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[bookmark: _Toc242915814]1. Executive Summary
This report is a critical assessment of the strategic change that took place at IHG Hotels & Resorts in the context of the ambiguous economic situation, digital disruption and rising environmental sustainability demands. It explores the asset-light business model of IHG, its scalability and financial benefits and the challenges of investing in IHG as a franchise owner and implementing it consistently. The report concludes that the three-step model by Lewin, the eight-step model by Kotter, ADKAR and the McKinsey 7S are models of strategic mobilisation, employee adoption and organisational alignment, respectively, and that an integrated approach can be recommended. The IHG Resilient Hospitality 2030 programme is centred around digital guest services, resource efficiency and workforce capability. It has a 24-month implementation plan, covering the areas of readiness assessment, pilot projects, expansion and ongoing evaluation. The following are recommended to assist implementation, including an indicative $1 million pilot budget, engagement of stakeholders, participative leadership and targeted communication. Progress will be measured through measurable objectives such as reduced energy usage, increased guest satisfaction and increased employee readiness. Overall, the report suggests applying evidence-based investment, shared accountability and adaptive implementation, to boost IHG's long-term resilience and competitiveness.
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[bookmark: _Toc242915815]2. Introduction
Strategic change is considered to be major change, when there is a significant change in the strategy, capabilities, processes or culture of the organisation, arising from internal/external pressures (Bubenik et al., 2022). Technology and digitalisation, cost fluctuations and increased expectations and preferences for sustainability are all drivers of an ever-shifting need for change in the hospitality sector. Resilience in organisations is more than just overcoming an incident; it is about getting ready for change, responding to it and adapting to it.
This report looks at IHG as a case in point and suggests a transformation programme that combines digital guest services, data-driven operational management and environmental sustainability. It is based on strategic management theory, academic research and corporate reporting. The overall concept is that IHG has a different governance structure (brand standards are set by corporate management, while independent franchisees may have control over property-level investment and implementation) that necessitates a transformation that’s built around it.In this report, other change management models are therefore evaluated and an integrated model is suggested which is suitable in a geographically distributed hotel network. Leadership, culture and stakeholder engagement are not seen as an impediment or secondary.
[bookmark: _Toc242915816]3. The current status of IHG 
[bookmark: _Toc242915817]3.1 Business model and strategic position 
IHG Hotels & Resorts, commonly known as InterContinental Hotels Group, is an international hospitality group that consists of a range of luxury, premium, mainstream and extended stay properties. It offers InterContinental, Regent, Six Senses, Kimpton, Crowne Plaza, Holiday Inn, Holiday Inn Express, Garner and Staybridge Suites brands. The portfolio allows IHG to cater to various customer groups, such as business travellers, families, and leisure tourists or those staying longer. IHG typically grows its properties through an asset light approach, allowing it to expand its hotels without owning the majority of the hotels' brands. This enables to generate fee-based income and to lower the investment costs for direct property ownership. It also enables international expansion by having relationships with hotel owners who offer a significant amount of the property-based investment (IHG, 2026).
[image: ]
The model poses a great strategic dilemma, however. Although corporate management can set standards and technology, the property investment and the staffing of franchisees and the implementation of improvements to technology may be the responsibility of franchise owners. Thus, a corporate strategy can be stimulating in terms of the business but not easy to execute in practice. For instance, spending on energy-efficient equipment or on technology that will benefit guests could be a cost to franchisees that is not a priority for the board.
IHG must then view franchisees as strategic partners and not just vehicles for delivering corporate directives. This is especially relevant if the interventions being considered involve initial capital injection and/or have benefits of several years. To foster cooperation, there must be clear evidence of financial benefits, a well-defined plan for implementation, and a shared arrangement of rewards.
[bookmark: _Toc242915818]3.2 Development and Strategic implications
IHG's latest corporate report focuses on growth, efficiencies and continued business and brand investments. In 2025, its asset-light strategy helped its operating performance, highlighting the financial benefits of scale and fee-based revenue (IHG, 2026). The present financial capacity available cannot be taken as an indicator of future financial capacity.
IHG needs to balance the need for growth and the desire to ensure a uniform guest experience, security and environmental quality of the technology. The introduction of new systems could be more efficient, but if not executed correctly, can create more problems and introduce poor brand consistency. Similarly, high profiles sustainability targets can boost the brand, but can also make them harder if they are perceived as being an unfunded mandate by the same people.
[image: ]IHG already has a sustainability framework in place, called Journey to Tomorrow (IHG, n.d.). These commitments should not be a stand-alone initiative, but the basis for this strategy. The emphasis should be on ensuring company objectives are turned into an actionable, measurable process and to be certain that the franchise owner and employees are able to carry out the objectives successfully.

[bookmark: _Toc242915819]4.Capacity to adapt to the environmental change
[bookmark: _Toc242915820]4.1 Uncertainty in the economy and travel demand
Economic uncertainty has an impact on hotel performance, as it affects consumer purchasing power, business confidence, wage costs, utility prices and expenditure on travel. Despite this, international tourism proved to be resilient in 2025, with a projected 4% rise in international tourist arrivals to about 1.52 billion in 2025 (UN Tourism, 2026).
While this development is one that presents itself to IHG, the numbers of tourists don't necessarily reflect variations in tourist types, destinations and property category. In an economy where all the factors of production – labour, energy and procurement – are rising, increased demand may not mean increased profitability. In addition, certain markets could be impacted differently by geopolitical events and currency exchange rates.
IHG needs to further improve its 'forecast demand, plan scenarios and be flexible with resources'. Cost control should not be an indiscriminate cut on staffing and service provision, though. Short-term cost savings can negatively affect customer satisfaction and retention (Sigala, 2005), as it is during the interactions with the employees. Thus, operational resilience must be assessed through metrics that take into account the service quality, profitability and workforce outcomes.
[bookmark: _Toc242915821]4.2 Digital disruption
The digital platforms have revolutionized the way customers compare, book and interact with hotels as well as assess the quality of the service. Customers are growing ever more demanding in terms of convenience when booking, customised offers and quick service via digital and physical channels. The restructure puts IHG between a rock and a hard place to integrate its loyalty program, CRM, booking systems and property level technology.
Academic studies show that digital transformation can contribute to environmental performance when it is used to promote sustainable business-model innovation, not just the adoption of new technologies (Bekele et al., 2024). IHG may gain from the integration of data systems that incorporate demand forecasting, energy monitoring, predictive maintenance and fewer personnel. AI can also help with common inquiries and providing services that are tailored to individuals.
The technology itself is not valuable, however. Returns can be reduced by possible implementation costs, cybersecurity risk, and inconsistent data, and employee resistance. The downside of too much automation is also evident with the need for empathy or complex problem solving by customers. IHG should therefore, conduct trials of digital interventions, evaluate consumer and employee reactions and only expand their use if they are deemed to be worth the risks and costs.
[bookmark: _Toc242915822]4.3 Environmental sustainability
Hotels consume a considerable amount of water, energy and food and generate food, food packaging and other waste. Climate related risks and increasing stakeholder needs changing the environmental management from a reputation management to a strategic risk management issue. IHG's decarbonisation plan includes energy efficiency, lower carbon hotels and renewable energy, however, barriers are being set in place with third party property ownership (IHG, 2026).
Resource monitoring and evidence-based operational decisions are possible avenues for digital technologies to assist with these goals. But the improvement of environments depends on local building, building conditions, capital and behaviour of the staff. While the LTC is very positive for the environment, a small franchisee may not be able to afford a costly retrofit.
IHG needs to focus on interventions, starting with the least to least invasive and least/fastest investment to pay back, and provide practical tools and implementation advice for lesser owners. To back up performance claims similar data and clear boundaries of measuring and clear reporting are needed. This is because sustainability objectives are not necessarily indicative of environmental results.
[bookmark: _Toc242915823]4.4 capacity and readiness 
The sustainable competitive advantage is based on the resources which are valuable and how an organisation can make them work as per the resource based view of sustainable competitive advantage (Barney, 1991). IHG has good assets in its brands, its global footprint, with its customers and with its operating systems. But the benefits of these resources depend on the abilities of the staff, the data quality, management synergy and the franchise owner's dedication.
Therefore, one should conduct a digital maturity, sustainability performance, employee readiness and leadership capacity and investment constraint capability audit for key aspects of digital maturity and sustainability performance, employee readiness and leadership capacity and investment constraint on representative properties. Not the solution for all hotels but as an information basis for differentiated implementation plans.
This thinking adopts an underlying principle: the standardization of the corporate strategy can lead to a certain uniformity, but too much uniformity can be a disadvantage in terms of taking local market conditions into account. IHG should set minimum standards at an international level and allow for some flexibility at a local level, if necessary. It is better to have a resilient base of common direction with some flexibility, than to have a total centralised approach or to let go of local decision making without any common direction.
[bookmark: _Toc242915824]5. Critical evaluation of Change Management Models
[bookmark: _Toc242915825]5.1 Lewin’s three-step model
The approach to planned change by Lewin (1947) has three general phases: unfreezing existing practices, implementing change and refreezing new behavior. Unfreezing would start by raising awareness of the need for change, followed by readiness and gaining support from franchise-owners for IHG. Implementation would involve the introduction of digital systems, environment changes, training, procedures, and monitoring of performance, while refreezing would involve training, procedures, and monitoring of performance to build successful practices into the environment.
The key strength of the model is the emphasis on being ready for change and reinforcing new behaviour. However, Burnes (2004) suggests that criticisms of Lewin's approach can oversimplify the contribution that it makes to organisational and group dynamics. For the IHG, the assumption that it is always refreezing would be difficult even in the wake of the continuous advancement of technology, government changes, and expectations of consumers.
As such, Lewin's model can be applied to help shape individual projects, but it's not enough to be Lewin's single model for transformation in the case of IHG. Reinforcement should be to institutionalise effective practices, but maintaining capacity to adapt.
[image: ]
[bookmark: _Toc242915826]5.2 Kotter’s eight-step model
Kotter's (2012) framework has a focus on urgency, a guiding coalition, strategic vision, communication, empowerment, short-term wins, sustainable progress and cultural integration. The coalition needs to have business leaders, franchise partners, hotel management, technology professionals and sustainability champions from IHG.
Short-term evidence of improvements in energy efficiency and customer satisfaction and operational productivity will be provided by the pilot hotels. This information might help develop the confidence of the franchise proprietor and lead to greater investments. But, if managers interpret the phases of Kotter's model as sequential stages, it can turn into a dogmatic approach. It is also possible that a group of companies is unaware of the “grassroots” information and constraints.
The following elements should then be integrated within IHG, and based on Kotter's strategic mobilisation and governance, feedback loops and involving the employees. Progress should be based on evidence of readiness and effectiveness not just on meeting pre-set deadlines.
[image: ]
[bookmark: _Toc242915827]5.3 ADKAR and McKinsey 7S
Hiatt's model is the acronym AIDAA (2006) which stands for awareness, desire, knowledge, ability, and reinforcement. This is particularly significant for teaching staff to use new digital systems and utilise resources. It is weak because it only addresses the individual adoption; it does not take care of funding problems, structural mismatch, conflicting stakeholder interest.
The McKinsey 7S framework is a complementary perspective of organisation as it looks at strategy, structure, systems, shared values, style, staff and skills (Waterman, Peters and Phillips, 1980). For IHG, it will help them determine if digital and sustainability goals are compatible with their franchise model, leadership model, employee resources and current performance measurement systems. It's a diagnostic model, however, vs a step-by-step implementation process, and the challenge of breaking the resistance is not necessarily made clear by the identification of misalignment.
Thus, the most appropriate answer is the combination of three: Kotter for the strategic mobilisation, ADKAR for the individual adoption and McKinsey 7S for the organisational alignment. Lewin can provide a general explanation of the reason behind preparing, implementing and reinforcing. This is a mix which more effectively addresses IHG's complicated strategic, structural and behavioural challenge in comparison to using a single model.
[bookmark: _Toc242915828]6. Leadership and Organisational Culture
[bookmark: _Toc242915829]6.1 Appropriate leadership style
In the case of InterContinental Hotels Group (IHG), the strategic turn brings a call for leaders who are able to drive the company's goals through action over a geographically wide-spread, largely asset-light hotel brand. The pertinence of transformational leadership is due to its capacity to generate a compelling vision, to motivate employees and to foster innovation (Bass, 1985). For the planned IHG Resilient Hospitality 2030 programme, leaders should communicate how digital innovation and resource efficiency will help to increase their guests' satisfaction, make their hotels more competitive and ensure responsible hospitality.
But, all that might not be enough for transformational leadership. IHG's business relies greatly on the franchisees and hotel owners, and they could have other investment opportunities and priorities than those of the corporate management. It is not enough to have a good corporate vision to ensure local implementation, especially when investment in technology brings in uncertainty in terms of returns. Hence, participative leadership should follow the trend of transformational leadership and involve the franchise owner, hotel managers and frontline employees in the design and piloting of interventions.
Oreg et al. (2011) demonstrate that there are three factors related to reactions to organisational change: personal traits, organisational setting and perceived change outcomes and change mechanisms. In this way, resistance is not viewed as antagonism but as being potentially beneficial feedback. Owners may be concerned about investment costs and employees may be concerned about workload and inadequate training. IHG should create a strategic direction and consultation and make clear opportunities and business cases for local adaptation. However, limits must be set on participation: it is essential to have clear responsibilities, time and escalation points to avoid postponing implementation due to consultation.
[bookmark: _Toc242915830]6.2 Organisational culture and change readiness
Schein and Schein (2017) differentiate between overt organisational practices and values that are more tacit and are more deeply embedded, having a stronger impact on behaviour. Service quality, employee wellbeing and environmental performance (IHG, 2026a) are aligned with IHG's purpose, True Hospitality for Good, and responsible-business priorities.
The right culture within the hospitality industry can help drive digital transformation, as long as staff is aware that technology should be used to enhance their interactions, not replace them. Likewise, sustainability makes a real difference to sustainability responsibility when it becomes part of daily practice, such as energy consumption, procurement and waste management.
However, the values of the corporations does not ensure uniform implementation on independently managed properties. Local managers could be more concerned with short-term gains than long-term sustainability and employees may be accustomed to their current practices, which they know work well. Therefore culture needs to be reinforced via role modelling, hands-on training, recognition and performance management. Pilot hotels, for instance, could award teams that cut energy use without sacrificing guest comfort, for example.
But paying for energy savings may incentivize unnecessary decreases in heating, cooling or service levels. IHG should therefore aim to adopt a balanced indicator of performance which will incorporate environmental efficiency, guest satisfaction, employee wellbeing and financial outcomes. This will ensure cultural change does not become the end goal of target achievement.
[bookmark: _Toc242915831]7. Analysis and Engagement of Stakeholders
Stakeholder theory focuses on the importance of relationships between organisations and stakeholders around strategic decisions (Freeman, 1984). While the positions of stakeholders need to be reviewed as circumstances evolve, using an Influence–Interest Matrix can assist IHG in allocating engagement resources.
	Stakeholder group
	Influence and interest
	Recommended engagement

	Board and senior leaders
	High influence; high interest
	Governance reviews, investment cases and risk dashboards

	Franchise owners and owners’ associations
	High influence; high interest
	Co-design workshops, financial appraisal and pilot participation

	Regulators and tourism authorities
	High influence; variable interest
	Compliance reporting and targeted consultation

	Hotel managers and frontline employees
	Variable formal influence; high operational interest
	Training, staff forums and local change champions

	Guests and loyalty members
	Variable influence; high interest in service outcomes
	Guest surveys, digital feedback and service updates

	Suppliers and local communities
	Variable influence and interest
	Sustainable procurement and local partnerships


The matrix offers a good starting point, but should not be viewed as a permanent classification. Mitchell, Agle and Wood (1997) state that stakeholder salience is based on power, legitimacy, and urgency. For instance, a community with little influence initially may acquire great influence after damage to the environment or negative publicity. Front line staff can also have a significant practical impact since they are the people that govern the function of new systems in the day-to-day delivery of services.
IHG would need to reassess stakeholder priorities on a quarterly basis and when there are significant risks. But informing stakeholders after the decision has been made is not enough. Consultation can lead to superficial compliance if it does not have any real impact. The inclusion of owners and employees in the pilot design and evaluation would help to introduce operational relevance, early identification of implementation issues and enhance the legitimacy of the decisions.
[bookmark: _Toc242915832]8. Strategic Change Management Plan 
[bookmark: _Toc242915833]8.1 Objectives and implementation model
The proposed IHG Resilient Hospitality 2030 programme combines the three aspects of digital transformation, resource efficiency and hotel staff capability. The following targets are planning objectives that are proposed, rather than current IHG commitments.
	Objective
	Proposed target
	Measurement

	Improve resource efficiency
	Reduce energy consumption per occupied room by 5% in pilot hotels within 24 months
	Normalised energy data and occupancy records

	Improve digital service
	Increase digital-service satisfaction by five percentage points within 12 months
	Guest surveys and digital feedback

	Strengthen workforce readiness
	Train at least 90% of designated pilot employees before rollout
	Training records and competency assessments

	Improve implementation consistency
	Achieve 90% compliance with agreed pilot standards within 18 months
	Property audits

	Demonstrate commercial viability
	Produce an approved business case and payback forecast for each major investment
	Financial appraisal and post-implementation review


The programme should incorporate the Kotter (2012) change framework, the individual adoption principles of ADKAR (Hiatt, 2006) and McKinsey 7S alignment (Waterman, Peters and Phillips, 1980). Organisational mobilisation can be driven by Kotter, gaps in employee awareness, willingness, knowledge and ability can be identified with ADKAR and the 7S can help determine if there are gaps in employee awareness, willingness, knowledge and ability. These models are not, however, guarantees of success but are tools to complement. Their effectiveness is based on local evidence-based adaptation, leadership and resources.
Phase 1: Diagnose and mobilise (1 - 3 months). Form a steering committee, conduct a property readiness assessment, conduct stakeholder consultations and identify a representative selection of pilot hotels. Baseline measures should include aspects of energy consumption, costs of operating the building, digital performance, guest satisfaction and workforce readiness.
Phase 2: Trial and study (4–9 months). Implement select digital tools, energy monitoring and employee training. If possible, look at pilot properties and compare them with nonpilot hotels that have similar properties. This would help to reduce programme effects from changes in occupancy or weather or market conditions.
Phase 3: Fine-tune and scale up (10 – 18 months). Increase scale and scope of programs that have an impact and make improvements to programs that are not effective, and give more support to owners with limited resources.
Phase 4: Embed and review (19 months to 24 months +). Embed effective practices into operating practices, management reviews and employee training and owner engagement. Ongoing monitoring will help modify as technologies and markets change.
This staged plan will reduce the risks associated with making changes all at once in the network. However, the results of pilots should not be assumed to be generalisable; factors such as the hotel type, location, ownership, and expectations of the guests can have an impact on the results.
[bookmark: _Toc242915834]8.2 Financial plan
The financial plan for the proposed IHG Resilient Hospitality 2030 programme should reflect IHG’s financial performance, asset-light business model and reliance on franchise-owner investment. In 2025, IHG reported total revenue of $5.189 billion and adjusted free cash flow of $893 million, demonstrating its capacity to support strategic investment (IHG, 2026b). However, these funds must also support existing operations, development and shareholder returns. Therefore, the proposed programme requires a separate business case rather than assuming that funding is already available.
Proposed pilot Budget 
	Investment category
	Proposed budget (US$)

	Digital systems and integration
	350,000

	Energy monitoring and efficiency
	300,000

	Employee training and change support
	150,000

	Stakeholder engagement
	50,000

	Evaluation and contingency
	150,000

	Total
	1,000,000



The proposed pilot spend of $1 million translates to about 0.11% of IHG's 2025 adjusted free cash flow. The comparison shows the scale of the programme relative to other programmes but it does not imply that these funds are not committed. The actual spending would be dependent on participating hotels, supplier quotations and technology requirements.
IHG should focus on improving current digital capabilities and energy-efficiency efforts which can help minimise duplication and implementation costs (IHG, 2026a). The co-ordination of the programme, the shared systems and an independent evaluation of the programme can be financed from central funds, and the participating hotel owners can contribute to the improvement of the property. Franchise owners are in charge of numerous decisions of the property level, which should be reflected in cost sharing agreements.
Investment proposals should be evaluated using NPV and payback periods and sensitivity analysis (various energy-price, occupancy and adoption scenarios). Fundings should be made in increments and broader implementation may be allowed if pilot results show proven operational and financial benefits. Decisions should also be based on environmental performance, guests' satisfaction, as well as employee readiness.
This is a way of investing wisely while being cognizant that no funding will ensure uptake of corporate investment across the network. The balanced investment, owner contribution and proof-based growth represents a conservative solution for boost IHG's long-term resilience.
[bookmark: _Toc242915835]8.3 Communication and resistance management
Language should be adapted to the needs of the stakeholders. Senior leaders should have clear performance dashboards, and franchise owners should be made aware of their property's cost estimates, and receive proof of the likely return. Staff need to be trained and given practice in new systems, and understanding of changes in responsibilities.
Two-way communication should be supported by monthly pilot briefings as well as quarterly owner forums and employee feedback sessions, and a central issue-reporting channel. Leaders need to be transparent about their decisions and demonstrate how they are making decisions, based upon feedback from the stakeholders. Oreg, Vakola and Armenakis (2011) state the importance of the change process and perceived consequential change in the major determinants of employees' reactions. In this regard IHG should play a fair game, provide adequate training and not put the blame of the problem on its employees because of poor systems or poor resources.
[bookmark: _Toc242915836]8.4 Assessment and risk management
There must be a balance of financial, operational, environmental and human outcomes when evaluating. Problems can be detected by monthly monitoring and progress reviewed with baselines and viability of interventions reviewed quarterly.
The energy consumption should be standardized and normalized for occupancy and appropriate operating conditions. Don't judge the value of digital efforts based on adoption as the only metric, but on guest satisfaction, the reliability of the system and the amount of time it saves employees. The workforce should incorporate the demonstration of competency, feedback and concerns related to change from staff.
Some of the main risks faced are employee fatigue, unreliable environmental data, cybersecurity incidents and resistance by franchise owners and cost overruns. The mitigation should be phased, incorporate security assessments, have workload monitoring, independent verification and clearly defined accountability. The other is that when pilot properties get better in some markets, it does not necessarily occur in other markets. Therefore, the expansion should be based on one or more properties and not a few properties.
[bookmark: _Toc242915837]9. Conclusion
IHG's worldwide presence and asset-light business model present opportunities for growth but also pose difficulties for the digital and sustainability transformation. The programme proposed as IHG Resilient Hospitality 2030 is a combination of Kotters organisational mobilisation, the principles of individual adoption, as per ADKAR, the principles of alignment as per McKinsey 7S with participative leadership & stakeholder engagement. It demands “realistic investment decisions”, “measured outcomes” and flexibility of various ownership structures. A staged approach that is evidence-based would be useful to strengthen IHG's organisational resilience and minimise unwarranted financial and operational risk.
[bookmark: _Toc242915838]10. Personal Reflection 
This analysis has reinforced my understanding that in order to achieve successful organisational change, one needs to have more than just a theoretical model. In the professional world, I would first assess the business situation, the interests of the stakeholder and the capacity of the business before I would make some recommendations for interventions. I would also set measurable goals, compare results to baselines, and have inclusive communication to detect implementation issues at an early stage. These skills overlap with strategic planning and project management and team leadership, as they underpin evidence-based decision making, working in teams and on-going professional learning.
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[bookmark: _Toc242915840]Appendices
Appendix A: IHG’s recent organisational performance

	Indicator
	2024
	2025
	Change

	Total revenue
	$4.923bn
	$5.189bn
	+5.4%

	Operating profit
	$1.041bn
	$1.198bn
	+15.1%

	Adjusted free cash flow
	$655m
	$893m
	+36.3%

	Global RevPAR
	—
	+1.5%
	Annual growth

	Net system growth
	—
	4.0%
	Annual growth

	Global hotel estate
	—
	6,963 hotels
	1,026,177 rooms


[bookmark: _Toc242915841]Appendix B: External environmental analysis (PESTLE)
	Factor
	Evidence or issue
	Implication for change

	Political
	Geopolitical tensions and travel disruption
	Flexible regional planning and risk monitoring

	Economic
	Inflation, operating costs and uncertain consumer spending
	Cost control, investment prioritisation and scenario planning

	Social
	Guest expectations for convenient, personalised service
	Improve digital guest journeys while maintaining human service

	Technological
	Digital booking, mobile services, automation and AI
	Staff training, cybersecurity and systems integration

	Legal
	Privacy, employment and consumer-protection requirements
	Compliance checks and responsible data governance

	Environmental
	Energy use and carbon-reduction pressures
	Hotel efficiency initiatives, measurement and emissions reporting


[bookmark: _Toc242915842]Appendix C: Stakeholder power–interest matrix
	Stakeholder group
	Influence
	Interest
	Engagement strategy

	IHG executive board
	High
	High
	Manage closely; approve targets and funding

	Major franchise owners
	High
	High
	Co-design pilots; demonstrate financial returns

	Investors
	High
	High/medium
	Report progress, risks and business value

	Regulators and tourism authorities
	High
	Variable
	Maintain compliance and provide targeted updates

	Frontline hotel employees
	Medium/low individually
	High
	Consult, train and collect feedback

	Guests
	Variable
	High
	Gather feedback and monitor satisfaction

	Suppliers
	Medium
	Medium
	Coordinate procurement and implementation

	Wider public
	Low
	Variable
	Monitor reputation and relevant public concerns


[bookmark: _Toc242915843]Appendix D: Proposed implementation timeline
	Phase
	Timing
	Key activities
	Responsibility

	1. Diagnose
	Months 1–2
	Establish baselines, select pilot hotels and assess readiness
	Strategy team and hotel managers

	2. Co-design
	Months 3–4
	Consult franchise owners and employees; finalise measures
	Change lead and stakeholder representatives

	3. Pilot
	Months 5–8
	Test digital tools, efficiency measures and training
	Pilot hotel managers and technology teams

	4. Evaluate
	Months 9–10
	Assess performance, costs, employee adoption and guest feedback
	Finance, HR and sustainability teams

	5. Scale decision
	Months 11–12
	Revise business case and approve, modify or stop expansion
	Executive board and franchise owners


[bookmark: _Toc242915844]Appendix E:  Proposed performance indicators and targets
	KPI
	Baseline
	Proposed target
	Measurement

	Energy per available room
	IHG reported a 10.2% reduction against 2019 by 2025
	Further 5-percentage-point reduction against the 2019 baseline by end-2028
	Monthly hotel energy data

	Emissions per available room
	IHG reported an 11.0% reduction against 2019 by 2025
	Further 5-percentage-point reduction against the 2019 baseline by end-2028
	Emissions reporting

	Employee training
	Establish at pilot launch
	At least 90% of relevant pilot employees trained
	Training completion records

	Digital adoption
	Establish during diagnostic phase
	Set target after baseline and pilot testing
	System-use data

	Guest satisfaction
	Establish by pilot hotel and channel
	Improvement against the matched baseline
	Guest surveys and service metrics

	Financial performance
	Establish approved pilot business case
	Meet board-approved return and payback criteria
	Finance review


[bookmark: _Toc242915845]Appendix F:  Risk register
	Risk
	Likelihood
	Impact
	Mitigation

	Franchise-owner resistance
	Medium/high
	High
	Demonstrate ROI and offer phased implementation

	Employee resistance or change fatigue
	Medium
	High
	Involve staff early and provide practical training

	Technology integration problems
	Medium
	High
	Pilot before scaling; test interoperability

	Cybersecurity or privacy incident
	Medium
	High
	Access controls, staff training and compliance reviews

	Cost overruns
	Medium
	High
	Stage-gate approvals and contingency funding

	Sustainability targets not achieved
	Medium
	High
	Monthly monitoring and corrective action

	Regional differences undermine consistency
	High
	Medium/high
	Common standards with locally adapted delivery
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Kotter’s 8 Step Change Model @ mutomorro

Create Urgency

Aclear, powerful narrative
that captures the need for
change.

Build 2
Coalition

A passionate, diverse
group to carry the
change through.

8 Step

Change Model Deveton
Vision

The ability to manage
feelings to achieve
goals.

[SJOXE]

More tools, guides and support at mutomorro.com, change for good.
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