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1. Introduction
This report seeks to pre-determine the appropriate steps that will need to be taken for the successful, proposed launch of StaySmart, an integrated customer service experience, driven by the latest in AI technology. The service will ultimately be deployed across selected hotels worldwide over a six-month period with a focus on sustainability and is designed to improve comfort, boost efficiency and distinguish the Hilton brand from our competitors. 
Identifying, analysing and engaging with key stakeholders will be vital if Stay-Smart+ is to succeed and their involvement and cooperation in the launch is essential. They will need to be regularly updated with developments throughout the launch.
Established in 1925 by Conrad Hilton, Hilton Worldwide Holdings Inc. is a leading global hospitality company with 27 brands, over 9,100 properties, 1.3 million rooms spanning 143 countries. Headquartered in McLean, Virginia, the group employ approximately 500,000 team members and in 2025 reported a strong 6.7% net unit growth (Hilton, 2026).
Hilton is known for its strong brand reputation, focus on innovation and commitment to improving the end-user experience by using digital technology. The Stay Smart project aims to enhance guest interaction through AI powered digital assistance and as Sigala, (2023) asserts, AI is increasingly shaping hospitality operations.
[bookmark: _Int_1SBCAjOT]To make the best of opportunities and maximise the benefits of collaborative, creative endeavours with stakeholders, HRM must adopt an effective way of working together and allow the free flow of knowledge.
As project manager, a key responsibility is to identify and engage the stakeholders whose involvement is paramount to the successful development and implementation of the service. According to Kujala, et al. (2023) practice of engaging stakeholders is not a one-time endeavour, but a continuous process. 
Recent research into stakeholder engagement has highlighted the importance of involving stakeholders, particularly when focus is on complex issues and require active participation from multiple parties (Kujala, et al 2023). 
2. Appraisal and Evaluation
Overall, Hilton is a well-positioned organisation with the resources and strategic direction needed to successfully implement innovative systems, provided it continues to manage stakeholder expectations effectively (Ivanov and webster, 2020). This diverse portfolio has helped Hilton to maintain its competitive position despite changes in global travel demands.
A key strength of the company is its commitment to innovation, particularly in the area of digital transformation. Hilton has invested significantly in technology to enhance customer experience and to improve operational efficiency.
However, the company is not without its challenges. Like many global hospitality businesses, Hilton is highly dependent on other factors such as economic conditions, tourism trends and geopolitical stability. In addition, the integration of advanced technologies requires ongoing investment and effective change management. To that end, further evaluation is required.
2.1. Further Evaluation
An analysis of the situation provides an insight into both internal and external factors that could influence the outcome of the implementation of the Stay-Smart project. Two commonly used tools we can use to assess this, are the SWOT and PESTLE analysis. SMART objectives will also be highlighted.
[image: ]Figure 1. SWOT Analysis












Hilton’s SWOT highlights strong brand reach, loyalty and resilience, but high costs and AI integration presents challenges. Opportunities lie in AI-driven personalisation and market growth, whole threats include competition, economic uncertainty, and regulatory pressures affecting data and sustainability (Gurel and Tat, 2017).
Figure 2. PESTLE Analysis
	Political
	Economic
	Social
	Technology
	Legal
	Environment

	Labour and immigration rules.
	Growth, Inflation and currency fluctuation.
	Shifts towards personalised and more sustainable travel.
	Rapid AI and data analytics adoption enables services like StaySmart+
	Strict GDPR/data protection laws.
	Increased pressure for net-zero operations.

	Government tourism incentives in the UK.
	Costs impact inbound tourism.
	Rising expectations for well-being and inclusivity.
	
	AI ethics and employment regulations.
	Guest preferences for greener amenities.



Hilton’s PESTLE shows external pressures from regulatory bodies, inflation and labour rules, alongside rising demand for personalised, sustainable travel. 
Rapid AI adoption enables innovation but comes with legal constraints such as data protection and environmental expectations require careful management to ensure compliance and competitiveness (Yuksel, 2012).
2.2. SMART Objectives for StaySmart+.
Specific: Successful launch of StaySmart+ with AI tools, personalised planning and sustainable amenities.
Measurable: Achieve a 70% customer adoption rate and 15% Net Promoter Score (NPS) in pilot hotels.
Achievable: Utilise existing Hilton technology for phased roll-out starting in UK properties.
Relevant: Align with Hilton brand differentiation and sustainability goals.
Time Bound: Complete the global roll-out to 50 plus hotels to include London and Birmingham pilots by Q4 2026.
These objectives will ensure that the project delivers tangible business value. In terms of opportunities, customer expectations are changing quickly. People tend to expect a more personalised, seamless experience, and AI can both offer and deliver this at scale.
StaySmart could improve customer satisfaction and strengthen loyalty (Buhalis and Leung, 2018).
3. Key Stakeholders
When it comes to a project like StaySmart, there are a wide range of stakeholders involved, and each group will have a different level of influence, power and interest.
Internally, senior management are responsible for setting the direction and approving investment. The project manager oversees the rollout, while IT teams handle the technical side of development. Hotel managers and frontline staff are especially important as they are the ones who will use the system.
Externally, customers will judge whether the StaySmart system adds value to their experience or not. 
Key stakeholders are identified using Freeman’s stakeholder theory (1984), which sees the organisation as a nexus of relationships, and Mitchell et al’s (1997) salience model (power, legitimacy, urgency).
3.1. Internal Stakeholders
Executive Leadership (CEO/Board). High power, strategic direction.
Product Development and IT Teams. Technical guidance and implementation of AI.
Marketing and Sales Departments. Promotion and revenue generation.
Hotel Operations Managers. On the ground delivery.
Finance and HR. Budgeting, planning and talent support.
3.2. External Stakeholders
Guests (Hilton members) The ultimate beneficiaries.
Franchise Owners and Hotel Partners. Operational execution.
Technology Suppliers (AI providers). Solutions and provisions.
Regulatory and Industry Bodies (UK Government legislation, sustainability certifications). Compliance.
Local Communities and Environmental Groups. Social consensus to operations.
Travel Partners and Suppliers. System integration.
Internal stakeholders are directly involved in execution, while external stakeholders influence adoption, compliance and reputation (Bourne, 2015).
4. Roles and Responsibilities
The successful implementation of the StaySmart system is dependent on a wide range of stakeholders, each bringing different responsibilities, expectations, and potential challenges. Understanding these roles is essential for making sure the project runs smoothly and delivers its intended outcomes. Each stakeholder group plays a distinct role in the implementation of StaySmart+.
Senior management play a strategic role in the project. They are responsible for setting the overall direction, approving budgets, and ensuring the plan is in keeping with Hilton’s long-term objectives. Their support is critical because large-scale digital transformation projects can require significant investment and organisational commitment. However, they also face the challenge of balancing financial risk with expected return (ROI), especially when dealing with technologies like AI (Laudon and Laudon, 2021). 
The project manager acts as the central point of coordinating the project. Their role involves planning, scheduling, stakeholder engagement and ensuring the project stays on track. The project manager must also bridge the gap between technical teams and operations staff to help put plans into action. 
However, while this role offers the opportunity to drive innovation and change, it also comes with challenges such as managing conflicts between stakeholder interests, time pressures and the implementation of a system across multiple locations (Bourne, 2015).
IT and AI teams are responsible for designing, building, and maintaining the StaySmart platform. Their expertise is crucial in ensuring the system is reliable, secure and able to deliver, but they may face challenges related to the integration and management of data (Mariani and Baggio, 2022).
Frontline staff are also important as they will be using the system in their day-to-day operations. They will be expected to interact with the guests, input data, and to respond to AI generated insights. They should benefit from improved efficiancy, but resistance to change is a common challenge, especially if employees feel unsure of how the technology will affect their roles (Ivanov and webster, 2020).
Customers are vital for the success of StaySmart. They will ultimately benefit from a personalised experience and efficient services, but they may have some concerns regarding their data privacy and security. Therefore, building trust is essential, as customers are unlikely to engage fully with the system if they have doubts about the use of data and suspect their privacy may be at risk. External stakeholders such as regulators, investors and technology partners can ensure compliance with legal requirements and that customer data is handled responsibly.  
Balancing the expectations will present ongoing challenges but is necessary for the long-term success of the project. Investors are focused on whether the project delivers a financial return (Freeman, 2010). 
5. Frameworks and Models.
To manage a project of this scale effectively, it is important to apply structured frameworks that can help organise stakeholder relationships and clarify responsibilities. These tools can provide a clear way to assess influence, improve communication, and reduce the risk of confusion or conflict.
5.1. The Power Interest Matrix.
Stakeholder management can be analysed using the Power-Interest-Matrix (PMI) which assesses stakeholders based on their influence and level of interest (Mandelow, 1991). 
High power, high interest stakeholders such as senior executives will require closer management while others may require less engagement.
This model categorises stakeholders based on how much power they have over the project and how interested they are in the outcome. Senior management and investors would fall into the high-power category, meaning they need to be managed and regularly updated. In contrast, groups with lower power but high interest, such as employees, should be kept informed and actively engaged                            
 Figure 3. The stakeholders Power/Interest Matrix or MAP  [image: ]
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 5.2. The RACI Matrix.
Another important tool is the RACI matrix, which stands for Responsible, Accountable. Consulted, and Informed. This framework helps clarify who is doing what within the project. For example, IT teams may be responsible for developing the system, while senior management are accountable for its success. 
Employees and customers may be consulted during the testing phase, while investors are kept informed of progress.
Figure 4. RACI MATRIX
	STAKEHOLDER
	Define
	Develop
	Test
	Launch/Training
	Monitor

	Executives
	A
	I
	I
	R/A
	A

	IT Teams
	R
	R/A
	R
	I
	R

	Sales/Marketing
	C
	I
	C
	R
	C

	Hotel Operatives
	C
	I
	R
	R
	R

	Guests
	C
	-
	C
	I
	C

	Tech Suppliers
	C
	R
	C
	I
	I

	Regulators
	I
	I
	I
	I
	I



The Raci Matrix clarifies roles by identifying who is R=Responsible, A=Accountable, C=Consulted, and I=Informed. This improves accountability and reduces confusion (Axelos, 2020).
5.3. Stakeholder Engagement Plan.
A structured stakeholder engagement plan is also essential. This outlines how and when different stakeholders will be involved throughout the project lifecycle. For instance, employees may require training sessions and workshops, while customers could be engaged through pilot programmes and feedback surveys.
There are many usable channels available in the modern age, including via Hilton internal portal, guest app, email/newsletters, town halls, stakeholder webinars. Frequency will likely vary dependant on the stakeholder and their level of influence, power and interest. For example, weekly for core team, monthly for broader stakeholders, real-time updates via app for guests.

5.4. Analytical Summary.
These frameworks support effective stakeholder management by improving transparency, coordination and alignment (Bourne, 2015).
6. Process of Stakeholder Engagement.
The role of the project manager in the StaySmart implementation is not just to deliver a technical system, but to manage relationships, expectations, and behaviours across a wide range of stakeholders. This requires a structured and proactive approach to engagement, which can be effectively understood through the 4Cs model: communication, consultation, collaboration, and commitment.

Communication:
Communication is the foundation of stakeholder engagement. In a project involving new technology, uncertainty is often one of the biggest barriers to success. 

Employees may worry about how the system will affect their roles, while customers may have concerns about data privacy. Clear, consistent communication helps to address these concerns and build trust.

As project manager, it is important to ensure that communication is both regular and tailored to different stakeholder groups. For example, senior management may require high-level progress reports, while frontline staff need practical, easy-to-understand guidance on how to use the system. Using a mix of communication channels, such as meetings, emails, and training sessions can help ensure that information reaches all stakeholders effectively (Axelos, 2020).

Consultation:
Consultation involves actively seeking input from stakeholders rather than simply informing them of decisions. This is particularly important in projects like StaySmart, where user experience plays a key role in success.

For example, involving hotel staff in the testing phase allows them to provide feedback on usability and identify potential issues early on. Similarly, gathering customer feedback through pilot programmes can help refine the system before full rollout. Bourne, (2015) asserts, this approach not only improves the quality of the final product but also increases stakeholder buy-in, as individuals feel their opinions have been considered.

Collaboration:
Collaboration goes beyond consultation by encouraging stakeholders to work together towards a shared goal. In the context of StaySmart, this means bringing together different departments, such as IT, operations, and marketing, to ensure the system is integrated effectively across the organisation.

Cross-functional collaboration is particularly important in large organisations, where silos can lead to misalignment. By encouraging teamwork and shared responsibility, the project manager can ensure that different perspectives are considered and that the system meets the needs of all users (Laudon and Laudon, 2021).

Digital collaboration tools and regular team meetings can support this process, helping to maintain alignment and keep the project on track.

Commitment:
The final stage of the 4Cs model is commitment, which refers to the level of support and engagement stakeholders have with the project. Without commitment, even well-designed systems can fail due to lack of adoption.

Building commitment requires more than just communication, it involves demonstrating the value of the project and addressing stakeholder concerns. For employees, this may include training and reassurance about job security. For customers, it may involve clear explanations of how their data will be used and protected.

Incentives can also play a role in encouraging commitment. For example, recognising employees who successfully adopt the system or highlighting positive customer feedback can reinforce engagement and motivation.

Managing Conflict:
Conflict is a natural part of any organisational change, particularly when new technology is introduced. In the case of StaySmart, conflicts may arise due to resistance from employees, disagreements between departments, or concerns from external stakeholders.

The project manager must be prepared to address these issues proactively. This can involve facilitating open discussions, clarifying misunderstandings, and finding solutions that balance different stakeholder interests. Effective conflict management not only resolves immediate issues but also strengthens relationships and trust in the long term (Freeman, 2010).

Overall Approach:
By combining communication, consultation, collaboration, and commitment, the project manager can create a structured and inclusive approach to stakeholder engagement. This ensures that stakeholders are not only informed but actively involved in the process, increasing the likelihood of successful implementation.

In a global organisation like Hilton, this approach is particularly important, as it helps manage cultural differences, varying expectations, and operational complexity.

Ultimately, strong stakeholder engagement is not just a supporting activity—it is a central factor in determining whether the StaySmart project succeeds or fails.

7. Impact of Stakeholder Engagement on Business Performance

Effective stakeholder engagement plays a central role in determining whether large-scale organisational projects succeed or fail, particularly in the context of digital transformation. In the case of the StaySmart system at Hilton Worldwide Holdings, stakeholder engagement is not simply a supporting activity but a core driver of both implementation success and long-term business performance.

One of the most immediate impacts of effective stakeholder engagement is improved adoption rates. When employees are properly informed, trained, and involved in the development process, they are far more likely to accept and use new systems in their daily roles. Ivanov and webster, (2020) suggest that resistance to change is one of the primary reasons technology projects fail, particularly when employees feel excluded or uncertain about the benefits. 

In contrast, when engagement strategies such as consultation and collaboration are applied, employees develop a sense of ownership, which increases their willingness to adopt new technologies. This has a direct impact on operational efficiency. The StaySmart system is designed to streamline processes such as guest check-in, service requests, and personalised recommendations. However, these efficiencies can only be realised if staff use the system correctly and consistently. 

Poor engagement may result in underutilisation, duplication of work, or even active resistance, all of which reduce the potential return on investment. Effective stakeholder engagement therefore acts as a bridge between technological capability and practical application (Laudon and Laudon, 2021).

Another key area of impact is customer satisfaction and experience. In the hospitality industry, customer perception is critical to success. StaySmart aims to deliver a more personalised and seamless experience, which can strengthen customer loyalty and brand reputation. However, this depends heavily on how customers perceive the system. 

If stakeholders, particularly customers, are not adequately informed about how their data is used, concerns around privacy and trust may arise. Studies have shown that transparency in digital services significantly influences customer acceptance and engagement (Mariani and Baggio, 2022). 

This highlights the importance of clear communication strategies that explain both the benefits and safeguards of AI-driven systems. Stakeholder engagement also contributes to risk reduction. Large-scale AI implementations carry risks related to cybersecurity, compliance, and operational disruption. 

Engaging with regulators, technology partners, and internal teams early in the process allows potential issues to be identified and addressed before they escalate. 
For example, involving legal and compliance stakeholders ensures that data protection requirements are met, reducing the risk of regulatory penalties. 
Similarly, collaboration with IT teams can help identify technical limitations or integration challenges at an early stage.

From a strategic perspective, strong stakeholder engagement can enhance innovation and competitive advantage. By involving a diverse range of stakeholders, organisations can draw on different perspectives and ideas, leading to more effective and user-friendly solutions. In the case of StaySmart, input from frontline staff and customers can help refine the system to better meet real-world needs. This aligns with the view that innovation is often driven by collaboration rather than isolated decision-making (Buhalis and Leung, 2018).

However, it is important to recognise that stakeholder engagement also presents several challenges. One of the main difficulties is managing conflicting interests. For example, investors may prioritise cost efficiency and return on investment, while employees may be more concerned about job security. Similarly, customers may demand personalised services but also expect strict data privacy. Balancing these competing expectations requires careful planning and strong leadership from the project manager (Freeman, 2010).

Another challenge is the complexity of global operations. Hilton operates across multiple countries, each with its own cultural, legal, and operational differences. This means that a one-size-fits-all approach to stakeholder engagement is unlikely to be effective. Communication strategies must be adapted to different contexts, taking into account language, cultural expectations, and local regulations. Failure to do so can lead to misunderstandings and reduced engagement.

There is also the issue of resource constraints. Effective stakeholder engagement requires time, effort, and financial investment. Training programmes, communication campaigns, and consultation processes all require resources, which may be limited. As a result, organisations must prioritise their engagement efforts, focusing on stakeholders with the greatest influence and impact.

As Project Manager, my leadership in facilitating communication, collaboration, consultation, and commitment will be pivotal in navigating complexities across diverse markets. While challenges exist, particularly around technology ethics and cultural adaptation – the structured approach outlined ensures they are managed effectively.

7.1 Recommendations
Based on this evaluation, several recommendations can be made to improve stakeholder engagement and maximise the success of the StaySmart system.

Firstly, Hilton should invest in comprehensive training and development programmes for employees. Training should not only focus on how to use the system but also explain why it is being introduced and how it benefits both staff and customers. This helps to reduce resistance and build confidence in the technology.

Secondly, the organisation should prioritise transparency in data usage. Customers need to understand how their data is collected, stored, and used. Clear privacy policies and open communication can help build trust and encourage greater engagement with the system.
Thirdly, Hilton should adopt a phased implementation approach, using pilot programmes to test the system in selected locations before full rollout. This allows feedback to be gathered and improvements to be made, reducing the risk of large-scale failure.

Another key recommendation is to strengthen two-way communication channels. Stakeholder engagement should not be limited to top-down communication. Providing opportunities for feedback, such as surveys, workshops, and digital platforms, ensures that stakeholders feel heard and valued.

8. Conclusion

Stakeholder engagement is essential for the successful implementation of AI systems such as StaySmart. By applying strategic frameworks and prioritising communication, organisations can align stakeholder interests and achieve project objectives.
Artificial intelligence (AI) has the potential to significantly simplify and enhance the hotel experience by streamlining both operational processes and customer interactions as outlined above. Through AI interactions such as StaySmart+, guests can benefit from personalised recommendations based on previous stays, to include previous stays, preferences, and real-time data, like how platforms such as Netflix and Amazon tailor content and product suggestions. 
In a hospitality industry, this could include automated check-in and check-out, smart room controls, and instant concierge services delivered via chatbots and/or mobile apps. AI can also reduce waiting times and improve efficiency by predicting guests needs, such as preferred room temperature or dining choices before their arrival. 
Hotels could also use AS to analytics to help with staffing, manage energy usage and to improve quality of service.
Hilton’s ability to effectively manage stakeholders will determine the success of its digital transformation efforts. Strong engagement not only supports implementation but also enhances long-term organisational performance.
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