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1. Introduction
This report explores how Marriott International can effectively identify, analyse and engage stakeholders in the launch of StaySmart+ (SS+), a premium customer experience service that combines AI-enabled guest interaction, personalised travel planning and sustainability-focused features. Marriott International is one of the world’s largest hospitality organisations, operating thousands of properties across more than 130 countries and territories. Its extensive global footprint, diverse brand portfolio and strong focus on service innovation make it an appropriate context for examining stakeholder engagement in a complex, international project.
The SS+ initiative represents a complex service innovation rather than a simple extension of existing offerings. Its implementation involves multiple interconnected elements, including advanced technology integration, staff training, supplier coordination and adaptation to different regulatory and cultural environments. As such, the project is strategically significant in its potential to enhance guest satisfaction, improve operational efficiency and strengthen Marriott’s competitive positioning in an increasingly digital marketplace.
To examine this, the report analyses Marriott’s internal capabilities and external environment using SWOT and PESTLE frameworks, which together provide a comprehensive basis for strategic evaluation (Johnson, Scholes and Whittington, 2017). Insights from this analysis are then used to develop SMART objectives to guide the initial rollout of StaySmart+. The report further identifies key stakeholders and evaluates their roles, interests, benefits and potential challenges. To support effective implementation, a range of practical frameworks is applied, including the power–interest matrix, RACI matrix, stakeholder engagement plan and communication strategy. In addition, the report emphasises the importance of relationship management through the 4C’s model, communication, consultation, collaboration and commitment, as a means of fostering trust and alignment across diverse stakeholder groups.
Effective stakeholder engagement extends beyond operational benefits to reflect an organisation’s commitment to sustainability. Firms demonstrate genuine alignment with economic, social and environmental objectives when engagement is meaningful rather than symbolic (Strategic Direction, 2022). It also requires effective conflict management to address resistance and ensure alignment. Overall, stakeholder engagement should be viewed as a strategic capability that strengthens implementation, customer acceptance, employee readiness and long-term innovation performance.
2. Organisational Context and Strategic Assessment: SWOT, PESTLE and SMART Objectives
Effective stakeholder engagement should be firmly grounded in a clear understanding of the organisation’s context. Conducting a situational analysis enables the project manager to assess where Marriott International is strategically strong, where potential vulnerabilities exist, and how external factors may influence stakeholder expectations and responses. In this regard, SWOT and PESTLE analyses provide a structured framework for evaluating both internal capabilities and external environmental pressures. Together, these tools help establish a strong strategic foundation, ensuring that stakeholder engagement approaches are realistic, informed and aligned with the broader organisational environment. This aligns with strategic management perspectives, which emphasise that effective strategy depends on understanding both industry forces and organisational positioning (Porter, 2008). Furthermore, organisations that align their internal strengths with external opportunities are better positioned to respond to stakeholder demands and sustain competitive advantage (Barney, 1991).
2.1 SWOT Analysis
	STRENGTHS
	WEAKNESSES

	· Strong global brand reputation
· Large network of properties
· Established Marriott Bonvoy loyalty ecosystem
· Significant investment capacity
· Experience in scaling service standards.
(Barney, 1991) Sustained competitive advantage derives from valuable, rare and inimitable internal resources, all of which Marriott’s brand, Bonvoy ecosystem and operational scale represent.
	· Implementation complexity across diverse hotels
· High technology and training costs
· Dependence on third-party vendors
· Uneven digital maturity across markets.

(Pinto, 2013) Large-scale technology projects consistently underestimate implementation complexity and the organisational change effort required to sustain adoption.



	OPPORTUNITIES
	THREATS

	· Growing expectation, especially among younger travellers, for hotel stays that combine individual personalisation with genuine sustainability.
· Strong differentiation potential through AI-enabled service
· Opportunities to deepen loyalty and guest insight.
(Porter, 1985: differentiation strategy yields sustainable competitive advantage when an organisation can deliver unique value that rivals cannot easily replicate.)
	· Cybersecurity and privacy risks
· Regulatory variation
· Competitor imitation 
· Guest resistance to excessive automation.
(Grant, 2019: environmental threats such as regulatory shifts and competitor responses must be actively monitored, as they can rapidly erode first-mover advantages in service innovation.)






The SWOT analysis indicates that Marriott possesses the scale, brand strength and operational experience necessary to support the launch of StaySmart+. However, these strengths do not eliminate the risks associated with implementation. The success of the project depends on effective coordination across a diverse portfolio of properties and stakeholder groups. Importantly, the same global presence that enhances Marriott’s competitive advantage also introduces operational and organisational complexity. This highlights that stakeholder engagement cannot rely solely on top-down directives; instead, it must be responsive to local operational realities, varying levels of digital maturity and differing market expectations. A more adaptive and inclusive approach to engagement will therefore be essential to ensure consistent and effective implementation across regions. This suggests that a balanced approach, combining global strategic direction with local flexibility, will be critical to managing stakeholder expectations and achieving sustainable project outcomes.
2.2 PESTLE Analysis
The PESTLE analysis broadens the stakeholder perspective by highlighting the wider external forces shaping the StaySmart+ initiative. The project is not solely a customer experience enhancement; it also represents a digital, legal and environmental transformation. This is significant because success will be evaluated across multiple dimensions rather than service convenience alone. Regulators will assess data governance and compliance, communities will evaluate the authenticity of sustainability practices, and guests will judge whether AI enhances or detracts from the hospitality experience. Consequently, stakeholder engagement must extend beyond operational delivery to address issues of legitimacy, trust and accountability. This complexity underscores the need for a proactive, transparent engagement approach that anticipates stakeholder concerns and aligns the project with broader societal and regulatory expectations, a point supported by Maharani, Sari and Azmi (2024), who demonstrate that effective stakeholder engagement enhances transparency, strengthens governance practices, and improves organisational legitimacy in sustainability-related initiatives.
	Factor
	Relevance to StaySmart+
	Stakeholder implication

	Political
	· Tourism policy
· Labour frameworks
· National digital agendas can affect rollout conditions.
	Requires early engagement with authorities and destination stakeholders.

	Economic
	· Travel demand
· Inflation
· Labour costs influence business cases and guest spending patterns.
	Executives and finance teams will prioritise return on investment, cost control and phased implementation.

	Social
	· Guests increasingly expect personalised, convenient, and environmentally responsible hospitality experiences, with automation carefully balanced against the warmth central to luxury service.
	Guests increasingly expect seamless and convenient experiences.

	Technological
	· AI, data integration and mobile platforms enable the service but increase technical dependency and complexity.
	IT teams and technology partners become strategically important stakeholders.

	Legal
	· Data protection,
· Accessibility
· Consumer rights requirements vary by market.
	Legal and compliance stakeholders must be consulted proactively.

	Environmental
	· Sustainability claims and operational impacts are under growing scrutiny.
	Suppliers, communities and media affect project legitimacy and brand trust.


2.3 SMART Objectives
SMART objectives provide a structured framework that reduces ambiguity, improves focus, and enables organisations to track progress systematically (Doran, 1981). In the context of SS+, they translate the strategic intent of the SWOT and PESTLE analysis into actionable, measurable targets.
	SMART
	Objective

	Specific
	Launch StaySmart+ in 50 selected Marriott hotels across priority markets in the UK, Europe, North America and Asia-Pacific, focusing on AI-enabled guest services, personalised travel planning and sustainability features.

	Measurable
	Improve guest satisfaction/Net Promoter Score (NPS) in participating hotels by 15% within six months and achieve at least 60% awareness among targeted guest segments.

	Achievable
	Utilise Marriott’s existing digital platforms, Marriott Bonvoy loyalty ecosystem, supplier partnerships and staff training programmes to support phased and scalable implementation across regions

	Realistic
	Align the initiative with Marriott’s strategic priorities of service innovation, customer loyalty, digital transformation and sustainability, while enhancing stakeholder value across guests, employees and partners.

	Time-bound
	Complete design, pilot, staff readiness and initial rollout within six months, followed by a structured review in nine months.


3. Key Internal and External Stakeholders
Stakeholder identification is fundamental to the project, as different groups bring distinct resources, constraints and levels of influence. Stakeholders are defined as “any group or individual who can affect or is affected by the achievement of the organisation’s objectives” (Freeman, 1984, p. 46). In the hospitality context, influence is not determined solely by formal authority. Guests and local communities, for example, may hold less structural power than executives or regulators, but they play a decisive role in shaping service adoption, brand reputation, and social legitimacy. Mitchell, Agle and Wood's (1997) salience model adds further nuance by identifying three attributes: power, legitimacy, and urgency, that together determine which stakeholders warrant priority attention.
	Internal
	Connected
	External

	Employees
	Financial institutions (e.g., banks and lenders)
	Government

	Project manager
	Operational suppliers (e.g., food and service providers)
	Regulators

	IT and operations teams
	Strategic partners (AI vendors, software providers, sustainability partners such as WWF)
	Tourism authorities

	Executive leadership
	Guests and Marriott Bonvoy members
	Local communities

	Marketing and sales teams 
	Financial institutions
	Media

	Customer service teams
	Shareholders and investors
	Pressure groups / NGOs

	Finance, legal and compliance
	
	Society


3.1 Stakeholder Analysis
Low-power stakeholders can still strongly influence adoption and reputation, highlighting the need for inclusive engagement beyond hierarchical analysis (Mitchell, Agle and Wood, 1997).
	Stakeholder
	Power
	Interest
	Primary concern/expectation
	Priority

	Executive leadership
	High
	High
	Return on investment, brand differentiation and risk control
	Manage closely

	Project manager
	High
	High
	Clear governance, resources and timely decision-making
	Manage closely

	IT and operation teams
	High
	High
	Feasible integration, cybersecurity and ongoing support
	Manage closely

	Operations managers
	High
	High
	Practical rollout with minimal disruption
	Manage closely

	Marketing and sales
	Medium
	High
	Compelling proposition and uptake
	Involve actively

	Employees
	Medium
	High
	Training, role clarity and confidence
	Involve and support

	Guests / Bonvoy members
	Low
	High
	Convenience, privacy and service quality
	Keep informed and consult

	Strategic partners
	Medium
	Medium
	Stable scope and effective collaboration
	Collaborate closely

	Sustainability suppliers
	Low to medium
	Medium
	Credible Environmental, Social and Governance (ESG) delivery and reliable planning
	Consult and coordinate

	Regulators/Authorities
	High
	Low to medium
	Compliance and consumer protection
	Keep satisfied

	Local communities/NGOs
	Low to medium
	Medium
	Local benefit and authentic sustainability
	Consult and monitor


3.2 Stakeholder Roles, Responsibilities, Benefits and Challenges
Understanding stakeholder roles and expectations is essential for effective project delivery, as different groups contribute distinct resources and face different constraints (Freeman, 1984). It is equally important, however, to recognise that roles are not static: as the project progresses from design to pilot to full rollout, the nature of each stakeholder's involvement will shift, requiring continuous re-assessment rather than a one-time mapping exercise (Bourne, 2015).
	Stakeholder
	Role & Responsibility
	Benefit
	Challenges

	Executive leadership
	Provide strategic direction, approve investment and oversee risk management.
	Ensures alignment with organisational goals and long-term strategy
	Balancing innovation with financial and reputational risks

	Project manager
	Coordinate project delivery, manage stakeholders and timelines.
	
Enables efficient implementation and cross-functional alignment
	Managing complexity across multiple regions

	IT & operations teams
	Develop and implement AI systems and operational processes
	Drive innovation and operational efficiency
	Integration issues and varying digital maturity

	Marketing & customer service teams
	Communicate value, manage customer experience and gather feedback
	Increase adoption and customer satisfaction
	Managing expectations and resistance to automation

	Guests (customers)
	Use the service and provide feedback
	Validate value and influence loyalty and reputation
	Privacy concerns and reluctance towards AI adoption

	Suppliers & partners
	Provide technology, services and sustainability solutions
	Offer expertise and enable scalability
	Dependency risks and coordination challenges

	Regulators & authorities
	Ensure legal and data compliance
	Provide legitimacy and market access
	Regulatory complexity across regions

	Local communities & NGOs
	Influence reputation and sustainability perception
	Enhance trust and social licence
	Concerns over environmental and social impacts



4. Stakeholder Engagement Frameworks and Plans
Effective stakeholder engagement is a critical component of successful project delivery, particularly in complex, global hospitality initiatives such as the implementation of StaySmart+. Stakeholders have varying levels of power, interest, and influence, requiring structured frameworks to manage relationships and expectations effectively. As argued by Bourne (2015), stakeholder engagement is not a one-time activity but a continuous process that supports communication, collaboration, and trust throughout the project lifecycle.
To ensure systematic and strategic engagement, this section applies key project management tools, including the stakeholder power–interest matrix, RACI matrix, stakeholder engagement plan, and communication plan. These frameworks provide clarity in stakeholder prioritisation, define roles and responsibilities, and establish appropriate communication strategies. According to the Project Management Institute (PMI, 2008), structured stakeholder management enhances decision-making, reduces conflict, and improves overall project performance.
4.1 Stakeholder Map, Mendelow Matrix
The stakeholder power–interest matrix (Mendelow, 1991) helps prioritise engagement by focusing on key stakeholders. However, in hospitality, lower-power stakeholders can still influence outcomes through experience, so they should not be overlooked.LOW

POWER
 HIGH


MANAGE CLOSELY
(High Power/ High Interest)
· Executive leadership


KEEP SATISFIED
(High Power/ Low interest)
· Regulators







KEEP INFORMED
(Low Power/ High Interest)
· Guest/ Bonvoy members


MONITOR
(Low Power/Low Interest)
· The wider public








LOW 					INTEREST      		                           HIGH


The Mendelow matrix highlights how different stakeholders should be prioritised based on their level of power and interest. In the “manage closely” quadrant, executive leadership is a key stakeholder due to their high power and high interest, as they control investment decisions and strategic direction. In the “keep satisfied” quadrant, regulators represent stakeholders with high power but lower interest, requiring careful management to ensure compliance without over-engagement. In the “keep informed” quadrant, guests are an important example, as they have a high interest but limited formal power, yet strongly influence adoption and reputation. Finally, in the “monitor” quadrant, the wider public has low power and low interest but should still be observed for potential changes in perception or external influence.
4.2 RACI Matrix
The RACI matrix is beneficial because it clearly defines roles and responsibilities, ensuring accountability and reducing confusion or duplication in decision-making (Triaster, 2024). However, it can present relationships as more fixed than they are in practice, so it should be regularly reviewed and adapted as the project progresses from design to rollout.
	Process / Role
	PM
	Exec
	IT
	Ops
	CS
	Mktg
	Govt
	Com
	Cust

	Stakeholder Planning
	🟧R
	🟨A
	🟩C
	🟩C
	🟪 I
	🟩 C
	🟪 I
	🟪 I
	🟪 I 

	Solution Design (SS+)
	🟧R
	🟨A
	🟧R
	🟩C
	🟪 I
	🟩C
	🟪 I
	🟪 I
	🟪 I

	App Implementation
	🟧R
	🟪 I
	🟧 R
	🟩C
	🟧 I
	🟩C
	🟪 I
	🟪 I
	🟪 I

	Testing & Integration
	🟧R
	🟪 I
	🟧R
	🟩C
	🟩C
	🟪 I
	🟪 I
	🟪 I
	🟪 I

	Customer Communication
	🟧R
	🟨A
	🟩C
	🟪 I
	🟩C
	🟧 R
	🟪 I
	🟪 I
	🟪 I

	Staff Training & Rollout
	🟧R
	🟨A
	🟪 I
	🟪 I
	🟪 I
	🟩 C
	🟩C
	🟪 I
	🟪 I

	Local Com & Sustainability Integration
	🟩C
	🟨A
	🟪 I
	🟪 I
	🟪 I
	🟩 C
	🟩C
	🟧R
	🟪 I

	Monitoring & Feedback
	🟧R
	🟨A
	🟩C
	🟩C
	🟧R
	🟩 C
	🟪 I
	🟩C
	🟩C


🟧R = Responsible 🟨A = Accountable   🟩C = Consulted 🟪 I = Informed
	Label
	Meaning
	Role in My Project

	PM
	Project Manager
	Leads the project, coordinates tasks

	Exec
	Executive Leadership
	Makes final decisions, approves strategy

	IT
	IT / Digital Team
	Handles system development, AI tools

	Ops
	Operations Managers
	Ensure service works in hotels

	CS
	Customer Service
	Interacts with guests, supports users

	Mktg
	Marketing Team
	Promotes StaySmart+, customer communication

	Com 
	Community
	Influence sustainability and social acceptance

	Govt
	Government / Regulators
	Ensure legal and compliance requirements

	Cust
	Guests / Users
	End-users of the StaySmart+ (SS+) service


The role of the project manager is particularly critical within the RACI framework. As the individual responsible (R) for coordinating delivery and accountable (A) for ensuring project outcomes, the project manager acts as the central point of integration across all stakeholder groups. Their responsibilities include aligning technical teams, managing timelines, and facilitating communication between executives, operations and external partners. This role is essential to the success of StaySmart+, as ineffective coordination could lead to delays, misalignment and increased implementation risks. Therefore, the project manager’s position within the RACI matrix highlights both their operational importance and their influence on overall project performance.

4.3 Stakeholder Engagement Plan 
A stakeholder engagement plan (SEP) is a structured document that defines how an organisation communicates and interacts with stakeholders throughout the project lifecycle (ProofHub, 2025). It plays a critical role in ensuring alignment, reducing conflict, and maintaining transparency across both internal and external stakeholder groups. According to Ashcroft (2017), effective engagement plans move beyond transactional information-sharing to build genuinely relational connections between the organisation and its stakeholders, a distinction that is particularly relevant in hospitality, where trust and personalisation are central to the brand promise.
In the context of the StaySmart+ project, applying this structured approach ensures that all stakeholders, from executive leadership to local communities and customers, are appropriately engaged, informed, and aligned with project objectives.
	Stakeholder
	Objective
	Method
	Frequency
	Project stage
	Owner

	Executive leadership
	Maintain sponsorship and remove barriers
	Steering meetings and decision packs
	Monthly
	All stages
	Project Manager

	IT / digital teams
	Coordinate build, testing and issue resolution
	Sprint reviews and dashboards
	Weekly
	Design and pilot
	IT Lead

	Operations managers
	Ensure practical readiness and local fit
	Workshops and readiness reviews
	Bi-weekly
	Pilot and rollout
	Operations Director

	Employees
	Build confidence and reduce resistance
	Training, FAQs and briefings
	Weekly during rollout
	Pre-launch and rollout
	HR / Hotel Managers

	Guests / Bonvoy members
	Explain value and gather insight
	Email, app messaging and surveys
	Monthly / ad hoc
	Pre-launch to launch
	Marketing

	Technology partners
	Maintain quality and timely delivery
	Joint review meetings and shared plans
	Bi-weekly
	All stages
	PM / Procurement

	Sustainability suppliers
	Coordinate local implementation
	Supplier reviews and site checks
	Monthly
	Pilot and rollout
	Operations

	Regulators/authorities
	Demonstrate compliance and transparency
	Formal submissions and briefings
	As required
	Design to launch
	Legal / Compliance


4.4 Communication Plan
Effective communication is essential across the project life cycle because stakeholders need the right information at the right stage, from planning through rollout and review. The project life cycle approach highlights the importance of regular stakeholder updates, clear communication protocols, and review meetings to reduce misunderstandings and keep delivery on track (SixSigma.us, 2024). In the StaySmart+ project, this matters because poor communication could create staff uncertainty, guest concern about privacy, or community scepticism about sustainability claims. Therefore, the communication plan should be followed consistently to support trust, alignment, and successful implementation.
	Audience
	Message focus
	Channel
	Timing
	Tone
	Measure of effectiveness

	Executives
	Progress, risk, ROI and key decisions
	Sponsor briefings and board reports
	Monthly
	Concise and evidence-led
	Decision speed and resource support

	Hotel managers
	What changes, when, and why
	Implementation packs and workshops
	Bi-weekly
	Practical and action-oriented
	Readiness and issue closure

	Staff
	Role clarity, service process and support
	Training sessions, intranet, FAQs
	Weekly during rollout
	Supportive and clear
	Training completion and confidence

	Guests
	Benefits, privacy safeguards and service choice
	App, email, website, in-hotel messaging
	Pre-launch and launch
	Reassuring and value-led
	Awareness, open rate and uptake

	Technology partners
	Scope, milestones and support issues
	Shared portal and meetings
	Bi-weekly
	Collaborative and precise
	Milestone delivery

	Community / local stakeholders
	Local value and sustainability relevance
	Community updates and local meetings
	Quarterly
	Transparent and relational
	Sentiment and participation


5. Stakeholder Engagement Process and Conflict Management
The project manager should approach stakeholder engagement as a continuous cycle of identifying, analysing, engaging, monitoring, and adapting. The 4C’s model reinforces that effective engagement goes beyond simply sharing information; it requires building understanding, encouraging participation, fostering shared ownership, and sustaining long-term relationships (Doherty and Guyler, 2008).
5.1 Applying the 4C's Model
Communication forms the foundation of stakeholder engagement for StaySmart+, requiring clear, timely and tailored messaging across audiences: executives need concise evidence on value and risk; staff need practical guidance on role changes; and guests need transparent reassurance on privacy and service choices. Poor communication, vague, delayed or inconsistent, is frequently cited as the primary driver of project resistance and disengagement (Pinto, 2013).
Consultation enables stakeholders to contribute to design and implementation through mechanisms such as staff focus groups, guest surveys and operational reviews, helping to identify practical challenges early. In the SS+ project, this could take the form of staff focus groups during the design phase to identify practical operational concerns, guest surveys to gauge appetite for specific AI features, and operational readiness reviews with hotel managers before each rollout wave.
Collaboration extends this into joint problem-solving, particularly between IT teams and operations managers, and between Marriott and its technology partners. As Doherty and Guyler (2008) argue, effective collaboration depends not on goodwill alone but on deliberate structural mechanisms, shared platforms, joint design sprints and clear escalation processes that create shared accountability.
Commitment sustains engagement over time through visible, consistent follow-through on promises made during the consultation and collaboration phases. This is particularly important where stakeholders have invested time in contributing to design decisions: if their input is not visibly reflected in outcomes, engagement fatigue will set in quickly. Kotter (1996) argues that one of the most common reasons organisational change initiatives fail is the absence of sustained, visible leadership commitment; without it, employees and partners quickly revert to familiar behaviours and disengage from the change process altogether.
While the 4C's model is a practical framework, it does not inherently address power imbalances. The project manager must therefore ensure that lower-power stakeholders, such as front-line staff and local communities, meaningfully influence decisions, not merely receive information about them (Lindgreen, 2019).
5.2 Conflict Management Plan
Conflict is inevitable in complex, cross-functional projects and should be treated not as a failure of management but as a signal of competing stakeholder priorities that require active resolution. As Hill (2016) argues, effective project management requires identifying underlying causes of disagreement rather than addressing only surface tensions, a principle that underpins the conflict management approach below.
	Potential conflict
	Stakeholders involved
	Likely cause
	Management response
	Linked 4C

	Security versus seamless experience
	IT, marketing, PM
	Misaligned KPIs and risk tolerance across functions
	Use joint design reviews and risk-based trade-off decisions
	Communication / Collaboration

	Resistance to rollout speed
	Operations managers, executives
	Readiness concerns and service disruption fears
	Adopt phased implementation with feedback loops and readiness validation
	Consultation / Commitment

	Staff anxiety over AI and role change
	Front-line teams, HR, managers
	Perceived loss of control and unclear role redefinition
	Deliver structured change management, role clarification and capability-building programmes
	Communication / Commitment

	Guest concerns about privacy or reduced human touch
	Guests, marketing, legal, operations
	Unclear explanation of data use or service options
	Make privacy safeguards visible and preserve human-service choices
	Communication / Consultation

	Community scepticism about sustainability claims
	Communities, suppliers, media
	Perception of greenwashing or weak local value
	Deliver evidence-based CSR communication supported by measurable outcomes
	Consultation / Commitment


This structured approach reflects the importance of addressing root causes rather than symptoms of conflict, enabling more effective stakeholder alignment and long-term project success (Hill, 2016). A relevant real-world example is Marriott International's 2018 data breach, in which a failure to adequately engage IT security stakeholders during the integration of Starwood's reservation system resulted in a vulnerability that exposed the personal data of approximately 500 million guests, resulting in an £18.4 million fine from the Information Commissioner's Office (ICO, 2020). The incident illustrates precisely the kind of consequence that arises when security and operational stakeholders are not brought into joint design decisions early enough, the first conflict scenario in the table above.  This aligns with Thomas and Kilmann's (1974) conflict management model, which argues that collaborative resolution strategies, where both parties work together to find a mutually acceptable solution, consistently produce better long-term outcomes than avoidance or imposition, particularly in cross-functional project environments.
5.3 Root-Cause Analysis
Root cause analysis is essential in the StaySmart+ project to identify underlying factors driving stakeholder resistance. Rather than addressing surface-level issues, it enables project managers to uncover systemic weaknesses within organisational processes. Hill (2016) emphasises that effective analysis must go beyond immediate causes and avoid attributing problems solely to individual performance. In this context, resistance may stem from poor communication structures, inadequate training, or unclear governance rather than employee attitudes. The fishbone diagram serves as a supporting tool to structure this analysis. By addressing root causes, managers can implement more effective solutions, reduce recurring issues, and improve stakeholder engagement and overall project outcomes.
[image: ]
Figure 1. Fishbone diagram showing likely causes of resistance or slow adoption of StaySmart+.
The diagram highlights that communication and people-related factors are equally critical as technical design considerations in influencing project outcomes. This is significant, as it suggests that project managers must prioritise elements such as stakeholder training, confidence-building, message clarity and local legitimacy as core strategic workstreams rather than treating them as secondary or supportive activities. By embedding these factors into the central project framework, organisations can enhance stakeholder acceptance, reduce resistance and improve the overall effectiveness of implementation.
6. Impact of Stakeholder Engagement on Business Performance (3Ps Framework)
Effective stakeholder engagement has a direct impact on organisational performance and resilience, particularly when analysed through the triple bottom line (People, Planet and Profit). (Elkington, 1994)
People:
Effective stakeholder engagement enhances relationships with employees, guests, and communities in ways that directly affect operational performance. Early and meaningful involvement of hotel managers and front-line teams in the design process improves operational readiness, reduces resistance to change, and increases service delivery quality (Pinto, 2013).  At the same time, engaging guests proactively, particularly around data privacy, service personalisation options, and the availability of human-service alternatives, builds trust and increases adoption rates.  Relationship quality with customers is a primary driver of long-term loyalty, and organisations that invest in transparent, two-way communication consistently outperform those that treat engagement as a one-directional marketing activity (Christopher, Payne and Ballantyne, 2013)
Planet:
As Khalfi and Bami (2025) highlight, integrating Environmental, Social and Governance (ESG) principles into stakeholder management improves transparency and accountability. For example, SS+ can include AI-driven energy management systems that automatically optimise room energy consumption based on occupancy. By engaging local communities and sustainability partners in the rollout of these features, Marriott can ensure that environmental practices align with local expectations and regulations, while also reducing carbon emissions and operational waste. This not only strengthens environmental performance but also enhances the organisation’s credibility and its sustainability performance as a hospitality provider.
Profit:
There is a well-evidenced linkage between effective stakeholder engagement and financial performance. Early collaboration with internal teams reduces implementation risk, avoids costly rework, and improves delivery efficiency. Stronger guest adoption driven by trust and perceived value increases revenue per available room (RevPAR), a key hospitality performance metric. Proactive engagement with regulators ensures market access and avoids the reputational and financial costs of compliance failures. Ashcroft (2017) argues that organisations which invest in genuine relational stakeholder engagement consistently outperform those that treat it as a compliance exercise, because strong relationships reduce transaction costs, accelerate decision-making, and enable faster recovery from setbacks.
Overall, stakeholder engagement should be monitored through measurable indicators such as readiness levels, training completion, customer awareness, adoption rates and stakeholder sentiment, ensuring it remains a strategic driver of performance across people, planet and profit outcomes.
7. Recommendations
Based on the stakeholder analysis, communication strategies and identified root causes, several recommendations can be proposed to enhance the effectiveness and sustainability of the StaySmart+ project. First, Marriott should implement continuous stakeholder feedback systems through digital platforms, enabling real-time data collection and supporting more transparent and evidence-based decision-making. This reflects the growing importance of data-driven engagement in improving organisational responsiveness and stakeholder trust (McAfee, 2014).
In addition, a phased rollout approach should be adopted, incorporating structured review points where stakeholder feedback and performance data can be used to refine implementation and reduce risk. This aligns with project management best practice, which emphasises iterative learning and adaptive delivery (PMI, 2008).
Furthermore, the appointment of regional stakeholder engagement leads is recommended to ensure that communication and consultation strategies are adapted to local cultural, linguistic and regulatory contexts, thereby improving stakeholder alignment across global markets. Marriott should also leverage digital technologies and artificial intelligence, such as Customer Relationship Management (CRM) systems and chatbots (AI agents), to enhance responsiveness and support personalised stakeholder interactions, reinforcing the role of technology in shaping engagement experiences (Porter, 1985; McAfee, 2014).
To strengthen transparency and trust, the organisation should utilise data visualisation tools, such as dashboards, to communicate performance clearly to different stakeholder groups, supporting accountability and informed decision-making. Finally, governance structures should be reinforced by establishing clear performance indicators with external partners and creating a post-launch stakeholder advisory group to support continuous evaluation and long-term collaboration.
Overall, these recommendations demonstrate that integrating technology, data and stakeholder-centred practices can significantly enhance engagement effectiveness while supporting sustainable organisational performance.
8. Conclusion
This report has demonstrated that stakeholder engagement is not a peripheral management task but a core strategic capability that determines whether complex, global service innovations such as StaySmart+ succeed or fail. The analysis of Marriott International's context reveals a compelling strategic opportunity: the organisation possesses the brand strength, operational scale, and digital infrastructure to deliver a genuinely differentiated guest experience. Yet the same global complexity that creates this opportunity also generates significant stakeholder management challenges, spanning digital maturity gaps, data privacy obligations, cultural variation, workforce readiness, and community legitimacy.
The application of structured frameworks: SWOT, PESTLE, SMART objectives, Mendelow's matrix, Mitchell et al.'s salience model, the RACI matrix, stakeholder engagement and communication plans, the 4C's model, and fishbone root-cause analysis, provides a systematic and theoretically grounded approach to managing these challenges. Critically, the report has also sought to move beyond description of these frameworks to interrogate their assumptions and limitations. The Mendelow matrix does not capture urgency; the RACI matrix can overstate role clarity; the 4C's model can mask power imbalances; and the triple bottom line does not, by itself, address the ethical dimensions of consent, equity, and consultation fatigue that must accompany effective engagement practice.
Ultimately, the evidence suggests that stakeholder engagement, when applied with rigour, reflexivity, and genuine commitment to inclusivity, is a strategic multiplier: it accelerates adoption, reduces implementation risk, strengthens brand legitimacy, and creates the relational foundations necessary for sustained innovation. The StaySmart+ initiative, therefore, represents not only a test of Marriott's technological ambition but of its capacity to bring diverse stakeholders across functions, markets, and communities into a shared and trusted vision of what premium hospitality can become. This reinforces that stakeholder engagement is not only an operational requirement but a source of sustained competitive advantage.
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