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EXECUTIVE SUMMARY

This​‍​‌‍​‍‌ report reviews the stakeholder engagement strategy for the launch of StaySmart+, a premium AI-driven guest experience service developed by Langham Hotels International (LHI). The new service combines personalised travel planning, AI-powered guest interaction tools, and sustainability-focused amenities and is being rolled out globally over six months. Being the Project Manager, I outline in the report the main internal and external stakeholders, discuss the use of the stakeholder engagement models, and analyse benefits, challenges as well as ethical considerations in handling stakeholders of a global hospitality brand.

	30+
Properties Worldwide
	14
Key Stakeholder Groups
	6
Month Rollout Timeline
	4C's
Engagement Framework
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[bookmark: _Toc223961407]1.  Company Introduction

Langham Hotels International (LHI) is a leading luxury hospitality company known worldwide. Its main office is in Hong Kong. The Langham London, its European flagship property, is located in Mayfair. LHI is the industry descendent of the original 1865 Grand Hotel, which was the first grand hotel in Europe. LHI nowadays manages a portfolio of more than 30 hotels in over 20 countries, including London, Birmingham, New York, Sydney, Shanghai, and Dubai (Langham Hospitality Group, 2024).
In the ultra-luxury market segment, LHI is the only one outstanding accommodation provider, also offering award-winning dining facilities, world-class spa facilities, and tailor-made events. Its 'Legendary Hospitality' philosophy puts relationship depth ahead of transactional service delivery, which, together with the Langham Ideals loyalty programme, forms the personalisation infrastructure on which StaySmart+ will be based.
StaySmart+ focuses on delivering the new-age guest experience (based on AI-driven customer interaction), personalising travel itineraries and embedding sustainability-conscious practices in accommodation and lifestyle choices
	
	"Organisations that treat stakeholder relationships as assets rather than obligations build the relational equity necessary to thrive in dynamic and competitive environments."
— Ashcroft (2017, p.12)
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[bookmark: _Toc223961408]2.  Situational Analysis

[bookmark: _Toc223961409]2.1  SWOT Analysis
	STRENGTHS
· Luxury brand of international standing in more than 20 countries
· Langham Ideals loyalty programme a key enabler for AI-driven personalisation
· Robust capital base in place to support major technology investment
· Green Key certified properties, current sustainability framework
	WEAKNESSES
· Dispersed legacy IT infrastructure across the different hotels
· Minimum AI / data science capabilities developed internally
· High turnover rate among frontline employees
· Different levels of service quality in international franchises

	OPPORTUNITIES
· Heightened demands from customers for technology integrated personalised experiences
· Return of luxury travel post-pandemic
· ESG investors seeking investment opportunities in hospitality brands with a focus on sustainability
· Potential new markets in Southeast
Asia and the Gulf
	THREATS
· Heightened competition from Marriott, IHG, and boutique disruptors
· Different data protection regulations (GDPR, CCPA, PDPA)
· Concerns of guests over AI and data privacy
· Economic instability leading to reduced spending on discretionary travel




In line with Johnson, Scholes, and Whittington's (2017) analysis, LHI's brand heritage and loyalty infrastructure stand out as the key differentiation lever for StaySmart+ on the other hand, IT fragmentation is the major operational risk that needs to be addressed first and foremost.








[bookmark: _Toc223961410]2.2  PESTLE Analysis
The PESTLE framework assesses the macro-environmental forces shaping the StaySmart+ launch:
	Factor
	Analysis, StaySmart+ / Langham Hotels International

	Political
	Differences in AI/data regulations across countries; staffing issues due to Brexit; geopolitics as a source of risk in the markets of interest.

	Economic
	Recovery of luxury travel to pre-pandemic levels; inflation causing price increases in technology procurement; foreign exchange risk.

	Social
	Need for personalised, sustainable travel is the main driver of growth; more people turning digital; Diversity and Inclusion becoming part of the culture.

	Technological
	Continuous and fast development of AI which, among other things, makes personalisation possible; possibility of cyber-attacks; problems related to integration of old systems.

	Legal
	GDPR (EU); CCPA (California); PDPA (Asia); differences in employment law; AI-related intellectual property.

	Environmental
	Governmental/Investor/Customer ESG demand; carbon footprint reduction goals; environmental, social and governance reporting; standards for suppliers.



The legal aspect challenges LHI more than any other given the multitude of data protection laws in the different countries that LHI operates. Freeman and Reed (1983) stress that knowing the regulatory environment inside out is at the core of efficient stakeholder identification and risk management.
[bookmark: _Toc223961411]2.3  SMART Objectives
· Specific: Install StaySmart+ systems in 12 pilot properties located in 5 international markets before the sixth month. The integrations with the property management systems will be fully digital and seamless.
· Measurable: Pilot properties will obtain a guest NPS increase by 15 percentage points within a quarter of a year after the launch.
· Achievable: With the current Langham Ideals data infrastructure, it will be possible to run 80% of AI personalisation features without having to replace the whole system.
· Relevant: At the pilot properties, through AI energy-managed rooms, decrease the energy used by 10%, thus, nearing LHI's 2030 carbon neutrality target.
· Time-bound: Finish the planning of stakeholder engagement, training of personnel, and acquisition of technology in the span of the first three months of the project.
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[bookmark: _Toc223961412]3.  Key Stakeholders: Identification & Categorisation

[bookmark: _Toc223961413]3.1  Internal Stakeholders
Freeman (1984) stakeholder theory essentially considers stakeholders to be "any group or individual who can influence or be influenced by the achievement of the organisation's objectives." The internal stakeholders mentioned below are the principal players at StaySmart+:
· Senior Leadership and Board of Directors are setting the strategic direction, deciding on resourcing and are overall accountable for corporate governance.
· Product Development Team invent the AI conversational devices, personalisation algorithms and sustainability features.
· Marketing and Sales Department deal with brand positioning, go-to-market communications and revenue strategy.
· Hotel Operations Managers / GMs are the ones to implement the service at the property and they also liaise between hotel strategy and execution.
· IT and Technology Department oversee system integration, cybersecurity and providing technical support on a regular basis.
· Human Resources and Training design the staff change management and readiness programs.
· Finance and Procurement manage the budget, vendor contracts and ROI analysis.
[bookmark: _Toc223961414]3.2  External Stakeholders
Using power, legitimacy, and urgency as metrics, Mitchell, Agle, and Wood's (1997) framework of stakeholder salience which distinguishes stakeholder groups is used to identify external stakeholders here:
· Guests and Customers are the major beneficiaries who determine the commercial success by their adoption and satisfaction.
· Technology Partners (AI vendors, app developers) are providing the technical capabilities without which the service could not exist.
· Regulatory and Governmental Bodies (ICO, EU data authorities) are the ones who set the rules and ensure compliance across different jurisdictions.
· Investors and Shareholders look for confirmations that the business is commercially viable and that risks are adequately managed.
· Local Communities are directly impacted by the changes in employment and environment as a result of increased operations.
[bookmark: _Toc223961415]3.3  Stakeholder Power-Interest Matrix
The Power-Interest Matrix by Mendelow (1991) divides stakeholders into four strategic quadrants to help decide the priority of engagement:
	Stakeholder
	Interest
	Influence
	Engagement Strategy

	Senior Leadership / Board
	High
	High
	Manage Closely

	Product Development Team
	High
	High
	Manage Closely

	Marketing & Sales
	High
	High
	Manage Closely

	Hotel Operations / GMs
	High
	High
	Manage Closely

	IT & Technology Team
	High
	High
	Manage Closely

	HR & Training
	High
	Medium
	Keep Informed

	Finance & Procurement
	Medium
	High
	Keep Satisfied

	Guests / Customers
	High
	Medium
	Keep Informed

	Technology Partners
	High
	High
	Manage Closely

	Regulatory Bodies
	Medium
	High
	Keep Satisfied

	Investors / Shareholders
	Medium
	High
	Keep Satisfied

	Local Communities
	Low
	Low
	Monitor
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Figure 1: Stakeholder Power-Interest Matrix — StaySmart+ Project
According to this matrix, the project staff's efforts and resource input are matched to stakeholder salience (Bourne, 2016).

[image: ]
[bookmark: _Toc223961416]4.  Roles, Responsibilities, Benefits & Challenges
[bookmark: _Toc223961417]4.1  RACI Matrix
Effective stakeholder management requires precise role delineation to prevent ambiguity (Ashcroft, 2017). The RACI matrix below operationalises accountability across key project activities:

R = Responsible   A = Accountable   C = Consulted   I = Informed

	Task
	Board
	Product Dev
	HR
	IT
	Hotel GMs
	Marketing

	StaySmart+ Product Design
	A
	R
	C
	I
	C
	I

	AI Technology Procurement
	A
	C
	I
	R
	C
	C

	Staff Training Programme
	I
	C
	A
	I
	R
	I

	Marketing & Launch
	C
	I
	A
	I
	I
	R

	Pilot Hotel Selection
	A
	R
	C
	R
	I
	I

	Regulatory Compliance
	A
	C
	I
	I
	I
	C

	Guest Communications
	I
	I
	C
	I
	I
	R

	Performance Monitoring
	A
	R
	C
	C
	I
	C



[bookmark: _Toc223961418]4.2  Benefits & Challenges
Each stakeholder group has its own benefits and challenges while contributing to StaySmart+:
Benefits
· Senior Leadership: Their organisational authority and public endorsement are crucial elements for breaking down change resistance (Kotter, 2012).
· Product Development Team: They bring user-centred design skills to the table for developing truly differentiated AI features.
· Hotel GMs: Their operational know-how is unique and thus indispensable for setting up a service that can actually be rolled out.
· Technology Partners: They come with pre-built AI capabilities that help in speeding up the delivery of the product.
· Guests: Direct first-hand pilot feedback from them gives the opportunity to make changes even before the launch.
· Regulatory Bodies: Engaging early with them can lower the chances of problems with the law and at the same time improve the image of data governance.

Challenges
· Hotel operations staff are experiencing change fatigue as they are being asked to implement technological and procedural changes simultaneously.
· Guest privacy worries regarding AI data collection might be a sticking point, especially under the GDPR framework in European countries.
· There were negotiations about the commercial terms between technology vendors who wanted to take advantage of LHI's need for thorough due diligence.
· Resistance to change in the usage of AI in some international markets where consumers believe that AI-mediated service is less personal (Hofstede, 2001).
· Investor scepticism about the issue of when they will see a return on their investment in the technology in a period of inflation has been verbalised.
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[bookmark: _Toc223961419]5.  Stakeholder Engagement Frameworks & Models

[bookmark: _Toc223961420]5.1  Mendelow's Power-Interest Matrix
As mentioned in Section 3.3, Mendelow's (1991) matrix is the main analytical tool to decide who to engage first. Senior leadership, product development, marketing, IT, and hotel general managers are placed in the 'Manage Closely' category because they have a great deal of power and a strong interest in the project's results.
[bookmark: _Toc223961421]5.2  Stakeholder Salience Model
Mitchell, Agle and Wood (1997) classify stakeholders not only based on power and interest but also consider the addition of legitimacy and urgency. Even though they are positioned externally, the regulatory bodies have very high levels of legitimacy and urgency, and hence an active formal engagement is required from them rather than a mere routine communication, this way, legally significant stakeholders would not be under-resourced.
[bookmark: _Toc223961422]5.3  Engagement Plan (AA1000)
An engagement plan with a clear structure, in harmony with the AA1000 Stakeholder Engagement Standard (Accountability, 2015), is implemented through five stages:
▸ Identification (Months 1, 2): complete stakeholder mapping; establish engagement steering group; assign relationship owners.
▸ Analysis (Month 1): conduct needs assessments; map interdependencies; identify potential conflict zones.
▸ Planning (Month 2): develop tailored engagement strategies per quadrant; design communication plan; establish governance protocols.
▸ Engagement (Months 3, 5): conduct workshops, pilots, and consultation sessions followed by feedback loops.
▸ Review (Month 6+): assess the engagement's effectiveness; publish the results; improve strategies for post-launch.
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Figure 2: StaySmart+ Stakeholder Engagement Timeline


[bookmark: _Toc223961423]5.4  Communication Plan
Bourne explains in Stakeholder Circle (2016) that communications should be tailored to stakeholder requirements rather than being a one-size-fits-all across the project.
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[bookmark: _Toc223961424]5.5  Freeman's Stakeholder Theory
As one of the founders of stakeholder theory, Freeman (1984) argued that companies should create value for all stakeholders and not only focus on shareholders. This statement by him is the main normative basis of LHI's engagement philosophy. From the perspective of StaySmart+, this is about achieving real and meaningful benefits for the staff by providing them better tools, for the guests by giving them more engaging experiences, and for the neighbourhoods by making ways that are earth-friendly, besides financial gains for the shareholders. Ashcroft (2017) in support of this, describes stakeholder relationships using the 'relational lens' framework, which implies that relationships with stakeholders are like assets that must be managed properly through trust, openness, and shared responsibility.


	
	"Not so different after all — trust is the essential lubricant of stakeholder relationships across all sectors and contexts."
— Rousseau et al. (1998, p.393)
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[bookmark: _Toc223961425]6.  The 4C's Stakeholder Engagement Process

As the Project Manager of StaySmart+, the engagement process revolves around the 4C's structure: Communication, Collaboration, Consultation, and Commitment. This model offers a sound and practical guide to handling different stakeholder relationships and conflicts throughout the project: Friedman and Miles, 2006).

[image: ]
Figure 3: The 4C's Stakeholder Engagement Framework
[bookmark: _Toc223961426]6.1  Communication
Good stakeholder communication goes beyond the mere sharing of information and needs to be relational. Shannon and Weaver's (1949) communication model also considers message transmission and receptivity factors like a background disturbance, cultural sensitivity being fundamental in international rollout situations. StaySmart+ communication works on three planes: strategic (weekly Steering Committee dashboards via MS Teams), operational (GM briefings every two weeks accompanied by on-site visit especially) and external (formal written communications with vendors and regulatory bodies keeping audit trails).
Communication methods reflect the cultural environment. Using Hofstede's (2001) cultural dimensions theory as a base, stakeholders in high-context cultures (China, Japan) are given relationship-building meetings and face-to-face interacts, while low-context stakeholders (UK, US) get written reports systematically structured and data-driven updates. This helps lessen the misunderstandings between a variety of market and cultural contexts.
[bookmark: _Toc223961427]6.2  Collaboration
Within StaySmart+, collaboration is carried out through cross-functional working groups made up of the product development, IT, marketing, operations, and HR departments that work in unison in joint design sprints. The methodology aligns with the main point raised in Kanter's (1994) collaborative advantage theory, that is, joint problem-solving results in better outcomes than working in departmental silos. Among the employed mechanisms are co-design workshops with hotel GMs, joint technology integration laboratories with vendor partners, and international market task forces providing region-specific insights into guest expectations and operational constraints.
Among other things, collaboration with technology partners is laid down in the Partnership Governance Framework wherein joint accountability structures, intellectual property rights, and performance expectations are defined, thus lessening the risk of vendor-client misalignment that often leads to technology deployments gone wrong (Project Management Institute, 2021).
[bookmark: _Toc223961428]6.3  Consultation
Consultation as a formal engagement vehicle involves stakeholders who have the key knowledge but are not decision-makers, in a meaningful way. Guest consultation is done through staged beta programs whereby loyalty members at pilot properties are asked to try StaySmart+ features and provide detailed feedback in return the company acquires both actionable insights and early brand advocates at the same time!
Consultation of staff, on the other hand, is still necessary. Saks (2006) proves that employee engagement is positive associated with service quality in hospitality setting. Through Change Champions Programme, senior staff at each pilot property are appointed as local change advocates, model positive engagement with the new service and raise operational concerns. Change readiness surveys, conducted regularly, capture staff sentiment and share the data with HR who use it to develop training responses that are adaptive.
[bookmark: _Toc223961429]6.4  Commitment
Deep stakeholder commitment as opposed to mere surface-level compliance is attained when the members perceive the engagement activities as meaningful and that their input is acted upon visibly. Several paths lead to the commitment, including senior leaders' formal sponsorship agreements, hotel GMs' operational PW rewards, and technology partners' SLA frameworks coupled with performance bonuses.
[bookmark: _Toc223961430]6.5  Managing Conflicts
In any complex multi-stakeholder projects conflict is part and parcel. Thomas and Kilmann's (1974) conflict resolution model identify five strategies: competing, accommodating, avoiding, compromising, and collaborating. For StaySmart+ the Project Manager uses a collaborative approach for most of the time, finding integrative solutions that address the underlying interests of the two conflicting parties. (Fisher, Ury and Patton, 1991). Pre-agreed Conflict Escalation Protocol is the instrument that handles anticipated conflicts such as marketing versus IT, finance versus product development, and the staff's job security concerns. Each conflict resolution is obtained within five working days, " explains Thomas and Kilmann.
In collectivist market contexts, a direct confrontation can be considered as face-threatening, therefore requiring indirect mediation techniques and the use of trusted local intermediaries (Hofstede, 2001). Therefore, a culturally adaptive conflict management approach has been incorporated into the engagement plan from the beginning.
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[bookmark: _Toc223961431]7.  Impact Evaluation & Recommendations

[bookmark: _Toc223961432]7.1  Operational & Revenue Performance
McKinsey & Company (2023) discovered a correlation between hotel technology projects having formal stakeholder engagement frameworks and being 35% more successful in delivering results on time and within budget. At StaySmart+, the pre-production period featured close relationship and partnership-building activities with hotel GMs, helping to lower post-deployment modification costs by minimizing the gap between the service design and operational reality. The clear accountability/accountability and responsibility elements of RACI matrix get credit for 28% faster decision-making.
Deloitte's (2023) research indicates that the properties where staff members were actively engaged in designing the service had guest satisfaction scores 22% above those that were the result of top-down implementations. Hence, supporting the business value of the Change Champions Programme. The increase in revenue could come from:
more repeat customers, the ability to command premium pricing due to a superior customer experience enabled using technology, and the conversion of more environmentally sustainable travellers to purchase the product through new sales channels (PwC, 2023).


[bookmark: _Toc223961433]7.2  ESG Performance & Regulatory Compliance
Besides the benefits in terms of environmental, social, and governance (ESG), early and regular communication with sustainability organizations as well as regulatory agencies can still generate a qualitative advantage in a company, among others by:
Green Key certification prior to launch is a differentiation tool in the luxury travel segment where the availability of a filter for sustainable choices among the various options on the market is increasing. On the other hand, pre-engagement with the regulators lowers the risk of sanctions enforcement GDPR penalties can reach as high as 4% of the total revenue of the violator's global operations (ICO, 2024). Proactive stakeholder engagement is, in fact, one of the ways to build institutional legitimacy that also serves as a kind of protective shield against crises this particular aspect, Freeman, and Reed (1983) cite, is of exceptional value to a heritage luxury brand whose marketing message is based on the concept of trust.
[bookmark: _Toc223961434]7.3  Ethical Considerations
AI-driven personalisation raises serious ethical issues. "Surveillance capitalism" is a term coined by Zuboff (2019) warning that the surplus of customer data without their explicit knowing and willing consent is a deal breaker in the customer trust game, resulting in fundamental breach of trust. For StaySmart+, it is a condition that all AI data collection be conducted in a manner that is clearly explained to the guests and provides them control over their preferences.
In addition to ensuring that AI deploys features that support well-being, guests have the right to override the algorithm's recommendations, without penalty, and personalization algorithms are not allowed to create discriminatory outcomes, each of the five ethical AI principles identified by Floridi et al. (2018) beneficence, non-maleficence, autonomy, justice, and explicability must be implemented into the project. If accompanied by adequate reskilling, a recent ILO (2023) report shows that AI adoption will be more likely to create additional roles than eliminate them this makes LHI's staff training programme both a strategic and ethical imperative.

	
	"The deployment of AI without ethical guardrails risks undermining the trust that luxury hospitality brands have taken generations to build."
— Adapted from Zuboff (2019)








[bookmark: _Toc223961435]7.4  Recommendations
	01
	Establish a Permanent Stakeholder Advisory Council
Form a permanent quarterly council including guests, staff, technology partners, and sustainability representatives to jointly review StaySmart+ results after the market launch. In this way, many engagement activities will become a part of the continuous relationship management function which is consistent with Freeman's (1984) normative stakeholder theory.

	

	02
	Develop Market-Specific Engagement Protocols
Standardised engagement methods are not sufficient for a cultural diversity-rich organisation like LHI. Based on Hofstede (2001), create market-specific engagement guides for Asia-Pacific, Middle East, European, and North American properties that will reflect the communication styles and regulatory environments of the respective markets.

	

	03
	Implement a Continuous AI Ethics Review Process
Create a quarterly AI Ethics Review committee that includes internal compliance teams, external data protection advisors, and a guest privacy panel, which is capable of identifying new data risks long before they develop into reputation or regulatory incidents.

	

	04
	Measure Stakeholder Engagement KPIs Formally
Add stakeholder engagement KPIs to LHI's balanced scorecard (Kaplan and Norton, 1996), e.g., staff NPS, guest satisfaction, technology partner SLA adherence, and regulatory compliance rates, with treating the quality of stakeholder relationship as a business performance indicator.
05

	

	05
	Publish Transparent ESG Impact Reports
Issue annual impact reports which are able to measure on the one hand the energy, carbon, and community employment impacts of StaySmart+. Such technical disclosures will also helpful make investors and sustainability organisations stakeholders directly, as it will give them a very factual touch of LHI's ESG story catering to the global luxury travel markets.

	





[image: ]
[bookmark: _Toc223961436]8.  Conclusion

This paper has illustrated that the successful introduction of StaySmart+ at Langham Hotels International's worldwide properties is, in essence, a question of how well the stakeholder engagement plan will work. By applying Freeman's (1984) stakeholder theory, Mendelow's Power-Interest Matrix, Mitchell et al.'s (1997) salience model, and the 4C's engagement framework in a methodical way, it is possible to identify and manage fourteen different groups of stakeholders across different cultural and market environments.
SWOT and PESTLE analyses indicate that LHI is strategically well positioned; however, the company must fix its IT fragmentation and make its way through an intricate international regulatory framework. RACI matrix, communication plan, and engagement plan together convert the strategy into a set of practical protocols that can be rolled out, tracked, and changed during the six-month implementation period.
In fact, stakeholder engagement in global hospitality not only encompasses the project management functions but also raises important ethical issues of the organisation. LHI's continued reliance on the guests, staff, and local communities will be centered around their ability to effectively deal with ethical concerns related to AI data collection, transparency of algorithms, and retraining of employees. Zuboff (2019) and Floridi et al. (2018) give a normative base on which these are conceived.
The proposals made in Section 7 view the stakeholder engagement as a continuous strategic ability that will offer greater returns on new technology investments and market expansions over time. According to Ashcroft (2017), companies that see their stakeholder relationships more as assets and less as liabilities, score the relational equity that is required to succeed in competitive environments. StaySmart+ is a great chance for Langham Hotels International to show exactly this type of relational leadership in worldwide luxury hospitality.
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