[bookmark: _Hlk210037256][image: University of Wales Trinity Saint David launches new digital ...]

BA LEADERSHIP AND MANAGEMENT





UNDERSTANDING AND ENGAGING STAKEHOLDERS

LECTURER: Sharin McDowall-Emefiele 


MODULE CODE: BALM 5001


TASK 1: STAKEHOLDER ENGAGEMENT PLAN


By Tesenai Bertram
2409077





[image: ]



Executive Summary
This report critically evaluates stakeholder engagement in the planned global rollout of StaySmart+, a premium digital hospitality ecosystem developed for RIU Hotels & Resorts. StaySmart+ integrates AI-driven guest interaction tools, personalised travel planning, and sustainability-focused smart amenities to enhance operational efficiency, guest satisfaction, and brand differentiation across diverse international markets.
Drawing on stakeholder theory (Freeman, 1984), the stakeholder salience model (Mitchell, Agle and Wood, 1997), and contemporary engagement principles (Girdler, 2026), the report argues that technological innovation alone does not secure competitive advantage. Rather, long-term value creation depends on structured, transparent and culturally sensitive stakeholder engagement. Analytical tools, including SWOT, PESTLE, stakeholder mapping, RACI matrices, and the 4C engagement framework (communication, consultation, collaboration, commitment), are applied to assess governance, risk, and performance implications.
The analysis demonstrates that proactive stakeholder alignment strengthens reputational capital, enhances ESG legitimacy, reduces resistance to change, and improves financial resilience. In a digitally accelerated, climate-conscious hospitality landscape, stakeholder engagement serves as a strategic capability rather than an operational formality.
Introduction
Founded in 1953 in Mallorca, RIU Hotels & Resorts operates over 100 hotels across more than 20 countries, employing approximately 30,000–35,000 staff globally. The organisation specialises in premium all-inclusive resort hospitality while expanding its urban portfolio in key markets, including Madrid and selected European cities. RIU operates through a vertically integrated model combining ownership, management, and brand-controlled service delivery, enabling operational consistency across diverse regulatory and cultural environments.
In recent years, RIU has prioritised digital transformation and sustainability through its “Proudly Committed” corporate responsibility framework, aligned with the United Nations 2030 Agenda for Sustainable Development. However, intensifying competition from digitally advanced hospitality brands and platform-based accommodation models has increased pressure to innovate while maintaining the authenticity of relational service.
StaySmart+ represents a strategic response to these pressures. The six-month phased rollout across selected properties — including London, Birmingham, Madrid, and a Caribbean resort — introduces AI-powered concierge systems, predictive personalisation tools, multilingual chatbots, and smart energy management technologies. While these innovations promise efficiency and enhanced guest experience, digital transformation literature cautions that technology alone does not generate value without cultural readiness and stakeholder alignment (Bharadwaj et al., 2013). Consequently, stakeholder engagement becomes central to implementation success. The StaySmart+ initiative forms part of RIU Hotels & Resorts’ broader project portfolio focused on digital transformation, sustainability, and customer experience innovation. Portfolio management enables the organisation to prioritise projects that support strategic objectives while balancing financial investment, operational risk and sustainability commitments (Kerzner, 2019).
Strategic Objectives
StaySmart+ is designed to support RIU’s broader strategic priorities of premium differentiation, sustainability leadership, and digital capability development. The project aims to:
• Increase Net Promoter Score by 15% within 12 months
• Reduce energy consumption per occupied room by 12%
• Increase direct bookings by 10%
• Achieve 80% employee adoption of AI tools within six months
• Strengthen ESG reporting credibility for investors
These objectives integrate financial, operational, environmental and reputational performance dimensions. Consistent with shared value theory (Porter and Kramer, 2011), sustainability metrics are embedded alongside revenue targets to ensure that innovation contributes to both economic and societal value creation.
However, RIU's multi-jurisdictional footprint introduces regulatory complexity (e.g., GDPR compliance), cultural diversity, and varying stakeholder expectations. Applying stakeholder theory (Freeman, 1984) and the salience framework (Mitchell et al., 1997), this report adopts a stakeholder-centric governance perspective. As Project Manager, responsibility extends beyond implementation to balancing economic performance with ethical accountability, climate responsibility, cultural sensitivity, and technological governance.
In this context, StaySmart+ is not solely a service enhancement initiative but a strategic transformation requiring disciplined, forward-thinking stakeholder engagement to secure sustainable competitive advantage.
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Situational Analysis of RIU Hotels & Resorts and the StaySmart+ Initiative
Strategic Context and Project Positioning
RIU Hotels & Resorts faces a complex hospitality landscape marked by digital disruption and sustainability demands. The StaySmart+ initiative is a strategic shift towards digitally enabled, sustainability-focused premium hospitality. This innovation reconfigures stakeholder dynamics, altering their power and urgency. The introduction of AI-driven guest systems, data analytics, and sustainability metrics changes internal operations, regulatory risks, and customer expectations. Thus, situational analysis must assess both macro and micro factors affecting stakeholder salience and strategic risk.
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A purely descriptive SWOT analysis can oversimplify RIU’s organisational capabilities. Its sustainability branding creates an expectation trap; failing to deliver measurable outcomes through StaySmart+ could harm its reputation. This increases the power of environmental NGOs and community stakeholders, as aligning with ESG and SDG discussions enhances legitimacy. Additionally, while AI offers efficiency, it risks turning employee stakeholders into perceived liabilities if displacement fears are not addressed. According to Freeman’s stakeholder theory, engaging the workforce is not optional but essential for strategic value co-creation.
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RIU operates in diverse countries, each with unique political stability and tourism regulations that influence strategic planning, particularly regarding data governance laws like GDPR in the EU, which affects data handling and user consent. 
Economic factors such as inflation, rising labour costs, and currency fluctuations impact investment and pricing strategies, prompting adjustments in unstable regions. 
Socially, travellers demand personalised, sustainable experiences that cater to local preferences, requiring RIU to balance global standards with local tastes. 
Technologically, the fast pace of AI innovation supports initiatives like StaySmart+, but integration with legacy systems and cybersecurity investments is crucial. 
Legally, compliance with international data protection and consumer rights laws requires ongoing training and adaptation. 
Environmentally, addressing climate change and sustainability regulations presents both challenges and opportunities to enhance eco-friendly practices, appeal to environmentally conscious travellers, and reinforce RIU's market competitiveness.

RIU operates under multi-jurisdictional frameworks, with GDPR compliance positioning regulators as key stakeholders. A data breach would signify a governance failure, not just an operational setback. While premium digital services can enhance ADR and RevPAR, they also draw intensified scrutiny from shareholders, necessitating a transparent balance between short-term expenditures and long-term brand equity. 

There is an assumption that digital natives universally embrace AI; however, the traditionally relational nature of hospitality means over-digitisation risks eroding emotional guest experiences and service differentiation. Environmentally, RIU's commitment to the UN 2030 Agenda—specifically SDG 12 (Responsible Consumption and Production) and SDG 13 (Climate Action)—bolsters its moral legitimacy. Nonetheless, introducing sustainability dashboards in guest rooms may reveal transparency gaps, risking perceptions of greenwashing. This underscores the need for firms to deliver both economic performance and socio-environmental accountability to sustain legitimacy.

SMART Objectives for StaySmart+ Implementation
[image: ]SMART objectives are a structured framework for effective project goal setting, introduced by George T. Doran in 1981. They ensure goals are: 
· Specific
· Measurable
· Achievable
· Relevant
· Time-bound. 
In the StaySmart+ initiative at RIU Hotels & Resorts, these objectives align stakeholder actions with strategic goals, driving measurable enhancements in digital service delivery, sustainability, profitability, performance, and accountability.
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Identification and Categorisation of Key Internal and External Stakeholders
Successful implementation of StaySmart+ at RIU Hotels & Resorts requires identifying and categorising stakeholders whose interests and power influence project outcomes. According to Freeman’s stakeholder theory, these stakeholders are crucial in a global hospitality context, where regulatory, technological, and sustainability factors heighten interdependence.
Internal Stakeholders
1. RIU Board of Directors and Family Owners
2. Senior Executive Management
3. Project Manager
4. IT and Digital Transformation Teams
5. Sustainability and CSR Teams
6. Marketing and Sales Departments
7. Hotel General Managers
8. Frontline Employees (reception, concierge, housekeeping)
9. HR and Training Teams
External Stakeholders
1. Guests and Loyalty Programme Members
2. Technology Vendors and AI Partners
3. Sustainability Suppliers and Environmental Service Providers
4. Tourism and Travel Partners (including tour operators, travel agencies and airlines)
5. Local Governments and Regulatory Authorities
6. NGOs and Environmental Organisations
7. Local Communities (including destination-specific stakeholders such as Aruba tourism representatives)
8. Investors, Shareholders and Financial Institutions
9. Online Communities and Social Media Audiences (secondary stakeholders influencing brand reputation)
10. Travel Influencers and Digital Opinion Leaders
Roles, Responsibilities, Benefits and Challenges of Key Stakeholders
The successful implementation of StaySmart+ at RIU Hotels & Resorts depends on the coordinated engagement of multiple internal and external stakeholders whose influence, responsibilities and expectations differ across the organisation’s global operations. According to R. Edward Freeman (1984), organisations create sustainable competitive advantage when they manage relationships across diverse stakeholder groups rather than prioritising shareholders alone. Consequently, understanding stakeholder roles, benefits and potential tensions is essential for effective governance of the digital transformation programme.
Executive Leadership and Board
Senior management and family owners hold ultimate responsibility for strategic direction, capital allocation and integration of StaySmart+ with RIU’s long-term corporate strategy and sustainability commitments under the Proudly Committed framework. Their authority provides organisational legitimacy and enables investment in digital infrastructure and sustainability initiatives. However, a significant challenge lies in balancing short-term financial expectations with the longer-term benefits associated with AI adoption and ESG performance. This tension reflects the broader shift from shareholder-centric governance to hybrid stakeholder models that integrate economic and socio-environmental value creation.
Project Management Office (PMO)
The Project Management Office functions as the central coordinating body responsible for planning, oversight of implementation, and stakeholder engagement. Acting as a boundary-spanning governance mechanism, the PMO integrates IT, HR, Finance and Operations while managing project timelines, risks and communication channels. The benefit of the PMO lies in organisational coherence and strategic alignment across RIU’s international portfolio. However, the PMO faces challenges related to cross-cultural implementation, conflicting departmental priorities and the complexity of coordinating stakeholders across multiple jurisdictions.
IT and Digital Transformation Teams
IT teams are responsible for the development, integration, and maintenance of AI technologies supporting StaySmart+, including ClaudIA, RIU’s virtual assistant. Their expertise enables personalised guest experiences, operational automation and data-driven decision-making. However, these teams face considerable governance challenges, particularly regarding cybersecurity protection, compliance with global data regulations and maintaining system reliability across diverse hotel properties. Additionally, tensions may arise between digital innovation and sustainability objectives, as large-scale data processing can increase energy consumption unless strategically aligned with environmental targets.
Operations Managers and Frontline Employees
Hotel managers and frontline staff play a critical role in translating digital strategy into daily guest experiences. Frontline employees represent the human interface of hospitality and therefore directly influence service quality and brand reputation. Using John Kotter’s (1996) change management principles, employee engagement is recognised as essential for successful transformation. While digital tools can improve efficiency and enable staff to deliver more personalised service, employees may perceive technological change as a threat to professional identity or autonomy. According to Aubrey Mendelow (1991), frontline staff often occupy a high-interest but relatively low-power position in organisational decision-making, yet their influence on guest satisfaction remains substantial. Failure to secure their commitment may therefore undermine the authenticity of the service. Older employees may initially resist AI adoption due to unfamiliarity with digital technologies, creating a skills gap that requires targeted training and inclusive change management strategies.
Guests and Loyalty Customers
Guests represent definitive stakeholders because their satisfaction ultimately determines commercial performance. AI-enabled personalisation, digital convenience, and transparency into sustainability provide significant benefits to customers. However, concerns about data privacy, algorithmic bias, and excessive automation may erode trust if not managed transparently. In the digital era, social media platforms and review websites amplify guest influence, making dissatisfaction rapidly escalate into reputational risk.
Investors, Regulators and External Partners
Investors and financial institutions contribute essential capital and influence strategic performance expectations. Their primary concerns are financial returns and organisational resilience. Regulators hold substantial power and legitimacy due to data protection, environmental compliance and consumer protection requirements. According to Ronald Mitchell, Bradley Agle and Donna Wood (1997), stakeholders possessing power, legitimacy and urgency can be classified as “definitive stakeholders,” highlighting the importance of proactive regulatory engagement.
Technology vendors also represent influential stakeholders during system development due to technical dependency. However, excessive reliance on a single supplier can create vendor lock-in risks, reducing organisational autonomy.
Local Communities and NGOs
Local communities and environmental organisations provide social legitimacy and reinforce RIU’s licence to operate, particularly in environmentally sensitive destinations. Their involvement ensures that sustainability commitments produce measurable environmental and social outcomes. However, if sustainability initiatives appear symbolic or lack transparency, NGOs may challenge corporate legitimacy and raise accusations of greenwashing.
Strategic Implications
Collectively, these stakeholders form an interconnected governance ecosystem. Effective management requires balancing technological innovation, financial performance and environmental responsibility while maintaining relational trust. Through transparent communication, structured engagement and shared value creation, RIU can align stakeholder interests and strengthen long-term organisational resilience and competitive advantage.
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Frameworks, Models, and Theories for Stakeholder Engagement 
Effective global implementation of StaySmart+ at RIU Hotels & Resorts necessitates structured engagement frameworks to manage complexity and power dynamics. Tools like the Stakeholder Salience Matrix, RACI matrix, and formal engagement plans enhance accountability, stakeholder reciprocity, and communication, translating stakeholder theory into effective governance practices. The StaySmart+ initiative integrates various strategic management perspectives, emphasising stakeholder theory for sustainable value, resource-based views highlighting unique organisational assets, and shared value concepts that link technological innovation with economic and social benefits for communities and the environment.
Stakeholder Mapping
The stakeholder map illustrates the network of internal and external actors influencing the StaySmart+ rollout at RIU Hotels & Resorts. This identification stage provides the analytical foundation for subsequent stakeholder prioritisation using models such as the Salience Model or Mendelow’s Matrix, enabling targeted engagement strategies.
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This map highlights the complex stakeholder ecosystem surrounding StaySmart+, forming the foundation for prioritised engagement strategies.



Mendelow’s Power-Interest Matrix
[image: ][image: ]
Aubrey Mendelow’s Power–Interest Matrix categorises stakeholders by influence and interest, enabling organisations to prioritise engagement strategies (Mendelow, 1991). In the StaySmart+ rollout at RIU Hotels & Resorts, it identifies high-power stakeholders, such as executives and regulators, for close oversight, while employees and guests require continuous communication and engagement.







Stakeholder Salience Matrix 
[image: ](Based on Mitchell, Agle and Wood, 1997)
















The stakeholder salience matrix demonstrates that influence within the StaySmart+ rollout is dynamic rather than static. Drawing on Mitchell, Agle and Wood (1997), stakeholders possessing power, legitimacy and urgency require prioritised engagement, particularly executive leadership, regulators and key guest segments. However, salience may shift rapidly during crisis events such as data breaches or sustainability controversies. Consequently, stakeholder management must remain adaptive, continuously reassessing influence patterns to mitigate governance risk and protect organisational legitimacy.




RACI Matrix 
Key:
R = Responsible (executes task)
A = Accountable (ultimate ownership)
C = Consulted (two-way input)
I = Informed (kept updated)
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The RACI matrix clarifies responsibility, accountability, consultation and information flows in the StaySmart+ rollout, reducing ambiguity and stakeholder conflict (Girdler, 2026). By separating operational responsibility from strategic accountability, it strengthens governance, prevents duplication and aligns with the 4C model to enhance communication, collaboration and stakeholder commitment.
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Six-Month Stakeholder Engagement and Communication Plan 
The six-month engagement plan for StaySmart+ at RIU Hotels & Resorts is structured to progressively build awareness, collaboration, and commitment across stakeholder groups. This phased approach ensures iterative engagement, reinforcing trust, accountability, and long-term stakeholder commitment.
[image: ]
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Stakeholder Communication and Engagement Plan
Engagement should move beyond one-way communication toward co-creation and reciprocal dialogue. A structured communication plan ensures stakeholders receive timely information, builds trust, reduces power asymmetries, and strengthens commitment (Girdler, 2026). The engagement plan defines how stakeholders will be involved in decision-making and project implementation.
[image: ]Communication Plan
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This engagement approach reflects Freeman’s (1984) stakeholder theory, which emphasises the importance of creating value across multiple stakeholder groups.

CRITICAL ANALYSIS: Strategic Integration of AI, Sustainability and Stakeholder Engagement
[image: ]






















Critical Stakeholder Engagement Process Using the 4C Model
The global rollout of StaySmart+ at RIU Hotels & Resorts represents not merely a technological implementation but a broader organisational transformation. As Project Manager, the role extends beyond coordinating timelines to strategically orchestrating stakeholder relationships across international markets. Effective stakeholder engagement must reconcile economic performance, sustainability governance, technological innovation, cultural sensitivity and ethical accountability. To achieve this, the 4C model—communication, consultation, collaboration and commitment—is applied as a structured stakeholder governance framework.
Stakeholder theory suggests organisations achieve sustainable success by creating value for multiple stakeholder groups rather than prioritising shareholders alone (Freeman, 1984). However, digital transformation initiatives often create competing priorities, making the 4C model serve not only as an engagement mechanism but also as a preventive framework for managing conflict and sustaining organisational legitimacy.
Communication: Transparency as Risk Mitigation
Communication forms the foundation of effective stakeholder engagement. In a global hospitality organisation operating across diverse cultural and regulatory environments, unclear communication generates uncertainty and resistance. Digital transformation initiatives frequently raise concerns among employees regarding technological displacement and among guests regarding data privacy, increasing stakeholder urgency and reputational vulnerability (Mitchell, Agle and Wood, 1997).
The communication strategy operates across three levels. Strategic communication with senior leadership and investors involves progress reports and performance dashboards that link StaySmart+ outcomes to financial and sustainability metrics. Operational communication ensures hotel managers and employees understand project objectives, timelines and training requirements, with multilingual resources and virtual workshops supporting RIU's global workforce. External communication focuses on transparency with guests through pre-arrival emails, mobile notifications and in-hotel digital interfaces, clarifying data usage responsibly and ensuring GDPR compliance (European Commission, 2018).
Social media also functions as a critical communication channel. Platforms such as Instagram, X and TripAdvisor act as real-time feedback ecosystems that amplify guest voices and accelerate reputational consequences. Consistent with Mitchell et al.'s (1997) stakeholder salience model, digital transparency regarding AI functionality, sustainability commitments and privacy protections must therefore extend to proactive online engagement.
Consultation: Anticipating Stakeholder Conflict
While communication ensures information exchange, consultation introduces structured listening mechanisms that allow stakeholders to influence decision-making. Consultation enhances organisational legitimacy by recognising stakeholder interests and reducing conflict potential (Mitchell et al., 1997).
Pilot implementation at selected RIU properties enables managers to gather employee and guest feedback before the full rollout. Guest surveys and usability testing enable platform refinement, aligning with Kotter's (1996) change management principles by generating early wins and building stakeholder confidence. Internally, employee workshops and focus groups allow frontline staff to identify usability challenges, reducing resistance to change.
Externally, consultation with regulators ensures AI-enabled personalisation systems comply with data protection legislation, reducing legal risk. Consultation with NGOs and local communities—particularly in environmentally sensitive destinations such as Aruba—ensures that environmental initiatives deliver measurable outcomes rather than symbolic commitments, reinforcing RIU's environmental credibility.
Collaboration: Co-Creating Strategic Value
While consultation gathers input, collaboration establishes shared ownership of outcomes. Successful StaySmart+ implementation requires cross-functional collaboration among IT, operations, HR, sustainability and marketing teams, ensuring digital systems enhance rather than undermine hospitality's relational nature.
Collaboration also occurs across geographic regions, with pilot hotels in Europe, the Caribbean and Africa participating in co-design workshops that adapt system features to local cultural expectations, reflecting cross-cultural management theory (Hofstede, 2011). External partnerships with AI vendors and sustainability suppliers further support system innovation and cybersecurity resilience.
However, collaboration introduces governance complexity. Shared decision-making may diffuse accountability unless supported by structured tools such as RACI matrices and defined reporting systems, ensuring role clarity across stakeholder groups (Kerzner, 2019).
Commitment: Sustaining Long-Term Engagement
The final element focuses on sustaining stakeholder engagement beyond initial implementation, as many transformation projects fail not during deployment but in the post-implementation phase. Employee commitment is reinforced through continuous training and career development opportunities. Investor commitment is strengthened through transparent reporting demonstrating measurable financial and sustainability outcomes. Guest commitment is cultivated through loyalty programme integration and visible sustainability metrics.
Girdler (2026) emphasises that effective stakeholder engagement requires continuous review, proactive communication and recognition of stakeholder contributions. Demonstrating measurable outcomes—such as increased guest satisfaction or reduced energy consumption—reinforces trust and encourages long-term support.
Conclusion
Conflict is inevitable when stakeholder interests diverge, with potential tensions arising from employee concerns, investor expectations, NGO scrutiny and guest data privacy. However, constructive disagreement can strengthen governance decisions when managed through transparent dialogue and early identification of competing interests.
Ultimately, structured stakeholder engagement transforms StaySmart+ from a technological upgrade into a strategic reputational asset. By institutionalising the 4C model, RIU can balance technological innovation with ethical responsibility and sustainability commitments. In a global hospitality industry where trust and responsible governance increasingly determine competitive advantage, disciplined stakeholder engagement strengthens organisational resilience, operational performance and long-term value creation.


Impact of Stakeholder Engagement on Business Performance
Effective stakeholder engagement in the StaySmart+ rollout at RIU Hotels & Resorts functions not only as an ethical responsibility but also as a strategic driver of business performance. Stakeholder theory suggests that organisations achieve sustainable competitive advantage when value is created across multiple stakeholder groups rather than prioritising shareholders alone (Freeman, 1984). In the hospitality sector, where reputation, service quality and trust represent critical assets, stakeholder engagement directly influences financial performance, operational efficiency and organisational legitimacy.
From a financial perspective, structured stakeholder engagement strengthens competitive positioning and revenue outcomes. Personalised AI-enabled services introduced through StaySmart+, when implemented transparently and ethically, enhance perceived service quality and brand differentiation. Increased guest satisfaction can lead to higher Average Daily Rate (ADR), stronger loyalty programme engagement and greater customer lifetime value. Aligning digital innovation with sustainability initiatives also reflects the concept of shared value creation, whereby organisations simultaneously achieve economic and social benefits (Porter and Kramer, 2011). For instance, smart energy systems integrated within StaySmart+ can reduce operational costs while appealing to environmentally conscious consumers.
Reputational capital also plays a significant role in hospitality performance. Organisational legitimacy is socially constructed and must be continuously maintained through responsible stakeholder engagement (Suchman, 1995). Transparent communication with regulators, NGOs and local communities strengthens credibility, particularly in environmentally sensitive destinations such as Aruba. In addition, social media amplifies stakeholder influence, as guest experiences shared through online reviews and digital platforms increasingly shape brand perception and booking behaviour.
Internally, stakeholder engagement improves operational performance by fostering employee commitment and reducing resistance to technological change. When employees are consulted during digital transformation initiatives, they are more likely to adopt new systems and maintain service consistency across properties. Engaged employees typically deliver higher service quality, which is particularly important in experiential industries such as hospitality (Kotter, 1996). Stakeholders such as guests, employees, and technology partners co-create value through innovation and service improvement when engaged. This aligns with Porter & Kramer's (2011) shared value creation concept, where economic performance and social outcomes are simultaneously improved. Conversely, inadequate engagement can lead to morale decline, service inconsistency and operational disruption.
Stakeholder engagement also strengthens risk management and governance. The hospitality industry faces growing regulatory scrutiny regarding data protection, artificial intelligence and environmental responsibility. Engaging regulators and compliance stakeholders early in the implementation process reduces legal and reputational risks. According to Mitchell, Agle and Wood (1997), stakeholders possessing power, legitimacy and urgency require prioritised management, meaning regulators and investors must be treated as definitive stakeholders within the StaySmart+ initiative.
However, engagement must remain structured and strategically prioritised. Excessive consultation may delay decision-making and create conflicting stakeholder expectations. Ultimately, effective stakeholder engagement transforms StaySmart+ from a technological upgrade into a strategic performance and reputational asset, strengthening RIU’s operational resilience and long-term competitiveness.
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Recommendations for Future Stakeholder Engagement
To ensure the long-term success of the StaySmart+ initiative at RIU Hotels & Resorts, stakeholder engagement should evolve from a project-specific activity into a permanent governance capability embedded across the organisation. In the hospitality sector, increasingly shaped by digital innovation, sustainability expectations, and regulatory scrutiny, organisations must continuously adapt engagement strategies to address evolving stakeholder priorities.
First, RIU should institutionalise a continuous stakeholder engagement framework supported by regular feedback loops, stakeholder consultations and digital monitoring tools. Rather than limiting engagement to the project lifecycle, the organisation could establish a permanent Digital and Sustainability Advisory Panel involving technology specialists, ESG experts, NGO representatives and guest advocates. This aligns with stakeholder theory, which emphasises ongoing stakeholder integration rather than episodic consultation (Freeman, 1984). Such a panel would enable RIU to anticipate emerging risks, including AI ethics concerns, sustainability controversies and regulatory changes.
Second, advanced digital skills development should become a strategic priority. Continuous training programmes should equip employees with AI-enabled service capabilities while linking digital competencies to career progression opportunities. This reduces fears of technological displacement and strengthens employee commitment to organisational innovation. Additionally, cross-cultural leadership training should support managers operating across RIU’s diverse international markets, ensuring stakeholder engagement approaches remain culturally sensitive and inclusive.
Third, RIU should strengthen data ethics governance by creating a formal AI ethics committee comprising internal executives, external experts, and community representatives. As AI increasingly influences guest interaction and operational decision-making, transparent oversight mechanisms are essential to maintain organisational legitimacy and mitigate reputational risk. Complementary AI and sustainability performance dashboards could publicly demonstrate data privacy safeguards, energy reduction outcomes and carbon footprint improvements. Such transparency reinforces stakeholder trust and reduces accusations of greenwashing (Suchman, 1995).
Fourth, engagement strategies should incorporate participatory innovation mechanisms. Digital guest feedback platforms could allow customers to co-create future service features, strengthening collaborative value creation and brand loyalty. Additionally, structured social media listening systems should monitor guest sentiment, ESG discourse and emerging stakeholder concerns. Social media analytics can therefore function both as an early warning mechanism for reputational risk and as a tool for dynamic stakeholder mapping.
Fifth, RIU should strengthen local stakeholder representation by appointing regional engagement champions who act as intermediaries between corporate leadership and local communities. These individuals would ensure that sustainability initiatives and operational decisions reflect local socio-economic and environmental priorities while facilitating culturally appropriate engagement practices. In destinations such as Aruba, the StaySmart+ platform could promote local restaurants, eco-tours and small businesses directly to guests through the application. This supports the local economy while enhancing authentic travel experiences and strengthening RIU Hotels & Resorts’ relationship with host communities.
Finally, stakeholder engagement outcomes should be integrated into organisational key performance indicators, including employee engagement, community partnership outcomes and guest satisfaction metrics. Measuring these indicators allows RIU to evaluate the strategic value created through stakeholder collaboration.
Collectively, these recommendations position stakeholder engagement as a strategic organisational capability rather than a compliance exercise. By integrating digital innovation, ethical governance and inclusive stakeholder participation, RIU can strengthen organisational resilience, enhance reputational legitimacy and sustain competitive advantage within an increasingly technology-driven and sustainability-focused hospitality industry.
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Conclusion 
This report has critically examined the identification, analysis and engagement of key stakeholders involved in the global rollout of StaySmart+ at RIU Hotels & Resorts. Drawing on stakeholder theory, strategic management frameworks, and contemporary engagement models, the analysis demonstrates that the successful implementation of AI-driven, sustainability-focused hospitality services depends primarily on effective stakeholder governance rather than technological capability alone.
The application of situational analysis tools, including SWOT and PESTLE, highlights RIU’s strategic readiness for digital transformation while identifying external pressures such as regulatory compliance, environmental expectations and evolving customer behaviour. Stakeholder mapping and the RACI matrix further clarify the roles, responsibilities, and influence of internal and external actors, while the stakeholder salience model illustrates how power, legitimacy, and urgency shape stakeholder prioritisation (Mitchell, Agle, and Wood, 1997). The integration of the 4C model—communication, consultation, collaboration and commitment—provides a structured framework for managing complex stakeholder relationships across culturally diverse markets.
Critically, the analysis demonstrates that strong stakeholder engagement directly enhances business performance. Transparent engagement with employees, regulators, communities and guests strengthens operational efficiency, reduces resistance to digital transformation and improves service consistency across properties. In addition, ethical AI governance and sustainability initiatives enhance reputational capital and support long-term competitive advantage. This aligns with the principle of shared value creation, where organisations simultaneously generate economic and social benefits (Porter and Kramer, 2011).
The report also highlights the strategic importance of RIU’s Proudly Committed sustainability framework and its alignment with the United Nations 2030 Agenda. Embedding measurable environmental and social outcomes within the StaySmart+ initiative strengthens organisational legitimacy while responding to increasing global scrutiny around environmental, social and governance performance.
Ultimately, the success of StaySmart+ will depend on RIU’s ability to institutionalise stakeholder engagement as an ongoing governance capability rather than a project-specific activity. In a hospitality environment shaped by digital innovation, climate pressures and growing transparency through social media, sustainable competitive advantage increasingly derives from relational capital as much as technological advancement. By maintaining a structured and adaptive engagement strategy, RIU can strengthen organisational resilience, enhance brand reputation and secure long-term value creation across its global operations.
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Implement the StaySmart+ digital platform across 20 RIU properties in
Europe and the Caribbean, integrating Al concierge services, personalised
guest applications and sustainability monitoring dashboards aligned with
the Proudly Committed framework.

Within 12 months of implementation, achieve:
15% increase in guest satisfaction scores
12% reduction in energy consumption per occupied room
10% increase in direct booking conversion rates
80% employee adoption of Al-supported service tools

Allocate €25 million in capital investment and establish cross-functional digital
transformation teams including IT, operations, sustainability and HR to deliver
staff training, system integration and regulatory compliance.

Ensure the StaySmart+ initiative supports RIU's sustainability pledge under the PC
strategy and contributes to UN SDGs 12 and 13 (Responsible Consumption and
Climate Action). This alignment between digital innovation and value creation
generates both economic and environmental benefits (Porter and Kramer, 2011).

Complete the initial rollout within six months, followed by a 12-month post-
implementation evaluation assessing financial performance, operational efficiency,
guest experience and ESG outcomes.
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Strategic Alignment: 3
Executive briefings and board approval sessions to confirm investment scope
and ESG integration. Early consultation with regulators regarding Al
compliance and data governance. Y,

Internal Mobilisation: B
Cross-functional workshops involving IT, Operations, HR, and Marketing.
Introduction of RACI responsibilities. Internal town halls to address employee
concerns and reduce resistance. J

Training and Consultation: E
Targeted digital capability training for frontline employees. Consultation
meetings with sustainability NGOs and local community representatives
(e.g., Aruba stakeholders) to align environmental metrics. .

Pilot Communication: R
Soft launch in selected properties. Guest communication via email
campaigns explaining Al tools and privacy safeguards. Real-time feedback
collection. J

Evaluation and Adjustment: N
Stakeholder review meetings assessing performance metrics, employee
engagement, and guest satisfaction. Adjust implementation based on
feedback. P,

Global Launch Communication: R
Public sustainability and innovation announcement. Investor performance
briefing. Transparent reporting of energy reduction and guest satisfaction
indicators. Y,
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Example: Microsoft’s Digital Transformation

Microsoft’s transformation under Satya Nadella demonstrates how tech-driven leadership can
successfully guide organisational change. When Nadella became CEO in 2014, he shifted the
company’s strategy from traditional software licensing to cloud-based services such as
Microsoft Azure and subscription platforms like Microsoft 365. This strategic pivot required
significant stakeholder engagement, including reskilling employees, developing partnerships
with technology vendors, and communicating the benefits of cloud technology to customers.

By investing in digital innovation and organisational learning, Microsoft improved
operational agility and strengthened its competitive position in the global technology sector.
This example illustrates how technology-driven leadership can align digital transformation
with stakeholder engagement, enabling organisations to adapt to evolving market conditions
and create long-term value.
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STRATEGIC INTEGRATION OF Al, SUSTAINABILITY
AND STAKEHOLDER ENGAGEMENT

The six-month engagement and communication plan supporting the StaySmart+ rollout at RIU Hotels & Resorts
illustrates how digital transformation can be strategically aligned with sustainability governance and stakeholder
engagement. Central to this initiative is the integration of artificial intelligence within a unified digital ecosystem,
particularly through ClaudIA, RIU’s Al-powered virtual assistant. ClaudIA enables 24/7 guest communication,
reservation management and multilingual support via the RIU mobile application. Beyond improving operational
efficiency, Al deployment supports data-driven decision-making, personalised guest services and sustainability
monitoring across RIU’s global portfolio.

For guests, Al enhances the travel experience by analysing previous stay data to recommend personalised room
preferences, dining options and local experiences. Integrated digital services, such as mobile check-in, service
requests, and itinerary management, increase convenience and responsiveness. However, hospi remains a
highly relational service industry. If technology is perceived as replacing personal ji
enhancing it, guest trust may weaken. Consequently, the engagement strategy e ions as a
service-support tool that complements, rather than substitutes, human hos

Employees represent another critical stakeholder grou
automation reduces routine administrative tasks, allowi on personalised guest interactions.

disruptions and guest needs. Neve: i ge may generate resistance if employees perceive it
as threatemng job :enumy o] address this risk, the engagement plan prioritises internal

strategy aligns closely with RIU’s Proudly Committed sustainability framework, which focuses
on environmental protection, social responsibility, people development and transparency. The plan includes
consultation with NGOs and engagement with local communities, particularly in environmentally sensitive
destinations such as Aruba. This participatory approach strengthens environmental governance and reduces
accusations of symbolic sustainability or greenwashing by ensuring that local stakeholders contribute to
environmental initiatives.

Regulatory engagement is also central to stakeholder management. Transparent communication regarding Al
functionality, privacy safeguards and data governance demonstrates ethical accountability and ensures compliance
with international data protection regulations. Such transparency reinforces stakeholder trust while mitigating
reputational risks associated with digital innovation.

RIU’s engagement strategy reflects a hybrid stakeholder theory approach, combining economic objectives such
as financial performance and competitive advantage with normative commitments to environmental and social
responsibility. Stakeholder engagement managers facilitate communication between corporate leadership,
employees, local communities and external partners, ensuring that organisational activities align with local socio-
economic contexts.

Structured governance mechanisms further strengthen stakeholder management. Confidential whistleblowing
systems allow employees and partners to report unethical conduct, while the RIU Method assesses environmental
and community impacts before development projects proceed. Supplier compliance is also monitored through
ESG verification systems such as Achilles to ensure external partners meet environmental and ethical standards.

Opverall, integrating artificial intelligence with sustainability governance and structured stakeholder engagement
enables RIU to transform digital innovation into a strategic capability. By balancing technological advancement
with ethical responsibility and collaborative stakeholder dialogue, the organisation strengthens operational
performance, reputational legitimacy and long-term organisational resilience within an increasingly sustainability-
driven hospitality industry.
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Stakeholder Engagement Measurement Dashboard
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Shareholder Engagement Evaluation:

The impact of stakeholder engagement on business performance can be measured using a combination
of financial, operational, and reputational indicators. Key performance metrics include guest satisfaction
scores, employee engagement levels, direct booking conversion rates and operational efficiency
improvements. Sustainability outcomes, such as reductions in energy consumption or waste, can also
demonstrate the effectiveness of collaborative stakeholder initiatives. Monitoring online reviews and
social media sentiment provides insight into brand perception and customer trust. Regular performance
dashboards and stakeholder feedback surveys allow organisations to track progress and identify areas
for improvement. By linking engagement activities to measurable outcomes, organisations can evaluate
how stakeholder relationships contribute to long-term competitiveness and organisational resilience.
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StaySmart+

Your Sustainable Smart Stay at RIU

Seamless digital guest experience,
reduced energy use and authentic local [tations.
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