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Executive Summary


The author of this study has concentrated on change management in the context of AccorHotels' digitalization. Change management is becoming so critical that an increasing number of businesses are employing it to improve their performance. There are numerous change management strategies in use, and they have proven to be profitable for businesses. However, not all models are ideal for all projects or enterprises; they offer both advantages and disadvantages when adopted. The author will use three models as examples in this report: Lewin's Change Management Model and McKinsey's 7-S Model.

For businesses and organizations, digitization represents enormous potential. New digital technologies are projected to offer new ways of creating value and positions globally and are considered significant drivers for operational change projects. On the other hand, technology-driven change brings complicated technical issues and tremendous cultural hurdles in implementation. Changes throw off existing patterns and habits. As a result, they might cause confusion and misunderstanding, particularly among employees. This report author will be taking AccorHotels digital transformation as the case study due to the impact of the sharing economy concept in the hospitality and tourism industry. 
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1. Introduction 

	Due to the advent of new trends in people's everyday lives, prior events, methods, and processes in modern society become out-of-date at an alarming rate. This transition from old to new is referred to as change. Contemporary business trends are surfacing with the overall goal of outsmarting competition and reaching market glory. For corporate success, these changing circumstances necessitate effective management. Business changes can take many forms, but they all begin with a beginning point. Human resources are required to absorb and implement change successfully. The influence of the "proper people" on the success of change implementation is enormous (Sivanandamoorthy, 2019, p. 4).
As a result, change management restructures and prepares employees for organizational changes. Budgets, salaries, and remuneration, tasks, and processes are all examples of common organizational changes. Time, communication methods, and the impact of such changes on the people involved are all factors in mastering change (Singhal, 2016). Managing change efficiently and propelling a company to greatness raises several issues. A thorough grasp of the concepts that underpin successful transformation is required. Second, how can these "change laws" be implemented, and what specific abilities are required? Third, what role does management play in successfully introducing, implementing, and controlling change in an organization? Finally, why is change such a crucial component of any business?.








1.1. AccorHotels  - Digital Transformation due to Shared Economy.


AccorHotels, Europe's largest hotel group, was undergoing a massive digital transformation that shook up the traditional strategy of a large hotel chain and disrupted the business model of AccorHotels. Moreover, the company has been altering the at breakneck speed, but it was not that evolving quickly enough to keep up with the industry's advances (Ting, 2016). In just eight years, the San Francisco-based accommodation rental company had grown from a basic idea of renting an air mattress in your living room to a US$30 billion enterprise. Airbnb had evolved into a sociological phenomenon that appealed to a new generation of travelers. (Puschmann and Alt, 2016). 
Even though the business model of the new digital players was widely regarded as one of the most significant changes to shake up the hospitality sector in recent years, established hotel chains remained unresponsive (Damnjanovi, 2020). However, the organization recognized that the new sharing economy players challenged conventional hotel chains' economic models and argued that Airbnb should be taken seriously. AccorHotels also underwent a significant digital transition, which impacted its corporate culture, organizational structure, value proposition, and overall business model (Jelassi and Martínez-López, 2020). As a result, AccorHotels was able to respond quickly enough to industry developments, and the company's business transformation was sufficient to compete with the new sharing economy behemoth Airbnb.
Since the global financial crisis of 2008–2009, the hotel business has grown for seven years in a row, with revenues predicted to reach $550 billion by 2016 (Hung et al., 2018). It benefited from high demand as the number of people traveling worldwide for work or pleasure continued to rise, with 2016 predicted to see a 4% increase from 2015's 1.2 billion travelers (Puschmann and Alt, 2016).  Moreover, the sharing economy, a marketplace based on sharing resources (e.g., a room, a service, a skill, or a car) between private persons, caused upheaval. The Internet was used to organize all transactions, primarily as a means of temporary exchange. Thanks to pioneering start-ups like Airbnb (for sharing lodging) and Uber, this practice swiftly matured into a successful business model (for sharing a car). Fon (a Wi-Fi sharing business), Holidog or DogVacay (pet sitter communities), and TaskRabbit are just a few examples of sharing economy start-ups (for hiring people to do small tasks or jobs) (Hamari, Sjöklint and Ukkonen, 2016). The prominent market capitalization of several shared economy enterprises and the amount of money they were able to raise demonstrated that these new participants were genuine contenders. After Marriott and Hilton, Airbnb had already established itself as one of the industry's fundamental values, even if this was not acknowledged at the time due to the company's lack of a stock exchange listing (Jelassi and Martínez-López, 2020). 
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Figure 1 - Ranking of major hotel groups and digital companies by company value.
Source - (Demirçiftçi and Kızılırmak, 2016, p. 4)








1.2. Did AccorHotels face a threat from the sharing economy?

	AccorHotels announced a five-year digital transformation plan dubbed "leading digital hospitality" in October 2014, with a budget of €225 million—a significant expenditure for the company (Ting, 2016, p. 12). The three pillars of this digital transformation plan, which ran from 2014 to 2018, were a uniform mobile app for all hotels, a strong focus on the customer, and numerous solutions to streamline the customer experience. Assist the organization in its digital transformation; more than 100 digital experts were employed (Damnjanovi, 2020).  AccorHotels.com, the group's online booking tool, was already well-established, with 329 million visits each year. The portal, which was available in 28 languages, was open to all AccorHotels brands and independent hotels. The Internet accounted for one-third of Accor's sales, and mobile devices accounted for 12%.
The World is continuously changing, and businesses today must reinvent themselves every few years to be relevant (Allen et al., 2007).  Companies across the World are talking about digital transformation. According to (Vey et al., 2017), digital transformation is at the start of the fourth industrial revolution (Vey et al., 2017). It has, unsurprisingly, been the number one topic on the minds of every company leader, researcher, and analyst for the past few years(Jelassi and Martínez-López, 2020).  The Internet and technology have revolutionized the business environment, and now Digital Transformation is poised to revolutionize our understanding of how we now manage organizations, as well as present ways of life, all at a breakneck pace (Deloitte, 2017). Many hotel companies are adopting transformation at various speeds, with the majority still having a long way to go (Fisher, 2014).  
All of this would be difficult to believe that digital disruption has already occurred in hotel industries and can already witness the repercussions of new platform businesses entering established markets and dominating previously well-protected markets. People now live in a platform economy, and businesses throughout the World are developing agile solutions and platforms relevant to the digital economy. Facebook, Airbnb, and Uber are all well-known examples of what I am talking about (Sánchez, 2017). 


2. Organisational Change. 

	Many hotels around the World are transforming at varying rates and with varying outcomes. Researchers agree that the change process is complex in and of itself (Jrgensen, 2008) (McConnell, 2018), and a rigorous review of study outcome from hotel firms achieving change project success concludes that project success is not mainly dependent on technology but rather on people (Damnjanovi, 2020). The current changing landscape has put more demand on organizations and organizations to change their technology, systems, traditional ways of working, and solutions approaches, resulting in faster changes involving more than the formal organizational structure as it engages with many stakeholders. (Cuzzeri, 2018). Companies must evolve and adapt their organizational structures to become more flexible in response to the continuously changing external environment to thrive and remain competitive (EY, 2017). AccorHotels invest in developing and establishing a workforce capable of meeting the demands of a digital corporation. Change and transformation are critical in establishing a company that can eventually survive and thrives in the current digital age, where digital can be both an opportunity and a threat (Solis, 2017). 
Because many hotel businesses are becoming more digital, the underlying organizations must be changed entirely. Most businesses, however, fail to do so, and such modifications are viewed as a cost-cutting exercise (Sánchez, 2017). Digital technologies can affect the way people in existing hospitality companies function (Kane et al., 2015), according to an earlier study (Quinn, 2017), and Digital Transformation lies at the crossroads of the emotional and rational worlds (seen in the figure- 4).
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Figure 2: Digital Transformation at the intersection of the rational and emotional worlds Source -  (Quin, 2017).

Organizational barriers have been identified as critical causes of the persistently high failure rate (Bovey and Hede, 2001; Smith, 2005). (Keller and Aiken, 2008). It is critical for every company's management to balance the technological transition and the organizational and human capital to guide it through a significant transition successfully. Because one of the most significant obstacles that large firms encounter in their transformation path is overcoming organizational barriers to digital transformation. It is critical to investigate these barriers in depth.











2.1. Transformational Process.

	According to (Saunders, Lewis, and Thornhill, 2009), organizational change is a transformational process in which business transitions from the known to the unknown. Change can be classified as planned. Purposeful acts are made as a byproduct of conscious reasoning and decision making, or emergent, resulting from random and spontaneous acts.
Child and Smith (1987) provided a well-defined framework that distinguished between distinct types of change and the scope of planned vs. emergent change; emergent and planned approaches to change are the two most common types. Therefore, AccorHotels digitalization transformation can be identified as the emergent transformation. The idea that there are universally agreed rules for change, as given by the planned approach technique, is challenged by the emergent change approach (Baptista et al., 2020a). 



3. At AccorHotels, the Mckinsey 7-S Framework for Driving Digital Transformation.


The McKinsey 7s model is a strategic tool and framework for assessing the performance of managers and businesses. For effective change management techniques and ongoing performance enhancement, the McKinsey 7s model specifies seven vital factors that must be addressed and coordinated inside a company.
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Figure 3 -   Mckinsey 7s Model.
Source - (Burke, 2017, p. 34)

The McKinsey 7s model identifies seven factors that can be classified as either hard or soft. They are referred to as:

	Hard elements
	Soft Elements

	
	Shared Value

	Strategy
	Skills

	Structure
	Styles

	System
	Staff



Figure 4 - Hard and Soft elements of the McKinsey 7S Model.


Driving Digital Transformation at AccorHotels employs the McKinsey 7s model to increase efficiency and develop productive change management processes regularly. Driving Digital Transformation at AccorHotels emphasizes the model's seven aspects to guarantee that performance standard are continually maintained and increased across all offers.



3.1. Hard Elements 

Strategy, structure, and systems are the three complex parts of the McKinsey 7s model. The model's complex elements are simpler to spot, have a more physical nature, and are directly controlled and impacted by the organization's leadership and management.


3.1.1. Strategy. 

Clearly defined 

Driving Digital Transformation at AccorHotels has a clear strategic goal, and overall company strategy conveyed to all employees and stakeholders (Ting, 2016). It helps the company manage performance, guide initiatives, and develop various ways aligned with its plan. Furthermore, the defining and disclosure of the business plan makes AccorHotels' operations for Driving Digital Transformation more transparent and aligns the company's duties and actions (Al, 2015). 

Guiding behavior in the pursuit of a goal

The strategic direction for Driving Digital Transformation at AccorHotels is also critical in assisting the company in guiding employee, staff, and stakeholder behavior toward fulfilling objectives. Following the business plan, SMART Goals are defined with short- and long-term deadlines (Baptista et al., 2020a).

Pressures from competitors

The AccorHotels strategy for driving digital transformation considers competitive pressures and competitors' activity. The plan addresses these competitive challenges by proposing measures and actions to address competition via strategic tactics and activities that assure long-term viability to Driving Digital Transformation at AccorHotels by adjusting to market changes and developing consumer trends and needs (Bughin, Deakin, and O'Beirne, 2019).

Consumer demands are shifting.

One of the essential aspects of AccorHotels' Digital Transformation plan is that it constantly considers changing consumer trends and expectations and altering guests' market patterns and purchasing power (Shaughnessy, 2018). A crucial aspect of the organization's strategic orientation is that it permits the firms to endure competitive and relevant to their target audience and detect market inconsistencies. The company then deliberately solves these gaps through product offers and marketing efforts, giving it a competitive edge over another market pattern (João Bueno and Matthias Holland-Cunz, 2018). 
 
Adaptability and flexibility

AccorHotels' Driving Digital Transformation strategy is versatile and flexible. A crucial part of the firm's strategic orientation and strategy setting at Driving Digital Transformation (Damnjanovi, 2020). Rigor in strategy can cause a firm or a business to become stasis, hinders innovation and progress in the face of changing global markets. With its flexibility and changeability, AccorHotels is not only able to gain from fast reacting and responding to changing consumer habits around the World, but it is also able to adjust its goods locally and culturally via localization for diverse countries and areas (Homayoun Hatami, 2020).







3.1.2. Structure 


Organizational hierarchy

AccorHotels has a flatter organizational hierarchy supported by learning and progressive organizations, making it easier to drive digital transformation. Employees feel more comfortable and confident and have better access to resources, with fewer managerial levels and more access to senior leadership and management (great hospitality, 2016). Furthermore, a flatter structure provides for faster decision-making processes for Driving Digital Transformation and promotes employee loyalty to the firm (Adare, 2017).

Coordination between departments

Driving Digital Transformation at AccorHotels necessitates close collaboration amongst several departments. For projects and tasks that require several skills, the company's departments frequently form inter-departmental teams (AccordHotels, 2018). Every department's coordination is efficient and well-organized. To ensure seamless work operations and procedures – and goal achievement – Driving Technological Innovation includes a structured method for initiating and monitoring coordination between departments (AccordHotels, 2018).

Relationships within the team

Teamwork and team-oriented tasks are encouraged in Driving Digital Transformation. Individual duties and job duties are assigned to jobs that demand personal attention and scope. All staff at AccorHotels' Driving Digital Transformation must be team players who can collaborate and communicate directly with peers and get along with others (Net, 2021). The teams Driving Digital Transformation support each other and work together to achieve the broader team aims and goals outlined in the AccorHotels' Driving Digital Transformation strategy and values (Madison, 2017).

Centralization vs. decentralization: what is the difference?

The framework of Driving Digital Transformation is a mix of centralization and decentralization. Driving Digital Transformation at AccorHotels, decentralized decision is favored by the group, as it is by many progressive groups. As a result, employees often set their objectives in collaboration with their supervisors, and job duties at Driving Digital Transformation are structured to be completed professionally. (Adare, 2017).

However, at AccorHotels, Driving Digital Transformation is also centralized in ensuring that supervisors review and approve the various activities and strategies that employees adapt to guarantee that they are aligned with the organization's goal and values(João Bueno and Matthias Holland-Cunz, 2018).

Communication

Driving Digital Transformation has a well-developed and complex structure to ensure that employees and managers communicate effectively(Fisher, 2014). At AccorHotels, the communication mechanisms at Driving Digital Transformation enhance the general structure of the organization. Structured, specified, and organized communication guarantees that data goes smoothly and that no organizational activities or goals are threatened by misconceptions or a lack of coordination.






3.1.3. Systems.


Existing organizational structures

AccorHotels has specified and well-demarcated mechanisms to ensure that business activities are managed successfully and that no conflicts or disagreements arise. The systems used at Driving Digital Transformation are primarily departmental and include things like:

· Human resource management

· Finance

· Marketing

· Operations

· Sales

· Strategic leadership


Controls for systems that have been defined

Driving Digital Transformation at AccorHotels has specially built tools and processes as controls for assessing outcome and target accomplishment in each of the specified and delimited systems. These controls and measures are adjusted to each division because of their activities and responsibilities. In addition, each department has its controls for member performance evaluations and inter-departmental tasks and responsibilities. (Holden, 2017).

Controls are being monitored and evaluated.

AccorHotels is constantly evaluating its systems using the controls it has put in place to drive digital transformation. This performance evaluation is carried out regularly. Business is mainly accomplished through casual conversation and observation. Employees and department managers are provided with informal input continually as needed. A formal assessment of effectiveness is carried out semi-annually depending on the importance of the initiatives and responsibilities that have been assigned. Origination is a structured method used by supervisors and managers to identify performance gaps and suggesting ways to improve performance (Burke, 2017).


Internal procedures for aligning the organization

Unique processes and procedures for assuring that all divisions and technologies within the organization are linked and working together to achieve the organization's broader goals and objectives are also part of Driving Digital Transformation. An organization can be accomplished by ensuring that all systems design and achieve goals and targets particular to their competence areas as part of the overall business vision and strategy (Allen et al., 2007). Furthermore, the strategic leadership at AccorHotels' Driving Digital Transformation ensures that all systems are resourced and that the precise goal is to achieve. Similar business goals over time.


3.2. Soft Elements 

Shared values, employees, skills, and strategy are examples of the soft elements of the McKinsey 7s model. These factors are less apparent and are more influenced by organizational culture. As a result, they are beyond the management's direct influence and control. These characteristics are also more challenging to articulate and precisely identify, yet they are just as critical to an organization's success and increased performance.






3.2.1. Shared values.

Core values

The fundamental values at AccorHotels are created and conveyed to develop a creative and supportive organizational structure that allows people to perform at their best while also improving their passion and commitment to the organization. The following are some of the fundamental beliefs at AccorHotels when it comes to driving digital transformation:

· Creativity

· Honesty

· Transparency

· Accountability

· Trust

· Quality

· Heritage

In addition, the Driving Digital Transformation Company ensures that all of its activities and operations adhere to high ethical and moral standards that have been set and benchmarked against worldwide criteria.


Corporate culture

Driving Digital Transformation promotes a welcoming environment that values diversity. Because the firm has a presence on the world stage and service units in several countries, Driving Digital Transformation at AccorHotels ensures that its organizational culture supports internal rules to combat bias. (Ting, 2016).

The corporate culture at Driving Digital Transformation also supports inventiveness and uniqueness by giving individuals and teams the freedom to grow and develop their careers and personalities. Finally, at Driving Digital Transformation, supportive leadership tries to increase employee motivation and happiness by allowing connectivity and transparency (Turnbull, 2017).


Values and task alignment

At AccorHotels, driving digital transformation ensures that all employee roles and responsibilities align with the company's fundamental values. (AccordHotels, 2018). As a result, all actions, methods, and strategic approaches used by AccorHotels' Driving Digital Transformation will represent the company's primary attributes and will not differ. It keeps a dependable and constant brand image and culture of candor and openness in the workplace. In the case of a company reorganization, the company will continue to guarantee that all change management procedures and methodologies include the core values, ensuring that the organizational culture is maintained and, if necessary, systematically (Madison, 2017).



3.2.2. Style.

Management/leadership style

AccorHotels employs a collaborative leadership style to drive digital transformation. A participative leadership style incorporates people in judgment procedures and strategic decisions when pursuing digitalization. (Adare, 2017). It also enables top management to engage among workers and others established the office regularly to effectively address the potential conflicts and obtain input on key strategies and activities. All this enables CEOs to regularly meet both staff and other order quantities to detect and solve possible issues and receive feedback on marketing choices and procedures. Leading Digital Transformation in AccorHotels helps enhance corporate participation and responsibility amongst employees and employers for its transformational leaders. Leading Digital Transformation in AccorHotels helps enhance corporate participation and responsibility amongst employees and employers for its transformational leaders.
Leadership Style's Effectiveness

This participative management style is particularly successful in attaining the marketing mission and aims of the firm. Workers agreed that they are involved shareholders of the organization and that ideas, criticism, and contributions are appreciated. Additionally, participative management allows leaders and managers to detect current and potential problems within the organization's Driving Digital Transformation and try to resolve them as quickly as feasible (Plessis, Saayman, and Merwe, 2017).


Internally, collaboration vs. competition

Internal collaboration and cooperation between individuals, systems, teams, and departments flourish under Driving Digital Transformation supporting and encouraging company culture (Baptista et al., 2020b). Considering AccorHotels' operations are spread around the World, and since duties inside the company regularly necessitate cross-departmental feedback, such collaborations at Leading Digital Transformation at AccorHotels are essential. Additionally, even as the industry expands and students' engagement, task groups are formed on a routine basis that function effectively due to the cooperative and collaborative culture within the institution's Leading Digitalization. (Oates, 2016).


3.2.3. Staff

Business aims vs. employee skill level

AccorHotels has enough staff working in its global operations to drive digital transformation. Based on the level of necessity and technical skills necessary, workers for numerous different kinds and roles are hired primarily internally and externally. (Damnjanovi, 2020). As a result, AccorHotels' Driving Digital Transformation has skilled people in their job duties and positions. In-house training is provided to all workers to familiarize them with the organization and its ideals. For skill level enhancement, both external and internal training is available.
Because all work functions and positions are meant to aid in attaining business objectives, staff skill levels in Driving Digital Transformation at AccorHotels are sufficient to meet the company's objectives (Srivastava, 2017).


Number of employees

AccorHotels has a significant number of workers driving digital transformation. The number of employees varies in each country, depending on the business and operational needs. The AccorHotels global team for Driving Digital Transformation is a diverse group that accepts and fosters diversity while working in tandem with members to achieve business objectives. The team members and employees of AccorHotels are the most significant aspect of the company's success in driving digital transformation (Tawfik Jelassi, 2020). 







3.2.4. Skill 


Skill management

AccorHotels lays a significant impact on achieving employees' resources and capabilities in driving digital transformation. It conducts internal and outside supervised employee training workshops regularly. Leading Digital Transformation lays a significant focus on its employees' personal and professional growth and collaborates directly with individuals (David Dubois, 2019).

Job needs vs. employee skills

Driving Digital Transformation at AccorHotels has defined responsibilities and job positions and hires and teaches individuals appropriate skill levels. The corporation ensures that specific employment objectives are satisfied. Employees have the essential abilities to carry out their responsibilities in keeping with the company's tradition and ethics and the hotel's commercial goals and digitalization strategy. (Nicholls, 2021).
















4. Conclusion and Recommendation 

It was clear that digital transformation is a type of organizational change that aims to modify how businesses and organizations operate rather than just introducing new technology. In response to a more dynamic and technology-driven business environment, such as the introduction of the "Internet of things," "cloud," and "big data." Leadership and strategy, technology and governance, financial aspects, structural improvements, and sustaining DT are all important outcomes. The findings offer light on the most critical social variables (leadership, structure, and culture) that influence incumbent firms' digital transition.
Change can cause resistance and confusion among people and the organization; according to Jalagat (2016), however, the benefits of change management exceed the disadvantages. Employees gain confidence in their work and management decisions because of change. People are more confident in voicing their thoughts and standing up for what they believe in. Employees' confidence boosts their drive at work, and they work hard to bring about the desired transformation in the company. Change management improves a company's competitive advantage. Some changes in the business environment necessitate a company's flexibility. The market may be stable today, but the organization's tactical plan must be altered if it falls tomorrow. Change management increases an organization's flexibility, makes it easier to adapt, and ensures its success. The new system user in an organization dramatically enhances the organization's efficiency, effectiveness, and productivity. The adoption of new technology by a company offers it a competitive advantage over its competitors. In order to be successful, operational adjustments must be accepted. Customers' needs vary daily, while firms adapt to fulfill these demands, resulting in increased growth.

Change resistance is an unwelcome side effect that is all too common: active or passive. Those who engage in active resistance speak out about it, but employees who engage in passive resistance remain silent. Because the actual problem is unknown, passive resistance is difficult to control. The move away from one's comfort zone, the unpredictability of results, and communication blunders by top-level management are all examples of resistance to change. People reject change because of fear of what they do not know.
Change agents must be skilled at their jobs. Change agents that are inept cause misunderstanding and failure to implement the change. Employee turnover is on the rise, resulting in more losses for the company. Incompetence makes it more challenging to deal with challenges like resistance, which is an inevitable part of change management. Change agents must possess the appropriate knowledge and abilities to ensure that change management goes off without a hitch. Managers in a business must be excellent change agents who motivate their workers to change. Change is a difficult task that requires people to be guided by experienced change agents.
The change management paradigm is critical to project success. The ascent of Mount Everest, which failed to owe to insufficient project planning, is an example of a failed project. The change model is a set of maps that direct individuals toward a specific objective. Models predict what people would expect during the change process, and the people engaged are well-prepared, with the required countermeasures in place. The Lewin change model emphasizes refreezing as a means of incorporating change in the workplace. After a change process, change models allow for the measuring of results.
Models boost plan success by establishing trust among change agents. The models outline the expectations as well as what is required to achieve success. The success of the transition process is boosted when people are confident. Finally, the models establish a consistent strategy for initiating change. Lewin's change model continues to provide a road map that includes unfreezing, moving, and refreezing.
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Digital transformations lie at intersection of the rational/lemotional worlds.
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