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A Strategic Change Management Plan for Travelodge: Improving Digital Guest Experience and Operational Efficiency

Executive Summary
This report examines the need for strategic change at Travelodge within a hotel industry that is being influenced by technological development, economic pressure and changing customer expectations. The report uses PESTLE and SWOT analysis to assess the external and internal factors affecting the organisation and identifies digital transformation as an important area for future development.
The proposed change is the introduction of a more integrated digital guest experience using AI-supported customer service and self-service technology. The report evaluates Lewin’s Three-Stage Model, Kotter’s Eight-Step Model and the ADKAR model, and recommends Kotter’s model as the main approach, supported by ADKAR to help employees adapt to the change.
Transformational and situational leadership are identified as suitable leadership approaches, while organisational culture is also recognised as an imperative factor in decreasing employee resistance. The report proposes a phased implementation plan supported by staff training, clear communication, financial planning, risk management and regular evaluation. Overall, the proposed change aims to improve customer convenience and operational efficiency while maintaining human support and the affordable service expected from Travelodge.

introduction 
The travel and tourism industry is an important part of the UK economy and includes a wide range of businesses such as hotels, airlines, travel agencies and other accommodation providers. In recent years, the industry has experienced a lot of changes due to technological development, changing customer behaviour, economic uncertainty and increasing pressure for businesses to operate more sustainably (Khan et al., 2021) These changes have also affected the hotel sector, where businesses must respond to changing customer needs while remaining competitive.
Travelodge is one of the major budget hotel chains operating in the United Kingdom and provides affordable accommodation to both leisure and business customers. The company competes in a highly competitive hospitality market where customers increasingly expect convenient digital services, competitive prices and a consistent standard of service (Travelodge, 2026). In recent years, the hotel industry has also faced significant changes caused by new technology, changing customer expectations, economic uncertainty and growing competition from other budget hotel brands and online accommodation platforms (Busulwa, 2020). These changes create a need for hotel businesses such as Travelodge to regularly review how they operate and consider new ways of improving efficiency and customer experience. This report will therefore examine Travelodge and propose a strategic change focused on improving its digital guest experience and operational efficiency through the use of AI-supported services and self-service technology.

Environmental Analysis – PESTLE
Travelodge operates within a changing external environment that can influence its costs, customer demand and ability to remain competitive. A PESTLE analysis can be used to identify the main political, economic, social, technological, legal and environmental factors affecting the organisation.
Economic factors are particularly important for Travelodge because the company operates within the budget hotel market. Inflation, higher energy prices, increasing wage costs and wider cost-of-living pressures can increase the cost of running hotels. At the same time, customers may become more price-conscious and look for cheaper accommodation when household budgets are under pressure. This could create opportunities for budget hotel chains such as Travelodge, but the company must still control its own operating costs in order to maintain competitive prices (Hesami, 2026). 
Social changes are also affecting the hotel industry. Customers increasingly expect simple and convenient booking processes, quick communication and flexible digital services. Leisure and business travellers may compare prices and customer reviews before selecting accommodation, making service quality and convenience important alongside price (Zeqiri, 2024). This means Travelodge must continue to meet customer expectations while maintaining its budget position.
Technological change is one of the most important external factors affecting Travelodge. Online booking platforms, mobile technology, artificial intelligence and self-service systems are changing the way customers interact with hotel businesses. AI-supported customer service could allow common questions to be answered more quickly, while self-service check-in could improve convenience and reduce pressure on employees during busy periods (Gursoy, 2025). However, the introduction of new technology can also involve high costs, employee training and concerns about customer data.
Environmental pressures are becoming increasingly important within the travel and tourism industry. Hotels are expected to reduce energy use, waste and their overall environmental impact (Legrand, Chen and Laeis, 2022). For Travelodge, greater energy efficiency may help reduce both environmental impact and operating costs.
Legal and political factors must also be considered. Travelodge must comply with employment law, health and safety requirements and data protection legislation. This is particularly important if AI and digital systems are introduced, as customer information must be collected and stored responsibly. Overall, the PESTLE analysis shows that economic pressure, changing customer expectations and technological development are major drivers of change for Travelodge.

Internal Analysis – SWOT
SWOT analysis helps identify factors inside and outside an organisation that may affect its future direction. For Travelodge, this means considering the company’s current strengths and weaknesses alongside external opportunities and potential threats.
Travelodge benefits from being a well-established business within the UK budget hotel sector. Its wide hotel network enables the company to attract both leisure travellers and business guests in a range of locations (Travelodge, 2026). Another advantage is its focus on lower-cost accommodation, which can appeal to customers who are more careful with their spending, particularly during periods of economic uncertainty.
However, the budget model can also create weaknesses. Travelodge must keep operating costs under control while still providing a consistent standard of service. This can make it more difficult to invest heavily in new technology, employee training and service improvements. The introduction of new digital systems may also create disruption if employees are not given enough support or if different hotels adopt the systems at different speeds (Emon and Ahmed, 2026). 
There are several opportunities available to Travelodge. AI-supported customer service, improved mobile services and self-service check-in could make the customer journey more convenient while also reducing repetitive tasks for employees. Digital systems may also allow Travelodge to use customer data more effectively and improve communication before and during a stay (Jogarao, 2024). 
Travelodge also faces threats from strong competitors, online accommodation platforms, rising operating costs and rapid technological change. Competitors that invest more quickly in digital services may be able to provide a more convenient customer experience. Overall, the SWOT analysis suggests that Travelodge has a strong market position, but it must continue to develop its digital capabilities if it is to remain competitive and improve operational efficiency.

Drivers and Need for Strategic Change
The environmental and organisational analysis shows that Travelodge is operating in a market where customer expectations, technology and operating costs are changing quickly. These pressures create a clear need for strategic change. Although Travelodge has a strong position in the UK budget hotel market, maintaining this position will depend on its ability to improve efficiency while continuing to provide a convenient and reliable customer experience.
One of the main drivers for change is the increasing use of digital technology within the hotel industry. Customers now expect fast online booking, clear communication and simple digital services before and during their stay. Artificial intelligence and self-service technology can support these expectations by providing quicker responses to common customer questions and making processes such as check-in more convenient (Naumov, 2019). If Travelodge does not continue to develop its digital services, competitors with more advanced technology may be able to offer a more efficient customer experience.
Economic pressure is another important reason for change. Rising operating costs can affect profitability, especially within a budget hotel business where prices must remain competitive (Siu, 2019). Digital systems may help Travelodge improve operational efficiency by reducing repetitive administrative tasks and allowing employees to focus more on customer support and other important duties.
The proposed strategic change is therefore the introduction of a more integrated digital guest experience using AI-supported customer service and self-service technology. This could include an AI chatbot for common enquiries, improved digital communication before arrival, self-service check-in and digital check-out options. However, the change should not remove human support completely. Some customers may prefer face-to-face assistance, while employees may also be concerned about how new technology could affect their roles. Travelodge would therefore need to introduce the change gradually, provide suitable training and clearly explain how technology will support employees rather than simply replace them.
Overall, the proposed change could help Travelodge improve customer convenience, increase operational efficiency and remain competitive within a changing hotel market.

Review and Evaluation of Change Management Models
Change management frameworks help organisations organise and guide the process of moving from current practices to new ways of working. For Travelodge, choosing an appropriate approach is important because the proposed digital transformation would influence staff, customers, managers and day-to-day hotel operations. As each model has different advantages and limitations, comparing them can help identify the most suitable approach.
Lewin’s Three-Stage Model explains organisational change through three main phases: unfreezing, change and refreezing. During the unfreezing stage, employees are prepared for the need to move away from existing practices. The change stage focuses on introducing and adapting to new processes, systems or behaviours, while refreezing is concerned with making the new approach part of normal organisational practice (Burnes, 2020). In Travelodge, this could involve first helping employees understand why digital improvement is needed, then introducing AI-supported and self-service systems, before making these technologies part of everyday hotel operations.
A key advantage of Lewin’s model is its clear and straightforward structure. This can make the process easier for employees and managers to understand. However, the model may be less suitable for a large organisation operating in a rapidly changing technological environment. Digital development is continuous, so Travelodge may need to keep adapting its systems rather than treating change as a process with a fixed end point.
Kotter’s Eight-Step Model offers a more structured method for managing organisational change. The model focuses on creating a clear need for change, building a team to lead the process, developing and communicating a shared vision, removing barriers, achieving early successes, maintaining progress and embedding the change within the organisation (Chappell et al., 2016). This approach could be useful for Travelodge because the proposed digital transformation would require strong leadership and clear communication across a large number of hotels. Travelodge could begin by explaining why digital improvement is necessary, appointing a team to manage the change and testing the new technology in selected hotels before introducing it more widely.
One benefit of Kotter’s model is its focus on leadership, communication and employee participation. It also encourages organisations to recognise early achievements, which could help Travelodge show employees and managers that the change is producing positive results. However, the model may take time to complete and its structured stages could make it less flexible if unexpected problems arise during implementation.
The ADKAR model focuses more closely on how individual employees respond to change. It is based on five areas: awareness, desire, knowledge, ability and reinforcement. Employees first need to understand why the change is necessary, become willing to support it, learn the skills required, apply those skills in practice and receive continued support so that the new way of working is maintained (Wong et al., 2019). This could be particularly useful for Travelodge because employees may have different levels of confidence when using AI-supported services and self-service technology.
The main strength of ADKAR is its focus on employee acceptance and training. However, it gives less attention to wider organisational strategy and leadership compared with Kotter’s model.
Overall, Kotter’s Eight-Step Model would be the most suitable main approach for Travelodge because the proposed change requires organisation-wide planning, leadership and communication. However, ADKAR could be used alongside Kotter to support individual employees during the transition. This combined approach would allow Travelodge to manage the strategic change at organisational level while also addressing employee concerns, training needs and resistance to new technology.

Leadership and Organisational Culture in Change
Effective leadership is important during organisational change because employees need to understand what is changing, why it is happening and how it may affect their work. For Travelodge, introducing AI-supported services and self-service technology would require managers to guide employees through the change, deal with concerns and make sure staff are confident using the new systems.
Transformational leadership would be a suitable approach for this type of change. This style focuses on giving employees a clear sense of direction, encouraging them to accept new ideas and motivating them to work towards shared organisational goals (Sahid et al., 2023). At Travelodge, managers could use this approach to explain how digital technology may improve customer service and reduce repetitive work. Presenting the change in this way may help employees see the technology as something that supports their role rather than simply as a way of cutting costs.
Situational leadership could also support the implementation process because not all employees will respond to digital change in the same way. Some staff may already feel comfortable using new technology, while others may need more guidance, reassurance or training. Situational leadership allows managers to adjust the way they lead depending on the confidence, skills and needs of individual employees (Aksu, 2013). This could help Travelodge provide different levels of support across its workforce and make the transition to new systems easier for employees.
Transactional leadership may also have some value during the change. This approach focuses on clear expectations, performance targets and rewards. It could help managers ensure that training is completed and that new procedures are followed correctly. However, transactional leadership alone may not create enough commitment to a major strategic change because it focuses more on performance and control than employee involvement.
A combination of transformational and situational leadership would therefore be most suitable for Travelodge. Transformational leadership could provide the overall vision for digital change, while situational leadership could help managers respond to different employee needs during implementation.
Organisational culture may also influence whether the proposed change is successful. Schein’s model of organisational culture explains culture through visible practices, stated values and deeper underlying assumptions (Naylor, 2025). If employees are used to established working methods, the introduction of AI and self-service systems may create uncertainty or resistance. Some employees may also worry that technology could reduce the need for their roles.
Travelodge would therefore need to develop a culture that supports learning, communication and gradual technological improvement. Employees should be involved in the change process and given opportunities to provide feedback. Management should also clearly communicate that the purpose of technology is to support employees and improve customer service rather than completely replace human interaction. A supportive organisational culture, together with suitable leadership, could therefore reduce resistance and improve the likelihood that the proposed change becomes successfully embedded within Travelodge.

Strategic Change Management Plan
The proposed strategic change for Travelodge is the introduction of a more integrated digital guest experience using AI-supported customer service and self-service technology. The aim is to improve customer convenience and operational efficiency while maintaining the affordable service that is central to Travelodge’s position within the budget hotel market. The change should be introduced gradually so that problems can be identified before a wider rollout.
Change Objectives
The main objective is to improve the customer journey through the use of digital technology. This could include AI-supported customer enquiries, improved digital communication before arrival, self-service check-in and digital check-out options. A further objective is to reduce repetitive administrative tasks so that employees can spend more time supporting customers who require face-to-face assistance.
The change should also aim to improve service consistency across Travelodge hotels and increase the use of digital services by customers. Clear objectives are important because they allow management to measure whether the change has achieved the expected results (Grafton, 2024). 
Stakeholder Management
The proposed change would affect a number of stakeholders. Customers are one of the most important groups because they would directly use the new digital services. Travelodge would need to make sure that the systems are simple to use and that customers can still receive human support where necessary.
Employees are also important because their daily work would be affected by new technology. Some employees may support the change, while others may be concerned about their job security or their ability to use new systems. Early communication and training would therefore be necessary to reduce resistance.
Other stakeholders include hotel managers, senior management, IT teams and technology suppliers. Hotel managers would be responsible for supporting employees and monitoring implementation, while IT teams and suppliers would need to ensure that systems remain reliable and secure.
Implementation Plan
The change should be introduced in stages rather than across all Travelodge hotels at the same time. A phased approach would reduce risk and allow the organisation to learn from problems during implementation.
The first stage would involve preparation. Travelodge would assess its existing systems, identify suitable technology and select a small number of hotels for a pilot programme. Employees at these locations should be consulted before implementation so that management can understand potential concerns.
The second stage would involve testing the new digital services in the selected hotels. Employees would receive training, while customers would be given clear instructions on how to use self-service technology. Feedback should be collected from both customers and employees during this period.
The third stage would involve evaluating the pilot. Travelodge could review customer satisfaction, employee feedback, waiting times and technical problems. If the pilot is successful, any weaknesses could be corrected before the technology is introduced to additional hotels.
The final stage would involve a wider rollout across the organisation. The change should continue to be reviewed so that Travelodge can respond to new technology and changing customer expectations.
Communication Plan
Effective communication is important because employees and customers need to understand why the change is being introduced and how it will affect them (Serban and Lorga, 2016). 
Employees should receive regular information through team meetings, internal communication systems, manager briefings and training sessions. Communication should explain that the purpose of the technology is to improve efficiency and customer service, rather than simply replace employees.
Customers could be informed through the Travelodge website, booking confirmation emails and information displayed within hotels. Instructions for digital services should be clear and simple. Customers who do not wish to use self-service technology should still have access to staff support.
Senior management should receive regular progress reports containing information about costs, customer feedback, employee response and system performance.
Training and Support
Training would be necessary to make sure that employees are confident using the new systems. Training should cover the operation of self-service technology, responding to customer problems, handling customer data and basic troubleshooting.
Travelodge could also identify employees with stronger digital skills to act as digital champions within individual hotels. These employees could provide additional support to colleagues during the introduction of the new systems. This could make the change less intimidating and encourage employees to share knowledge.
Financial and Resource Plan
The proposed change would require financial investment. Costs may include purchasing or developing software, installing self-service equipment, employee training, cybersecurity, maintenance and technical support (Ivanov, 2019).
Although the initial cost may be high, there may be longer-term operational benefits. Digital systems could reduce time spent on repetitive administrative activities and improve the efficiency of customer service. However, Travelodge should not assume that financial benefits will be immediate. The pilot stage would allow the organisation to assess whether the expected benefits justify wider investment.
Resources would also need to include employee time, IT expertise and management support. A clear budget should therefore be developed before implementation and reviewed throughout the programme.
Risk Management
There are several risks associated with the proposed change. One risk is employee resistance, particularly if staff believe that technology may reduce employment opportunities. This could be reduced through clear communication, consultation and training.
Another risk is technical failure. If self-service systems are unavailable, customers may experience delays or dissatisfaction. Travelodge should therefore maintain technical support and ensure that employees can continue to provide services manually when necessary.
Data protection and cybersecurity are also important risks because AI-supported systems may process customer information. Travelodge would need to ensure that any new system meets data protection requirements and that customer information is stored securely (Ahmed, 2025). 
Other risks include higher than expected costs, low customer adoption and problems integrating new systems with existing technology. A gradual rollout would help Travelodge identify and manage these risks.
Evaluation and Key Performance Indicators
The success of the change should be measured using clear performance indicators. These could include customer satisfaction, the number of customers using digital check-in, average waiting times, complaints, employee feedback, system reliability and operating efficiency.
Travelodge should compare results from before and after the introduction of the new systems. Regular reviews would allow management to identify whether the change is meeting its objectives and whether further improvements are required. Customer and employee feedback would be particularly important because positive financial results alone would not show whether the technology is improving the overall hotel experience.
Overall, a phased and carefully monitored change programme would allow Travelodge to introduce new digital technology while reducing operational and employee-related risks. Strong communication, training and continued evaluation would be necessary to ensure that the change becomes successfully integrated into normal hotel operations.

Critical Discussion and Reflection
The proposed digital change could provide several benefits for Travelodge, particularly in relation to customer convenience and operational efficiency. AI-supported customer service and self-service technology may help customers complete simple tasks more quickly and could reduce the amount of repetitive administrative work carried out by employees. This would be useful for a budget hotel business that needs to control costs while maintaining a reliable level of service.
However, the success of the change would depend on more than the technology itself. Employee acceptance, leadership, organisational culture and customer response would all influence the outcome. If employees feel that the change is being introduced mainly to reduce staffing costs, resistance may increase. For this reason, managers would need to communicate the purpose of the change clearly and involve employees throughout the implementation process (Li et al., 2023). 
There is also a risk that excessive use of self-service technology could reduce the personal element of hospitality. Although many customers may value speed and convenience, others may still prefer direct interaction with hotel staff. Travelodge should therefore avoid relying entirely on automation. A blended approach, where digital services are available alongside human support, would be more suitable.
The proposed change should therefore be viewed as a way of supporting service rather than replacing it. The strongest approach would combine technology with effective leadership, staff training and regular evaluation. This would allow Travelodge to gain the benefits of digital transformation while reducing the risks linked to employee resistance, customer dissatisfaction and implementation problems.

Conclusion
Travelodge operates within a competitive and changing hotel industry where technological development, economic pressure and changing customer expectations continue to influence business performance. The analysis in this report shows that these factors create a strong need for Travelodge to continue developing its digital capabilities while maintaining the affordability and service consistency expected within the budget hotel market.
The proposed introduction of AI-supported customer service and self-service technology could help Travelodge improve customer convenience and operational efficiency. However, the success of the change would depend on how effectively it is planned and managed. The evaluation of change management models suggests that Kotter’s Eight-Step Model, supported by the ADKAR model, would provide a suitable approach because it combines organisation-wide planning with a focus on employee acceptance and development.
The report also identified transformational and situational leadership as appropriate approaches for supporting the change, while a supportive organisational culture would be important in reducing resistance and encouraging employees to adapt to new technology.
Overall, a phased implementation supported by clear communication, staff training, careful financial planning and regular evaluation would give Travelodge the strongest opportunity to achieve successful digital change while maintaining effective human support for customers.
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