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Executive Summary
This report performs a strategic audit of the Accor Hotel Group structurally, culturally and strategically, including those actions recently carried out by the group, recent strategic direction and current business performance. At the heart of every operation, Accor is one of the world's leading players in hospitality with a broad and diversified portfolio of more than 110 brands active in over 110 countries. The audit aims to critically evaluate the matrix organisational structure of Accor to assess whether it is effective and in line with corporate culture and strategic goals. The UK group's strengths in innovations and brand global diversification are identified, as well as weaknesses in the standardisation of all the global units.
It also loks at what can happen in recent change initiatives, digital transformation and sustainability, and how they can be implemented using the theories of change management, Lewin's Change Model and Kotter's Eight Steps. The outcomes of these initiatives have helped the company remain resilient and adaptable to the market, though stakeholders’ alignment and the pace of implementation remain a challenge.
The strategic direction of Accor and its business performance are also evaluated. Although the company's long-term strategic goals remain in line with the company's current performance, economic uncertainty and changing customer expectations are ongoing challenges. The recommendations of the report include practical ones to improve structural efficiency, change management processes, and strengthen strategic alignment.
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Introduction 
This is a strategic audit of the Accor Hotel Group, in which a complete audit is conducted. The primary aim of this audit is to check the company's internal in addition to external environment based on three key aspects, namely, organisational structure, culture and goals; the recent change initiatives along with their respective management; and strategic direction and business performance (Demirçiftçi and Kızılırmak, 2016). The report undertakes an analysis aimed at identifying strengths, weaknesses, opportunities and threats faced by Accor to make actionable recommendations that would enhance Accor's strategic positioning and operational effectiveness. Accor Hotel Group, headquartered in France, is one of the leading hospitality groups in the world, representing 5,300 properties in over 110 countries. Accor is located in the economy segment to the luxury segment with a brand portfolio including Sofitel, Novotel, Mercure, Ibis, and Fairmont. Over the years, the company has used a dynamic strategy that relates to digital innovation, customer experience and sustainability. Through its vast network and brand ecosystem, it plays a very significant role in forming the face of global hospitality.
As more and more consumers are relying on the information they get online, as the environment is now becoming a core concern of consumers and businesses alike, Accor is adapting to the world we are living and working in by constantly transforming the way we operate, whether through the digital, the environmental, or consumer-related aspects. These shifts have led the group to rethink the old models and to come up with a more flexible and customer-focused one.  This paper is divided into six parts. This is followed by the main body of this paper that evaluates Accor’s organisational structure, corporate culture, and strategic goals. The next section investigates recent change initiatives, their motivations, management strategies, and operational impact. 
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Figure 1(Logo: Accor Hotel Group) 
(Sources: Global Sustainable Tourism Council(GSTC))
[bookmark: _Toc195879216]Organisational Structure, Culture, and Goals 
[bookmark: _Toc195879217]Accor’s Organisational Structure and its Alignment with Corporate Culture and Goals 
Overview of Organisational Structure 
The matrix organisational structure is used by Accor, which integrates geographic regional divisions and brand-based management. The architecture aims at achieving effective local responsiveness in conjunction with global oversight. Under global brand categories of Luxury, Premium, Midscale and Economy, each brand (for example, Raffles, Sofitel, Novotel, Mercure, Ibis) follows a defined identity and strategy (Birkeland and Bito, 2024). At the same time, the group segments global operations into specific geographic regions (e.g., Europe & North Africa, Asia-Pacific, Americas, Middle East & Africa), which are led by each regional leader to adjust the strategies to local situations.
Using this dual reporting system enables Accor to widely implement a local approach to market dynamics whilst keeping complete brand integrity and consistency across all its properties. For example, a Novotel in Tokyo can deliver the Japanese version of guest services while delivering what is still the Novotel Brand promise globally. 
Corporate Culture and Core Values
As part of its values-driven corporate culture, Accor has practised inclusivity, service excellence, innovation and sustainability (Wilson et al., 2020). What are these values? More than aspirational, these values are reified in training, internal comms, L&D models, and employee engagement. The ethos of the company’s “Heartiest” concept is our realisation that ‘heart’ and ‘artist’ combined make impressive service – empathic and skilful. Enforcing this philosophy urges them to trust their full emotional intelligence and to treat each guest interaction as a genuine and special one. Accor culture is also based on diversity and inclusion. There are some initiatives, such as the ‘Riise’, which is a global gender diversity network aimed at increasing the number of women in leading roles, closing the pay gap and guaranteeing balanced coverage throughout the organisation (Huczynski and Buchanan, 2016). 
Strategic Goals and Alignment
These strategic goals highlight the growth, sustainability, digital leadership and excellent services of Accor. The following areas are what its long-term transformation strategy captures these goals:
· Expansion and Market Share: To consolidate Accor's market position in places where it already has a presence, as well as entering new markets, fast-growing areas such as Southeast Asia, Africa and the Middle East are the focus of Accor’s international strategy (Cardoso, 2021). 
· Brand Strength and Loyalty: From the inception of ALL – Accor Live Limitless loyalty programme, we have built long-term customer relationships and enhanced the service that we provide. 
· Operational Efficiency and Digital Transformation: Accor’s strategy is focused on digital innovation. The investments in mobile apps, AI recommendations, automated check-ins and cloud operations are all made to speed up the guest journey and minimise the operational costs. 
· Sustainability and CSR: Accor's strategic plan is embedded with environmental stewardship. For this reason, the group aims for net-zero carbon emissions by 2050, clean production and reduction of waste, and the reduction of single-use plastics (Nga, 2020). 
[bookmark: _Toc195879218]Strengths and Weaknesses of the Structure
Strengths:
· Flexibility and Responsiveness: Accor’s matrix structure enables the company to rapidly adapt to market changes, regulatory shifts and guest preferences from a local level. 
· Encourages Innovation: By decentralising decisions, property-level managers can innovate. For example, Raffles Singapore can create local eco-initiatives together with the property or the development of tailored guest experiences that are aligned with local tradition and environmental needs (van Doorn-Hoekveld et al., 2022).
· Brand Autonomy: Accor enables each brand to retain its identity while running in unison under a corporate roof for customer recognition and loyalty at both the budget and ultra-luxury ends.
Weaknesses:
· Coordination Complexity: Dual reporting can cause role ambiguity, in which brand and regional leadership give conflicting directives to employees.
· Communication Delays: It may also lead to slow communication or misalignment between corporate and regional units, resulting in failing strategic initiatives (Oliveira, Argyres,  and Lumineau, 2022).
· Inconsistent Implementation: Corporately, we can roll out policies such as sustainability standards and digital tools (e.g., other than promotion or a marketing campaign), which, with autonomy in place, are subject to variability in the uptake across brands and hotels. 
· Leadership Development: This entails high leadership agility in structure, but there might be consistency problems in training and knowledge sharing from different regions, especially in newer or franchised markets.
· Leadership Development: This entails high leadership agility in structure, but there might be consistency problems in training and knowledge sharing from different regions, especially in newer or franchised markets.
[bookmark: _Toc195879219]Competitive Comparison
Some obvious differences and opportunities versus some key in-market global benchmark competitors are highlighted when benchmarking Accor.
· Marriott International: Centralised management being a feature of Marriott's operations enables the organisation to offer consistent service delivery and operational efficiency to its portfolio (Eschenbrenner et al., 2023). 
· Hilton Hotels & Resorts: The structure combined, Hilton is a hybrid that centralises branding and technology, but decentralises operations and regional operations. Such a balanced model enables Hilton to leverage innovation on a global scale while enabling regional leaders to take ownership of innovation. 
IHG (InterContinental Hotels Group): IHG is a franchise-based model that has strong brand guidelines. The strategy of Accor and IHG is very similar in that both are asset-light, where IHG, however, has more investment in centralised digital systems and global marketing, hence its strong online presence and consistency with its guest communications.
[bookmark: _Toc195879220]Recent Change Initiatives: Impact and Management 
[bookmark: _Toc195879221]Digital Transformation through ALL Platforms
The launch of ALL (Accor Live Limitless) in 2019 was also a strategic pivot towards digital transformation and lifestyle integration (Bhakta et al., 2022). The ALL goes beyond a traditional hotel loyalty programme to serve as a multi-service platform to connect members to hotel bookings and discounts, as well as to exclusive lifestyle partnerships, entertainment, dining and wellness experiences. The rollout of this initiative underlines broader industry shifts towards platform-based ecosystems and that Accor is not just a hospitality provider, but a ‘lifestyle enabler’.
All consolidates customer touchpoints into a mobile app & web interface for ease of managing services, access to real-time recommendations and personalised promotions. Using AI and machine learning, the platform works to understand customers' behaviour and predict their behaviour, personalises your marketing messages, and optimises room pricing according to demand patterns (Armstrong, 2016). This initiative has had a very strong direct impact. A higher rate of direct bookings, coupled with the fact that we have reduced our dependence on OTAS and cleansed our margins, has stemmed from ALL. 
[bookmark: _Toc195879222]Sustainability through Planet 21 Strategy
The core environmental and social responsibility strategy at Accor rests on the 2011-originating Planet 21 initiative, which the group later renamed Planet 21 – Acting Here. The framework consists of four major operational components: employee support, customer involvement, partner innovation and community support. Accor’s strategic implementation across its worldwide properties features various sustainable practices through its Planet 21 strategy. For example: 
· Accor has incorporated low-energy lighting solutions, which include LEDS coupled with motion sensors, into their properties.
· Implementation of water-saving technologies such as low-flow faucets and dual-flush toilets
· The company implements numerous waste reduction strategies which focus on food waste management while enhancing recycling programs.
· The hotel obtains its food from sustainable sources, which include ingredients from local regions and organic suppliers, and certifications.
· The company leads biodiversity protection through NGO partnerships, along with local conservation projects.
Accor announced in 2022 its commitment to remove all plastics used in guest-serving operations as the company moves with Environmental Social Governance requirements and public opinion. The company dedicates its funds to constructing carbon-neutral buildings and conducts renovations based on LEED and BREEAM green construction standards. Planet 21 positions Accor as an organisation that uses responsible practices and develops sustainable features which contribute to increased tourism demand from environmentally sensitive consumers and investors. Planet 21 produces environmental consciousness among employees through training sessions and widespread campaigns at each property.
[bookmark: _Toc195879223]Application of Change Management Theories
Accor follows multiple classical change management approaches in its digital and sustainability initiatives implementation process.
· Kotter’s Eight-Step Model: Accor successfully built an urgent need for digital transformation, particularly after COVID-19 forced conventional hospitality businesses to change their operations (Equenot, 2024). The company established an influential guiding coalition that combined digital teams and brand leadership for implementation purposes. ALL platform early features initiated by the company produced immediate returns, which drove further system adoption throughout the organisation. 
· Lewin’s Change Model:
· Unfreeze: The company equipped staff members and stakeholders by hosting town halls, sending internal messages, and running platform test cases.
· Change: A combination of technological and sustainability initiatives received training programming which integrated local adjustments across platform deployment.
· Refreeze: New systems became operational parts of daily work as staff used KPIS and audits to monitor performance through feedback systems.
· McKinsey 7-S Framework: Accor's strategic modifications demonstrate full alignment among the 7 elements of its framework.
· Strategy (digital growth and sustainability),
· Structure (regional integration),
· Systems (digital booking and eco-monitoring),
· Shared values (customer focus and responsibility),
· Style (transformational leadership),
· Staff (upskilled workforce),
· Skills (digital, sustainability, service excellence).
These theoretical frameworks successfully explain why Accor achieved notable business performance through its extensive modifications across various operational areas.
[bookmark: _Toc195879224]Implementation Challenges and Operational Impact
Despite strategic clarity and leadership support, the implementation phase of digital and sustainability programmes was not smooth for Accor (Susilo and Santos, 2023). Perhaps the biggest obstacle was franchisee resistance. Since there are many Accor properties, both franchised and many are also properties that are not owned, but rather owned, some owners feared investing in new technologies or retrofitting buildings to follow the compliance with sustainability standards. The first reason for it in the first place is cost constraints and short-term profitability concerns, especially in emerging markets or for smaller hotel operators.
There was also a technological integration issue over a large diversity of the base property. However, some legacy IT systems were incompatible with newer ALL platform features, so additional time and capital were required to standardise. It still has an inconsistent implementation from a sustainability perspective. Some flagship hotels in Europe and North America are method leaders in green practices, while in other places, declining to enforce green practices due to a lack of resources, other hotels struggle to follow suit. 
[bookmark: _Toc195879225]Strategic Direction and Current Business Performance 
[bookmark: _Toc195879226]Strategic Focus and Vision
Rather, the long-term vision of Accor is to be an ecosystem enabler, a global lifestyle ecosystem, not just a player in accommodation (Pozzobon, 2021). In recent years, the company has come to understand how this vision needs to evolve as the company itself has realised it needs to diversify its line of products to cater to the changing guests' needs. Coals has invested in strategic Wojo, a creative and flexible work brand that aims to seize the rising interest in hybrid work environments. This all fits nicely with the general theme of remote work and digital nomadism going forward. On top of Wojo, Accor has jumped into the luxury branded residences and private rental market, for example, through its association with One Fine Stay. This diversification doesn't just provide new revenue streams, it also nurtures the brand affinity with guests over their lifestyles because they can now interact with Accor in new and more ways. 
[bookmark: _Toc195879227]Key Performance Indicators and Metrics
Accor uses a mix of financial and non-financial KPIS to measure the effectiveness of its strategic initiatives so that a comprehensive view of performance can be taken.
The three core financial metrics are dominant on the financial side.
· RevPAR (Revenue per Available Room): A key indicator of overall profitability per room. Location-wise, Accor reported a strong performance in the Middle East, Europe and also in the Asia Pacific in 2023 as compared to 2019 pre-pandemic numbers, with a RevPAR growth of 13 per cent globally compared to 2019 levels.
· ADR (Average Daily Rate): It was because it rose in response to inflationary pressures and the shift to premium brands.
· Occupancy Rate: By recovering from the pandemic steadily, it has been helped by the rebound in tourism and business travel.
As Accor comes in line with ESG principles and customer-centric strategies, the non-financial KPIS are rapidly becoming more important.
· Net Promoter Score (NPS): It shows the satisfaction of the guests and loyalty to the brand. Also, for most groups, lifestyle and premium brands tend to perform better on NPS based on the fact that they offer more personalised and immersive guest experiences.
· ALL Loyalty Membership Growth: That means customer engagement has paid off through the ALL platform, as membership numbers went over 90 million globally.
· Sustainability Compliance Rates: Progress on these waste reduction, energy efficiency and carbon neutrality goals is tracked using internal audits and third-party certification (Bhatia et al., 2024).
All told, these indicators tell the story of a company that has not just weathered the pandemic, but one that can be seen as a forward thinker within an industry.
[bookmark: _Toc195879228]Response to External Market Factors
Strategic resilience is, to a degree, a function of the ability of Accor to react to changes in the external environment. Over the past five years, a suite of disruptions has impacted the hospitality sector, including health crises on a global scale, economic instability, geopolitical tensions and climate. Accor's response has been multi-faceted and proactive (Chen, Xie, and Liu, 2021).
First of all, the company has been able to shield itself from regional slowdowns through geographic diversification. Unlike Marriott and Hilton, whose portfolios are very concentrated with activities mostly in North America, Accor has a balanced footprint in Europe, the Middle East, Africa, the Asia Pacific and South America, which means that it has the flexibility to concentrate on high-performing regions in the global shocks.
Secondly, with the fast change in customer behaviour, Accor has taken faster steps to adopt technologies. Most properties have contactless check-in, mobile key access, AI pricing tools and digital concierge services. 
Benchmarking Against Competitors
Accor acts in a very competitive environment, to which giants such as Marriott International and Hilton Worldwide belong. Although the brands have stronger brand equity in North America, Accor is advantaged on other fronts, notably in Europe and the Asia Pacific region, where its heritage and localisation strategies are more relevant. Marriott’s more centralised and standardised operation helps ensure consistency in the delivery of service, though it can constrain local innovation (Wei, 2024). Accor’s model is more decentralised, which makes it more flexible and flexibility of brand to appeal to different market segments. Of course, this flexibility often leads to irregularities in the service quality between regions and brands.
Whereas, Hilton has moved to a more balanced structure by centralising control while leaving some autonomy with the regions — something that Accor could imitate more closely and greatly reduce the operations without sacrificing the localism. From the digital perspective, the ALL platform that Accor has created is a differentiating aspect as it allows access to the lifestyle perks and partnerships not only during the hotel stay. However, due to its complexity, it is still a work in progress when it comes to integration with all levels of the brand (Mullins, 2013). 
[bookmark: _Toc195879229]Conclusion
This review of the Accor Hotel Group develops its strategic strengths, operational weaknesses and prospects. The combination of Accor’s complex matrix organisational structure facilitates local responsiveness, as well as global coordination of branded operations. Now that its culture, based on innovation, empowerment and inclusivity, nicely fits strategic goals of digitalisation, sustainability and customer experience, it makes sense to change and join priorities across industries. The digital transformation through the ALL platform and the Planet 21 sustainability strategy demonstrates the willingness of Accor to innovate with the business and social trends of the industry. While they have positively influenced performance and brand perception, effectiveness varies depending on the region, as implementation challenges and stakeholder alignment issues pose problems.
From a strategic point of view, Accor is in the perfect position to be readapted to the constantly changing landscape of the hospitality business. The difference between its competitors is that it identifies itself with its diversified brand portfolio and a focus on lifestyle and experience-based offerings. Post-pandemic, strong recovery metrics are the source of a return to stability and growth and promising signs of long-term profitability. However, it is encountering several imperatives, including inconsistent implementation of chosen strategic actions, internal coordination issues and external pressures from economic instability and other lodging providers. Furthermore, consumer preferences are evolving, and so are the operational costs, making constant innovation and agility an essential requirement. To continue progress and increase competitiveness, these issues will need to be addressed. Accor’s strategic direction is good and has a strong cultural and organisational base. To realise its potential, the company has to enhance unit change management and cohesion and accelerate the standardisation of best practices in various units. At the same time, investment in talent development and technology integration will be critical to remain resilient and successful in the global competitive market.



[bookmark: _Toc195879230]Recommendations 
Streamline Organisational Structure: Develop elements of the matrix model to diminish role replication and clarity in decision-making. Think of regional tactics that leverage the widest margin of innovation recognised by brands while staying aligned with global aspirations. 
Enhance Change Management: Set up structured change management frameworks in all units, from training loops, feedback loops, and performance metrics, to make smoother transitions. Instead, put your focus on the 'refreezing' phase, as this is where you can effectively embed new behaviours. 
Standardise Implementation of Strategic Initiatives: Define clear guidelines and benchmarks for treating digital transformation and sustainability practices. Periodically audit things so that usage is consistent across regions as well as on brands. Create a global task force to make the sharing of success stories and the revision of initiatives through local feedback.
Strengthen Communication and Leadership Alignment: Develop cross-regional leadership development programs for better cohesion and vision alignment. Cross-functional meetings and updates can keep you in cultural consistency and help you to understand goals. Transparency and alignment at the leadership forum, mentorship scheme and at all levels of organisation can be encouraged through leadership forums, mentorship schemes and digital communication platforms.
Leverage Data Analytics: Apply data analytics to expand to personalise customer experiences, predict demand and optimise resource allocation. It will improve strategic decision-making and operational efficiency. Invest in predictive analytics, real-time dashboards and AI-driven customer profiling tools to create a better service which could be predicted and anticipated.
Monitor Competitor Strategies: Keep continuously measuring against key competitors in terms of gaps and opportunities. With these insights, adjust pricing, branding and customer engagement strategies. Strategic foresight and proactive planning can be supported through participation in industry forums, reading annual reports, and conducting competitive SWOTs analyses.
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