace.

The objective was not simply to remodel a large num-
ber of rooms. It was to deliver that scope in a hotel 
that continued operating throughout the project.

REMODELING 
DURING  
OPERATIONS.
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The scale of the project was most evident in the 
number of areas that had to be planned, remo-
deled, and coordinated at the same time.

At times, 276 rooms were under construction  
in parallel. Work was taking place on ten 
floors at once, while the lobby was also part 
of the remodel. The project included ten cons-
truction phases, two additional lobby phases, 
and approximately 100 tradespeople on site 
at peak times.

To keep the scope manageable, the rooms were 
remodeled in phases from the lower floors up-
ward. Each construction phase covered two 
floors. Week by week, the work moved through 
the building.

Approximately 56 rooms were remodeled each 
week. Preparation, wall and flooring work,  
electrical work, furniture installation, inspection, 
and handover followed a fixed sequence. 

SCALE  
REQUIRES  
A SYSTEM.

RK aligned furniture production, pre-assembly, 
delivery, installation, and logistics with each 
phase while coordinating the trades, site ma-
nagement, and interfaces. This enabled each 
phase to follow the previous one with as little 
delay as possible.

Logistics was a central part of this system. 
With limited space on site and only two ele-
vators available, deliveries, material routes, 
storage areas, and waste removal had to be 
coordinated with each construction phase. 

Capacity alone was not enough. The system of 
construction phases, coordinated logistics, and 
defined workflows gave the tight schedule a 
reliable structure.

THE PROJECT MOVED 
FORWARD PHASE BY 
PHASE. WHAT MATTE-
RED WAS NOT ONLY 
THE PACE, BUT HOW 
WELL EACH STEP CON-
NECTED TO THE NEXT.
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460 rooms on 19 floors 
Lobby

KEY DATA

Motel One Hamburg-Alster 
Steindamm 102
20099 Hamburg, Germany

PROJECT

Joinery 
General Contracting 
Delivery 
Installation

SERVICES RK

 LOOKING FOR THE RIGHT PARTNER  
 FOR YOUR NEXT PROJECT? 

From a single location to an international 
rollout, REINHOLD KELLER supports  
projects right where they begin and brings 
them safely across the finish line. 
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#TEAMRK AT 
FULL SCALE.

For the Motel One Hamburg-Alster project, the entire 
RK Group worked as one team and followed a sha-
red construction schedule over many weeks. 
 
RK combined furniture production, joinery, pre-as-
sembly, delivery, and installation with responsibility 
for the overall remodel. This included managing cons-
truction phases and trades, organizing logistics, and 
maintaining communication with the hotel, the client, 
and other stakeholders. 
 
The workflow relied on close collaboration across all 
areas. Dedicated contacts and short decision-ma-
king paths ensured that information reached the right 
people quickly, while each team remained responsible 
for its own tasks and kept the next phase in view. 
This allowed decisions to be implemented efficiently 
across multiple floors and construction phases. 
 
Shared responsibility across the RK Group made it 
possible to move the remodel reliably through the 
building, week by week.

A PROJECT OF THIS 
SCALE SHOWS WHAT 
WE CAN ACHIEVE AS 
ONE TEAM. 
 
EVERY CONTRIBUTION 
BECAME PART OF A 
SHARED SUCCESS.



8



9

FROM 
MOCK-UP  
TO ROLLOUT.

Before the rollout began, a mock-up room was built 
on site. It showed what would later need to work 
across many rooms. Proportions, construction details, 
finishes, installation sequences, and individual details 
could be reviewed and adjusted for the wider rollout.

In a serial rollout, every decision extends far beyond 
the mock-up room. What was defined there shaped 
the implementation in many additional rooms. In-
sights from this phase therefore informed enginee-
ring, planning, and coordination.

One key feature was the headboards. They were 
produced with preinstalled wiring and switch sys-
tems integrated directly into the furniture. Part of the 
technical fit-out was therefore prepared during furni-
ture production. This made on-site installation more 
efficient and further supported the tight construction 
schedule.

Once approved, the mock-up room became the 
binding reference for all remaining rooms. The key 
questions had been resolved before the rollout moved 
into full production.

THE MOCK-UP ROOM 
SET THE DIRECTION.
THE ROLLOUT TURNED 
IT INTO CONSISTENCY.
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In addition to the guest rooms, the lobby was remodeled and integrated 
into the construction phases. The focus was on working with the existing 
components. Existing elements were retained, adapted, and complemen-
ted with new materials. 
 
The reception desk was a defining feature. It was clad in stone and  
its curved form was adapted to improve accessibility. Additional work 
included stainless steel surfaces at the 
bar and reception desk, new wallpaper, 
oak picture frames, and new cladding 
for the bar. 
 
This gave the lobby a new appearance 
without losing its original layout. 
 

AFTER 14 WEEKS, THE RESULT 
WAS 460 REMODELED ROOMS 
AND AN UPGRADED LOBBY.  
A COMPLETE SOLUTION BY THE 
REINHOLD KELLER GROUP. 

RETHINKING THE 
EXISTING SPACE.
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LET‘S TALK!

ANDRÉ LEIBACHER
Vice President of Sales Hospitality & Health   

phone +49 9371 9790 2530
mobile +49 151 58853662

mail andre.leibacher@reinhold-keller.com

www.reinhold-keller.com

FROM VISION TO WOW!

WHAT WE OFFER YOU

Depending on how far you have progressed 
with your construction and ideas, we have the 
appropriate solution for your requirements. 
Whether it‘s a new build or refurbishment, 
you choose the moment when you want to 
bring us on board as a partner.

INTERIOR / JOINERY

GENERAL CONTRACTING


