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Executive Summary
 In addition to discussing the primary operational excellence and flaws of Abora Buenaventura by Lopesan Hotels, this consulting study suggests important tactics to boost visitor happiness with digital tools. This hotel is situated in Gran Canaria, has a good reputation, and welcomes different clients, such as families and tourists from other countries. However, the hotel does not meet the current effective service delivery patterns, and individualization is also a drawback connected with traditional service delivery patterns. This has resulted in several operational challenges and customer complaints than the rivals who have implemented technological innovations.
The primary problem identified is the hotel’s inefficient manual check-in process, which often leads to long wait times and a poor first impression for guests. Additionally, the hotel’s high energy consumption is a financial and environmental concern. They also lack privacy and amenities like room service and spa appointments, which are much more common, especially in hotels today. All these factors have cut down on customer satisfaction and left a competition hat in the air since other hotels in the vicinity have now employed sophisticated digital devices that serve to increase guest convenience and satisfaction.
In this report, the findings indicated that the current operating structure of the hotel is no longer able to meet modern-day guest service expectations. Contactless solutions are quickly becoming the way of life, and guests are looking for the right to be frictionless, not just now, but also in a post-pandemic world where hygiene reigns supreme and minimal physical contact is the norm. However, today’s competitor hotels have point-of-sale applications, mobile check-ins, smart room solutions, and digital concierge service, which Abora Buenaventura is not capable of responding to. Besides that, ever-increasing energy consumption and below-par digital services hamper the hotel’s operations and revenue business.
The report recommends three key solutions to address these challenges. These are contactless check-in and digital room keys, smart-room technology, and a personalised mobile concierge service. By adopting a contactless check-in technology, the guests will be able to check in through their mobile devices and utilize touchless keys as a means of entry to their rooms, thus cutting short on waiting times, and enhancing the level of guest satisfaction. This solution is anticipated to cost about €190,000 which encompasses app development, Digital lock installation, and integration. It will also improve the guest experience, but in addition to that, it will promote health and safety and minimum contact.
The second recommendation involves installing smart-room technology. This will enable the guests to manage elements within the room inclusive of lighting, temperature and entertainment using a mobile application or physical panel. This will also be beneficial in increasing guest comfort through personalization while in the same instance minimizing the use of energy through automation of room occupancy controls. The proposed smart-room facilities are estimated at €380000, however, in the long run, money can be saved on energy consumption. This system correlates with the rise of demand for green solutions in the hospitality sector and will also add sustainability to the hotel.
The third recommendation is the introduction of a personalised mobile concierge service. This service will allow the end users, guests, to be able to order hotel services like room service, spa and entertainment services from their mobile devices. Making all these services easily accessible for guests should help serve as a way through which the hotel can generate more business by selling the services. The cost of developing this mobile concierge platform is estimated at €70,000. Additionally, this platform will enable the hotel to collect the customers’ feedback as they use the services to get suggestions on how it can enhance the services.
To guarantee that these suggestions are implemented successfully, a thorough change management plan is suggested. It also involves staff training to make sure all employees are aware of the invocations and that they are in a position to help the guests. Another essential component of the strategy involves guest communication, which includes instructions given before the guests arrive and those given upon arrival to assist in the teaching of the new digital services.
The success of the digital transformation will be evaluated using several key performance indicators (KPIs). Guest satisfaction will be assessed by questionnaires and by reading comments about the check-in process, comfort, and the availability of services. Measures of operational efficiency will be achieved through assessing aspects such as check-in time, energy usage and general service delivery time. The return on investment (ROI) will be measured by evaluating the growth in revenues from service bookings and the overall reduction in energy consumption and reduced administrative tasks.
To increase hotel performance and guest satisfaction, as well as the medium- to long-term stability of the hotel's primary financial indicators, the recommended solutions—such as contactless check-in, smart room technology, and concierge services—should be implemented. By implementing the aforementioned digital advances, Abora Buenaventura will not only ensure that they satisfy the demands of modern tourists, but also embrace the latest market trends with the development of sustainable solutions and digitalisation. Apart from offering visitors a remarkable hospitality experience, these modifications will assist hotel management in fending off competition from emerging technological advancements in the hospitality industry. The consultancy firm expresses its appreciation to Abora Buenaventura by Lopesan Hotels for the opportunity to collaborate on this project. As a result, the findings highlighted in this study are believed to help enhance the hotel's performance. To allow the hotel to reach its long-term goals, further cooperation to enhance the execution of these approaches can be appreciated.
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[bookmark: _Toc180197689][bookmark: _Toc180197799][bookmark: _Toc181926888]Introduction
This consultancy report focuses on addressing the digital transformation needs of Abora Buenaventura by Lopesan Hotels, a well-known resort located in Gran Canaria, Spain. 
The hotel was founded several decades ago and developed a significant demand due to the active mood and large capacity, which is greater than 700 rooms (Abora Buenaventura, 2016). These customers include family travellers, youthful tourists, and visitors from throughout the world. The hotel caters for a diverse form of entertainment and facilities which has made the hotel most preferred by the holidaymakers, those who like activities holidays. Nevertheless, Abora Buenaventura has emerged as a successful hotel but it is constantly struggling with putting a lid on the new world’s digital demands of the tourists.
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Figure 1: Abora Buenaventura by Lopesan Hotels website
The problem stems from the fact that the hotel continues to use conventional approaches to service delivery, which are perceived today as ineffective due to the demand of the guests who now expect personalized, efficient, and contactless services. The hospitality industry has been revolutionized by digitalization where various advanced technologies are being incorporated into the operation of hotels (Han et al., 2021). These include mobile check-in, smart-room technology and the use of digital concierge systems are no longer confined to some classic resorts but feature in almost every competitive resort. Due to its failure to incorporate these technologies, Abora Buenaventura has been experiencing slow service delivery, and dissatisfied guests, and may have lost its competitive advantage in the market. Failure to resolve these questions threatens the hotel’s appeal to modern technology-savvy clientele and losing its competitive advantage to analogous businesses that have already integrated advanced digital solutions (Abora Buenaventura, 2016).
EliteEdge Consulting focuses its consultancy services on the hospitality industry, with a particular emphasis on using technology to improve guest experience without losing the hotel’s traditional strengths. This consultancy firm presents particular solutions aimed at helping hoteliers optimize their businesses and become as contemporary as Abora Buenaventura while staying true to themselves. Thus, this report has been prepared to facilitate the implementation of digital systems for the efficient and effective management of the hotel in light of the desire to satisfy the guests fully and reduce operational costs.
To analyse the challenges and opportunities facing Abora Buenaventura, this report employs several strategic frameworks. A PESTEL analysis will be applied, this will allow for developing a complete understanding of the external environment of the hotel which impacts innovation (Guagno, 2017). SWOT analysis will be important in identifying the key strengths, weaknesses, opportunities, and threats that a hotel may be faced with in today’s competitive environment. Using the information gathered from these analyses, TOWS analysis shall be applied to obtain the possible strategic directions. It will enable the hotel to use strengths to exploit the opportunity while tending to the weaknesses and avoiding threats (Whittington et al., 2020).
The findings from these analyses will inform recommendations aimed at equipping Abora Buenaventura with the digital tools necessary to enhance guest satisfaction and operational performance. The goal is to maintain the hotel’s competitive position in the highly technological-oriented hospitality market and at the same time preserve the spirit of the hotel and establish it as a modern and family-friendly resort.

[bookmark: _Toc180197690][bookmark: _Toc181926889]Analysis
Abora Buenaventura by Lopesan Hotels is experiencing some threats that may reduce its competitiveness in this growing and competitive hospitality industry. Due to the traditional service delivery model, the hotel never offered guests the digital solutions that they required for their organization and convenience (Abora Buenaventura, 2016). This section will explain the different internal and external factors that may impact the hotel in achieving the intended digital transformation. 
[bookmark: _Toc180197691][bookmark: _Toc181926890]PESTEL Analysis
This project uses a PESTEL study to investigate the external macro environmental elements that are influencing Lopesan Hotels, a hotel organisation, as it transforms Abora Buenaventura digitally. Through modernization, this analysis can show both the challenges that the hotel faces and opportunities for improved performance (Busulwa et al., 2022).
	PESTEL Factor
	Analysis

	Political
	Spain and the EU support digital innovation, particularly in the tourism sector, with government initiatives like the Digital Agenda promoting technology adoption (Arapou and Kapiki, 2023). Abora Buenaventura can access funding to support its digital transformation. However, compliance with the GDPR is critical as the hotel implements digital services such as mobile check-ins and smart-room systems. This regulation requires stringent data protection measures, and non-compliance can lead to fines and reputational damage (Jones et al., 2016). The hotel’s proactive approach to data security will enhance guest trust.

	Economic
	Gran Canaria’s tourism-driven economy places digital competitiveness at the forefront for hotels like Abora Buenaventura (Abora Buenaventura, 2016). Although the initial investment in digital solutions like mobile apps and smart-room technology is significant, the long-term benefits include improved operational efficiency, guest retention, and reduced costs through energy-saving technologies. The hotel’s prime location and entertainment offerings attract a strong guest base, positioning it well to benefit from digital enhancements that can further improve profitability and guest satisfaction.

	Social
	Social trends are shifting toward digital, contactless services, especially after COVID-19. Guests now expect services like mobile check-ins, digital room keys, and personalised apps (Akel and Noyan, 2024). Abora Buenaventura’s reliance on traditional methods could impact guest satisfaction, particularly among younger, tech-savvy travellers. The hotel’s strong family-friendly reputation is an asset, but integrating technology will help meet modern expectations and improve its social appeal. Failing to modernise could lead to negative reviews and lost business.

	Technological
	The hotel industry is increasingly driven by technological innovation, with competitors adopting smart-room systems and mobile concierge services (Han et al., 2021). Abora Buenaventura lags in its digital infrastructure, creating inefficiencies and slower service. Purchasing gadgets like smartphone apps and smart room controls will increase productivity and visitor happiness. The hotel’s infrastructure has the potential to support these upgrades, which will be crucial in maintaining competitiveness and delivering a modern guest experience.

	Environmental
	The key issue of environmental sustainability in hospitality is a concern (Kolobkova et al., 2021). By applying digital solutions, the hotel can reduce its environmental footprint, and guests expect eco-friendly practices. The hotel can save energy with the newest and most efficient technology called smart-room. Digital systems further lessen the requirements for paper materials and as a result, give rise to waste reduction (Bharwani and Mathews, 2021). The use of these technologies allows Abora Buenaventura to strengthen its sustainability credentials to attract eco-friendly travellers while it fits with trends within the hospitality industry to embrace environmentally sustainable practices.

	Legal
	As the hotel moves into integrating digital services that collect guest data, the hotel needs to comply with legal compliance, notably with the GDPR. Implementing mobile apps, digital room keys, and other technologies increases the need for strong cybersecurity measures. If a hotel does not comply with GDPR, it could risk significant penalties and damage its reputation (Dixit and Pol, 2024). Abora Buenaventura can build guest trust, shielded by data protection standards for data privacy is still a hot issue in the era of digital services. A focus on GDPR compliance by a hotel could be a competitive advantage as a reminder to guests that their personal information is safe (Sofi et al., 2024).



Finally, the PESTEL analysis outlines the challenges and opportunities Abora Buenaventura has to face in digital transformation. Although the hotel operates within a political and economic environment that fosters innovation, it faces legal intricacies centred primarily on data privacy. Digitalisation is now driven by social and technological trends, whilst the need for eco-friendly practices catalyses the drive towards sustainable practices (Tavitiyaman et al., 2022). These external factors are well suited for the hotel to apply to the hotel, enabling the hotel to improve its digital offerings, thereby enhancing guest satisfaction, and improving operational efficiency.
[bookmark: _Toc180197692][bookmark: _Toc181926891]SWOT Analysis
The SWOT analysis is used to examine the internal strengths and weaknesses of Lopesan Hotels' digital transformation of Abora Buenaventura as well as the external opportunities and threats that impact its performance.
Strengths: 
	Prime Location
	The hotel's location in one of the chief tourist areas in Gran Canaria also works in its favour: it is close to the beach and enjoys good footfall with a large and varied guest base (Abora Buenaventura, 2016).

	Reputation for Family-Friendly Services
	The hotel is renowned for its family-friendly atmosphere, entertainment options, and hospitality, offering a solid foundation for introducing new technologies without risking guest loyalty.

	Large Capacity
	The hotel has more than 700 rooms, which could enable the large volume of guests to access the digital services provided, definitely helping the hotel in the local hospitality market.

	Established Clientele
	The hotel enjoys repeat business from loyal clients who appreciate the unique blend of traditional luxury and personalized services (Abora Buenaventura, 2016).



Weaknesses:
	Outdated Guest Services
	The reliance on traditional, manual service methods results in slower processes and reduced guest satisfaction, particularly as modern travellers increasingly expect tech-driven convenience.

	High Costs of Digital Transformation
	The initial investment required to implement mobile apps, smart-room technologies, and other digital solutions is substantial and may challenge the hotel’s financial capacity in the short term (Abora Buenaventura, 2016).

	Limited Current Technological Infrastructure
	The hotel’s existing infrastructure is not well-equipped for seamless integration of advanced digital systems, which could slow the implementation process.



Opportunities:
	Growing Guest Demand for Digitalisation
	The trend towards contactless, personalized guest services like mobile check-in, digital room keys, and app-based concierge service presents a huge opportunity for the hotel to fulfil these expectations (Oğuz, 2023).

	Technological Advancements
	Emerging technologies in hospitality, such as AI-driven guest services and smart-room systems, provide an opportunity to enhance the guest experience while improving operational efficiency (Cheng et al., 2023).

	Governmental Support for Innovation
	Spain and the EU offer funding and incentives for hotels adopting digital solutions, helping to offset the high costs of transformation (Wynn and Jones, 2022).



Threats:
	Competitive Pressure
	Many nearby competitors have already adopted advanced digital systems, which may attract guests seeking modern conveniences, putting Abora Buenaventura at a disadvantage if it does not modernise quickly (Peng et al., 2024).

	Data Security and GDPR Compliance
	As digital systems collect more guest data, the hotel must ensure strict compliance with GDPR and other data protection laws (Vo-Thanh et al., 2022). Failure to do so could result in legal penalties and harm to its reputation.

	Technological Obsolescence
	The rapid pace of technological change means that the hotel must continuously update its systems to avoid falling behind competitors (Ristova and Dimitrov, 2019).



This SWOT analysis highlights the internal and external factors impacting Abora Buenaventura's digital transformation. The hotel's location, reputation, and large capacity are strengths, but its outdated service methods and high costs of digitalisation are key weaknesses. Meanwhile, growing guest demand and governmental support offer opportunities, but the hotel must address competitive pressures and data security risks.







[bookmark: _Toc180197693][bookmark: _Toc181926892]TOWS Analysis
The TOWS analysis combines external (opportunities, threats) and internal (strengths, weaknesses) elements from the SWOT analysis to create strategic measures that The Abora Buenaventura can use to strengthen its market position and embrace new technology.
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Figure 2: TOWS Framework
Strengths (S) + Opportunities (O):
· Leverage Reputation and Location to Promote New Digital Services: Marketing begins with the hotel's prime location and excellent reputation as a family-friendly hotel, which lends strong support to the hotel's new digital offerings, including mobile check-ins and smart room technology. This has the ability to attract tech-savvy guests, looking for streamlined digital experiences (Fukey and Issac, 2014).
· Utilise High Capacity for Smart Technology Integration: The hotel with more than 700 rooms will be able to easily demonstrate the efficiency of such technology, which is beneficial to both guests and operational efficiency. It combines technologies that can allow for a large-scale implementation leading to energy savings that can be both guest convenience and environmental goals (Tyagi and Patvekar, 2019).

Weaknesses (W) + Opportunities (O):
· Use Government Incentives to Overcome Cost Barriers: These high costs can be significantly reduced by using funding and assistance from the EU and the Spanish government to promote the use of digital technology in travel (Buttrick, 2009). The incentives have the potential to at least mitigate the financial strain and hasten the deployment of new systems similar to mobile apps and smart-room controls.
· Upgrade Outdated Infrastructure with Emerging Technologies: The obsolete infrastructure of the hotel can seize the opportunity offered by technological advancements to modernise it. Adding on advanced systems will enhance how the hotel exceeds guests' expectations and improve the operation efficiency (Sarmah et al., 2017).
Strengths (S) + Threats (T):
· Differentiate with Family-Friendly Digital Solutions to Mitigate Competitive Pressure: Abora Buenaventura can enhance its standing as a family destination by providing easy mobile booking for entertainment and family activities based on its reputation. Differentiating the hotel from competitors who only cater to luxury or business travellers would allow this strategy to work (Stringam and Gerdes, 2021).
· Focus on GDPR Compliance as a Competitive Advantage: The hotel can strengthen guest trust if it underlines the fact that it is complying with the GDPR and protecting data very rigorously. This can be a unique selling point, in an era where data privacy is very much a key topic (Wang et al., 2016).
Weaknesses (W) + Threats (T):
· Mitigate Competitive and Technological Risks by Phased Roll-Outs:  With regard to meeting both cost challenges and the fast pace of technological change, the hotel can gradually implement digital services in the setting of a few key areas, including mobile check-ins and smart room technologies. This phased approach lowers the risk of blowing the budget and staffing while keeping pace with technology (Yaldaie, 2019).
· Strengthen Cybersecurity to Address Data Security Threats: With the hotel setting up digital services, it has to dedicate resources toward safe cybersecurity measures to conform to GDPR and keep guest data protected from possible breaches.
This TOWS analysis provides Abora Buenaventura with strategic actions to utilize the company’s strengths, but minimize its weaknesses in advancing the opportunities available to the company, and in reducing the threat that occurs.
[bookmark: _Toc180197694][bookmark: _Toc181926893]Recommendations and Change Management
After a thorough analysis of the current operational challenges at Abora Buenaventura by Lopesan Hotels, several key issues have emerged. The hotel’s reliance on traditional service methods has resulted in inefficiencies, guest dissatisfaction, and a potential loss of competitiveness. To address these issues, there is a proposal for a digital transformation plan that includes three major recommendations.  These include digital room keys and contactless check-in, smart room technology, and a customised mobile concierge service. A further part of the process too (a comprehensive change management strategy) will ensure smooth implementation including staff training, guest communication and a pilot program. Lastly, success will be measured through metrics like guest satisfaction, operational efficiency, and return on investment (ROI).
[bookmark: _Toc180197695][bookmark: _Toc181926894]Recommendations
[bookmark: _Toc180197696][bookmark: _Toc181926895]3.1.1. Contactless Check-In and Digital Room Keys
One of the primary operational inefficiencies at Abora Buenaventura is the time-consuming, manual check-in process, which often results in long wait times and guest frustration (Abora Buenaventura, 2016). Implementing a contactless check-in system and digital room keys will help to enhance the guest experience through automation of the check-in process and less direct guest contact, which is increasingly important in the post-COVID-19 era where guests heavily rely on hygiene and safety (Pavić, 2021).
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Figure 3: Contactless Check-in Process
Implementation
A smartphone app will be created as part of the contactless check-in system, enabling visitors to finish the check-in procedures on their phones (Salazar, 2018). Guests will be able to forego the front desk when they arrive, using their smartphones to bring up digital room keys that they can use to enter their rooms (Malheiro et al., 2020). This will eliminate the need for physical room keys, which will further improve the guest convenience.
The cost of implementing this system includes:
	App Development
	Approximately €50,000 for a customised mobile app that integrates with the hotel’s existing reservation system.

	Digital Key Infrastructure
	Installing Bluetooth-enabled door locks in all 700 rooms is estimated at €150 per lock, resulting in a total cost of €105,000.

	System Integration and Training
	Additional costs for integrating the app with the current hotel management system, estimated at €25,000, and staff training to ensure smooth operation, at €10,000.





Benefits
· Increased guest satisfaction: The streamlined, convenient check-in process will improve the overall guest experience by eliminating the frustration of long wait times (Margarido, 2015).
· Operational efficiency: Administrative tasks carried out by front desk staff will therefore spend less time on them so they can dedicate more attention to other complex guest interactions (Jurigová et al., 2016).
· Reduced costs: Physical room keys will be eliminated, lowering replacement costs and eliminating the risk of losing or stolen keys (Uniyal and Sharma, 2020).
· Health and safety: Minimising face-to-face contact also means that the hotel is more attractive to health-conscious guests following post-pandemic health protocols (Wasan, 2017).
0. [bookmark: _Toc180197697][bookmark: _Toc181926896]Smart-Room Technology
The implementation of smart-room technology represents a big opportunity for Abora Buenaventura to improve guest satisfaction as well as operational efficiency. The hotel can have a personal experience and save some energy at the same time by giving guests control over their environment.
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Figure 4: Smart-Room Technology
Implementation
Each room will have sensors and control panels installed for the smart-room technology system, which will be connected to a central hotel management system. Guests will be able to sync the temperature, lighting and entertainment settings on their mobile devices or in the in-room tablets (Calisto et al., 2021). The hotel operations will not be disrupted due to the phased installation of six months.
The costs for this system include:
	Hardware Installation
	Smart thermostats, lighting controls, and entertainment system integration for each room at €400 per room, resulting in a total of €280,000 for 700 rooms.

	Software Integration
	The development of the software to control these systems is estimated at €60,000.

	Energy Management System
	Implementing an energy management platform to optimise usage based on room occupancy, at €40,000.





Benefits
· Energy efficiency: By automatically changing settings when a room is empty, smart-room systems have the potential to save 10–20% on energy expenses.
· Guest satisfaction: Personalising the guest room environment will benefit guests and make them happy, eventually this will result in better reviews and repeat business (Kolobkova et al., 2021).
· Operational improvements: Real-time room usage can be monitored by the hotel which helps schedule the housekeeping and maintenance more effectively (Lei et al., 2019).
· Environmental sustainability: Reduced energy consumption, will contribute to the hotel’s sustainability goals and will also help the brand receive a positive image amongst eco-conscious guests (Burnes, 2014).
0. [bookmark: _Toc180197698][bookmark: _Toc181926897]Personalised Mobile Concierge Service
The third recommendation is the development of a personalised mobile concierge service, letting guests access hotel services, including room service, spa bookings and entertainment reservations from their mobile phones. Thereby, guests can enjoy this digital service and are less likely to need physical contact with the hotel staff (Sheresheva et al., 2019).
[image: ]
Figure 5: Personalised Mobile Concierge Services
Implementation
The hotel will be equipped with a custom-built mobile app that integrates all the hotel’s services so that guests can make a request or reserve service with a couple of taps on their phone. The hotel’s diverse clientele will be able to use the app in multiple languages. There will also be a chat function that allows guests to connect directly to hotel staff in real time.
The costs involved include:
	App Development
	€40,000 for a mobile app that integrates all concierge services and provides a user-friendly interface.

	Integration with Existing Systems
	€20,000 to ensure the app is linked with the hotel’s reservation, housekeeping, and room service systems.

	Staff Training
	€10,000 to train staff on managing requests made through the app and optimising their response times.





Benefits
· Enhanced guest experience: This will enable guests to appreciate the convenience of booking services directly from their phones, which secures a good experience for all (Kim et al., 2019).
· Increased revenue: The ease of accessing hotel services, such as room service or spa treatments, is likely to lead to an increase in guest spending (O’Mahoney, 2021).
· Reduced operational strain: Automated service requests allow the staff to concentrate on fulfilling requests instead of having to manually manage any bookings.
· Real-time feedback: Guest feedback can be taken by the app in real-time and the hotel can deal with any issues on the spot, subsequently improving service delivery (Dredge et al., 2018).
0. [bookmark: _Toc180197699][bookmark: _Toc181926898]Change Management Strategies
A comprehensive change management strategy will be necessary to implement these digital solutions and make them adoptable by staff and guests. Successful change management will have had a minimal impact on disruption, and have created a minimal level of resistance, and the new systems will be the most effective (Neuhofer et al., 2015).
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Figure 6: Change Management Strategy-How to Develop One
1. [bookmark: _Toc180197700][bookmark: _Toc181926899]Staff Training
In a hospitality environment, where service quality is critical, the staff is very important for the successful implementation of any new system (Noordzife, 2014). Implementing comprehensive training programs is important so staff are comfortable with using the new digital tools and can help guests with any questions or problems.
· Technical training: Training on the new systems such as the mobile check-in app, smart room controls, and concierge services will be given to front desk and housekeeping employees. This will enable staff to be able to troubleshoot basic technical issues and be able to help guests navigate through the new processes (Saravanakumar and Narayanan, 2018).
· Customer service training: Staff will also be trained to manage any guest concerns about the digital transition, like explaining the pluses of going to contactless systems or guiding those of less tech backgrounds through the mobile app (Nikopoulou et al., 2023).
[bookmark: _Toc180197701][bookmark: _Toc181926900]3.2.2. Guest Communication
Clear communication with guests will be important to make sure they know what is new with the digital services and how to use them (Buer, 2019). Effective communication is key, using this as a tool will reduce guest confusion and create a better experience for them.
· Pre-arrival communication: The check-in process should be explained to guests before they arrive, along with details of the new smart room features and how to get a mobile concierge. They can do this with an email or text, with links to instructional videos or FAQs (Kazandzhieva et al., 2017).
· On-site guidance: Guests should be shown a brief tutorial upon their arrival on the mobile app and smart-room technology use (Kumar, 2020). Guests can also familiarise themselves with the new systems in the room, whether it be in-room information in the form of quick start guides or video tutorials on the in-room tablets.
1. [bookmark: _Toc180197702][bookmark: _Toc181926901]Pilot Program
A pilot program will help ensure a smooth rollout of the digital systems (Chan et al., 2017). Testing the new technologies in a limited number of rooms is the process of determining whether they will be implemented throughout the entire hotel (Moser, 2022).
· Phased roll-out: Begin by rolling out the systems in one of the wings or floors of the hotel. By implementing this, the hotel would be able to spot problems with the technology or the experience for the guests and address them before they roll out with the hotel.
· Feedback loop: Feedback should be collected from guests by staff and performance of the systems throughout the pilot phase should be monitored. Feedback from this rollout can be used to refine the systems and staff training before it rolls out fully (Buhalis et al., 2019).
0. [bookmark: _Toc180197703][bookmark: _Toc181926902]Measuring Success
To quantify the impact of the digital transformation and make sure that the intended results are obtained, the following crucial indicators will be utilised to evaluate success:
2. [bookmark: _Toc180197704][bookmark: _Toc181926903]Guest Satisfaction
· Surveys and feedback:The smartphone app's real-time comments and post-stay surveys will be used to gauge how satisfied guests are. The effectiveness of the mobile concierge, the efficiency of check-in, and user satisfaction with the smart room technology will all be important indicators.
·  Review platforms: Enhancements in visitor satisfaction ought to be mirrored in online evaluations and rankings on sites such as Google, Booking.com, etc. . A measurable increase in positive reviews will indicate that the digital transformation has enhanced the guest experience (Buganza et al., 2020).
2. [bookmark: _Toc180197705][bookmark: _Toc181926904]Operational Efficiency
· Check-in and service times: The time taken for guests to check in and access room services will be tracked to determine whether the new systems have improved efficiency. Faster check-in times and more streamlined service requests will indicate operational success (Morosan and DeFranco, 2016).
· Energy savings: The smart-room technology should lead to measurable reductions in energy consumption. Monthly energy usage reports will be compared pre- and post-implementation to evaluate the efficiency of the system (Srivastava et al., 2022).
2. [bookmark: _Toc180197706][bookmark: _Toc181926905]Return on Investment (ROI)
· Revenue per available room (RevPAR): By improving guest satisfaction and operational efficiency, the hotel is likely to see an increase in RevPAR, a key indicator of financial performance (Das, 2023).
· Guest spending: The mobile concierge app is expected to increase guest spending on services such as room service, spa treatments, and entertainment bookings. Tracking this additional revenue will provide a clear indicator of the app’s success (Morosan and DeFranco, 2016).
· Cost savings: The reduction in physical key replacements, administrative time at the front desk, and energy savings from smart-room systems will contribute to long-term cost reductions, improving overall ROI (Jayawardena et al., 2023).
The recommended digital transformation strategy for Abora Buenaventura by Lopesan Hotels will address the hotel’s key operational inefficiencies and enhance the guest experience. Contactless check-in, smart room technology and a mobile concierge service will greatly streamline day-to-day operations, reduce costs and improve guest satisfaction. To support a smooth transition, there will be a robust change management plan which includes staff training, guest communication and a pilot program. Key Performance Indicators (KPIs) are guest satisfaction, operational efficiency and ROI, ensuring the return on the investment in digital transformation will bring long-term benefits for the hotel.
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A clear action plan is set out in the table below for Abora Buenaventura by Lopesan Hotels, outlining key problems, proposed solutions, and desired outcomes, along with associated costs and timelines. This will assist hotel management in making the plan and executing the suggested digital transformation strategies.
	Problem
	Solution
	Desired Outcome
	Time Scale
	Cost Estimate

	Long wait times during check-in
	Contactless check-in and digital room keys
	Faster, more convenient check-in process; enhanced guest satisfaction
	3 months
	€190,000

	High energy consumption
	Smart-room technology
	Improved energy efficiency; reduced operational costs; personalised guest experience
	6 months
	€380,000

	Inconvenient access to hotel services
	Personalised mobile concierge service
	Increased guest convenience and satisfaction; higher revenue from hotel services
	4 months
	€70,000

	Staff unfamiliarity with digital tools
	Comprehensive staff training
	Smooth operation of new systems; reduced guest confusion
	2 months
	€20,000

	Potential guest resistance to new systems
	Guest communication and education
	Positive guest adoption of new technologies; reduced service complaints
	Ongoing
	€10,000

	Uncertainty about system performance
	A pilot program in select rooms
	Identification and resolution of potential issues before full implementation
	2 months (for the initial phase)
	€30,000
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The total cost estimate for implementing the digital transformation is €700,000, with the full roll-out scheduled over 6 months. The implementation will begin with a pilot in select rooms, running for 2 months. This will ensure any problem associated with the new systems is detected and corrected before the full implementation process across the hotel is completed (Ercan, 2019). After the pilot program, the systems will be gradually rolled out across the entire hotel to avoid overwhelming staff and guests. This phased approach would lend a better chance at success and lower the risk that is often associated with implementation. A comprehensive training program will be delivered to all relevant staff members before the full roll-out. This will help create awareness among the staff so that they can be in a position to help the guests when they are blocked among the new systems (Ghosh, 2023). The guests will be informed and updates will be made before and during the roll-out to avoid confusion. This can be facilitating emails sent to the guests before arrival, on-site orientation or well-captioned tutorials on how to use the new digital services (Marques, 2019).  Post-implementation, the hotel will monitor guest feedback and operational efficiency.
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Based on this consultancy report, Abora Buenaventura by Lopesan Hotels has identified key operational challenges that they need to face to evolve guest expectations digitally as well as the need to increase operational efficiency. The hotel's reliance on outdated service methods has led to inefficiencies, particularly in the check-in process, energy management, and the limited availability of personalised services. However, these factors have impacted the total guest experience and put the hotel in an inferior position within a transforming hospitality industry.
Key findings highlight several areas where the hotel can enhance both guest satisfaction and operational efficiency. First, the check-in process through the manual method proves to add a lot of stress to the guests since they will spend many hours without being attended to as they desire. Travellers of the present day, especially after the COVID-19 situation across the globe, are expecting less interaction and more self-service applications. Second, the energy consumed by the hotel is considerably high, and it has become a hindrance to its performance and at the same time a good business prospect for the hotel venture. Using energy-efficient technologies is achievable for cost savings, at the same time it will help the hotel improve its sustainability goals. Lastly, the absence of customisation services hampers the hotel’s capacity to deliver integrated smart solutions.
The research suggests three key digital strategies to deal with these problems. Digital room keys, contactless check-in, smart room technologies, and a customised mobile concierge service will all be available to guests upon arrival. These solutions are fundamentally focused on addressing operational inefficiencies and simultaneously enhancing the visitor experience. The top line will be a contactless check-in system that will enhance the arrival experience through faster check-in time hence increasing guest satisfaction as well as minimising contact that can be risky to the guests. Smart-room technology is going to make it possible for the guests to adjust various aspects of a room as temperature, lighting, and entertainment via the use of mobile devices, which will make them unique and energy efficient. Finally, the concept of the mobile concierge will allow the guests to request hotel services such as room service, spa, or an outside event directly to their phone and, therefore, increasing revenue generation.
Furthermore, the report provides a clear plan of change management to guarantee the effective integration of these digital systems. Key aspects include comprehensive staff training, clear guest communication, and a pilot program to test the systems before full-scale deployment. These strategies will also assist in controlling staff or guests’ resistance to change and make the transition smooth, positive, and well-appreciated.
The effectiveness of the digital transformation will be assessed based on indicators like guest satisfaction, business efficiency, and return on investment (ROI). The evaluation of these indices will enable one to decipher the efficacy of these new systems and consequently inform changes that can increase the efficiency of implementation.
In conclusion, the recommended digital solutions are expected to significantly improve the hotel's competitiveness by enhancing guest satisfaction, reducing operational costs, and contributing to long-term sustainability. Implementing these changes will ensure that Abora Buenaventura remains a leader in the hospitality industry, meeting modern guest expectations and aligning with industry trends.
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