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1. Executive Summary
This consultancy report investigates and suggests considering AI-powered concierge services to be used at Virgin Hotels Chicago to improve the guest experience. The report investigates the hotel's current problems and strengths, and it offers ways to use AI to improve customer satisfaction, operational efficiency, and the hotel's ability to compete in the luxury hospitality industry, which is changing quickly.
[bookmark: _Toc191379093]1.1 Problem at Stake
Virgin Hotels Chicago is a high-end, technologically advanced hotel that is having a lot of problems with its butler services. Because these services are limited, especially during busy times, they are making people less happy. Because concierge staff are limited in number and must do things by hand, response times and individual service are slowed down. The lack of workers and the rising cost of lodging, especially in Chicago, are putting a strain on finances. Without new technology, Virgin Hotels Chicago could fall behind its rivals who offer concierge services powered by AI.
Since the hospitality business is moving towards digital solutions, Hyatt and Marriott are using AI-based ones (Hudson, 2021). The concierge desks at Virgin Hotels Chicago are run by people, which is inefficient and does not appeal to tech-savvy tourists. By providing help 24 hours a day, seven days a week, and individualised service, AI concierge systems could fix many inefficient business practices. However, the hospitality sector is slow to adopt AI because of issues like training workers, adaptability of technology, and rules about data privacy and security.
[bookmark: _Toc191379094]1.2 Key Findings
· Operational Inefficiencies: For Hotel Virgin in Chicago, traditional concierge services can be slow because of staffing issues and manual processes, especially when there is a lot of demand (Forman and Udvaros, 2023). As passengers' standards for quick, smooth service rise (Liu et al., 2024), these restrictions make them less satisfied.
· Market and Competitive Pressure: In the competitive luxury hospitality industry, Hyatt and Marriott have implemented AI concierge systems (Sahota, 2024). These tools make things more personal for visitors and speed up processes, which makes people happier. Balsiger et al. (2023) say that Virgin Hotels Chicago could be at a loss in this technology-driven market if it does not use similar technology.
· Labour Costs and Workforce Shortages: Rising prices for goods and services, higher minimum wages, and a lack of workers after the pandemic are all making restaurant labour costs go up (Inavolu, 2024). Urban hotels are reducing costs and enhancing their services with the assistance of AI solutions (Zahidi et al., 2024). Kishore et al. (2025) say that AI concierge systems could manage routine tasks, which would help with the lack of workers.
· Guest Preferences and Technological Trends: A recent study shows that visitors are choosing AI-based solutions like chatbots and virtual assistants over talking to real people (Yağmur et al., 2024). According to Yağmur et al. (2024), millennials and business travellers value instant digital interaction the most. AI can also give highly personalised suggestions, which can make visitors happier and more likely to stick around (Buhalis et al., 2019).
[bookmark: _Toc191379095]1.3 Analysis of Findings
According to the story, Virgin Hotels Chicago may be able to solve its operational problems with AI-powered concierge services. STEEPLED (Whittington et al., 2020) focuses on good outside factors that encourage the use of AI, such as advances in technology that allow AI-driven personalisation and social trends that favour digital interactions. Things like rising wage costs (Singh and Karthik, 2025) make automation more likely. Visitors who do not like automation and legal issues with data privacy must still be dealt with by giving clear information and being careful with execution (Talukder et al., 2021).
Sahota (2024) says that Virgin Hotels Chicago will be able to compete with big hotel groups that already have AI concierge services. With AI, repetitive tasks can be done automatically, which cuts down on business costs, especially labour costs (Inavolu, 2024). According to Jindal and Kaur (2024), AI-driven upselling could bring in more money by offering premium services that match the tastes of guests. On the other hand, adding AI to hotels requires a strong IT system and security (Shi et al., 2020). It is also very important to follow the General Data Protection Regulation (GDPR) and the Biometric Information Privacy Act (BIPA) of Illinois (Felzmann et al., 2019).
[bookmark: _Toc191379096]1.4 Recommendations
· Phased AI Rollout: Before putting AI butler services into use, Virgin Hotels Chicago can get feedback on the technology and make it better. Through a test phase for VIP rooms and suites, the hotel will be able to see how well the system works and amend make it better (Lukanova and Ilieva, 2019).
· Hybrid AI-Human Concierge Model: A hybrid approach can be employed to maintain luxury, in which AI manages routine enquiries and tasks, while humans address intricate and personalised requests (Sahota, 2024). This model integrates the personal touch that clients anticipate with efficiency.
· Data Privacy and Security: According to Vasishth et al. (2025), Virgin Hotels Chicago must set up strong data security rules that follow GDPR, CCPA, and BIPA. Being clear about how data is used and how visitors can control their experience will build trust and ease privacy worries.
· Workforce Training: Li et al. (2023) say that for AI personal services to work, their staff needs to be trained in a lot of AI tools and how to use them in their daily work. Wu et al. (2025) say that AI should be used in training programs to get employees more interested in innovative technology and to make tourists' experiences more personalised.
· Revenue Generation through AI: Upselling personalised services like room upgrades, food, and tours around the area can help businesses make more money using AI concierge systems. Jindal and Kaur (2024) say that the ability of AI to market services based on how visitors behave could lead to more sales.
· Continuous Improvement and Scalability: AI concierge systems should be improved based on how well they work and what people say about them. Ajayi et al. (2024) say that the technology should be able to grow as AI and hotel trends change.
[bookmark: _Toc191379097]1.5 Conclusion
Virgin Hotels Chicago's decision to use AI-powered butler services could have a big effect on how competitive the hotel business is, how efficiently it runs, and how guests feel about their stay. By using artificial intelligence (AI) technology, the hotel can cut down on labour costs and make sure that exchanges with guests are personalised, quick, and easy. A hybrid AI-human service model and phased adoption will make the switch to AI-powered concierge services smooth and successful (Sharma et al., 2024). Personalisation powered by AI will make visitors more loyal and cut down on labour costs, which will save money. When AI technology is used, Virgin Hotels Chicago will become a star in high-end hospitality known for its creativity and excellent customer service (Liu et al., 2024). It will also make more money for them. Virgin Hotels Chicago can easily add AI concierge services and be the leader in tech-driven luxury hospitality by taking care of data protection, staff-AI collaboration, and training.

[bookmark: _Toc191379098]2. Introduction
[bookmark: _Toc191379099]2.1 Background on Virgin Hotels Chicago
The main Virgin Hotels Chicago is right in the middle of downtown Chicago, Illinois (Virgin Hotels, 2019). Virtual Hotels (2023) says that the hotel has been known since 2015 for its modern, tech-driven hospitality that suits both work and leisure travellers. It is different from other high-end hotels because of its seamless digital experience, which focuses on tourist freedom and customisation (Nagy, 2016). Virgin Hotels (2023) offers new ways for guests to connect with the hotel that go beyond traditional hospitality. These include a mobile app for checking in and choosing a room, as well as smart room controls.
[image: This concept won't be for everyone: Virgin Hotels Chicago - The Points Guy]
Figure 1: Virgin Hotels Chicago/Source: (Virtual Hotels, 2023)
To stay ahead in Chicago's high-end hotel business, Hyatt, Marriott, and Four Seasons all improved their offerings (Singh and Karthik, 2021). AI-driven concierge systems, chatbots, and predictive analytics are used by these rivals to improve efficiency and the customer experience (Hudson, 2021). Virgin Hotels Chicago needs to keep up with this trend if it wants to keep its reputation as a forward-thinking, guest-cantered hotel that offers unique and personalised services. According to Talukder et al. (2025), the hotel can improve its services, help customers in real-time, and become a star in luxury hospitality by using AI-powered concierge services.
[bookmark: _Toc191379100]2.2 Statement of the Problem
Luxury hotel concierge services are typically considered inadequate by modern visitors. Staffing, high demand during peak hours, and limited working hours all contribute to a negative visitor experience at the concierge desk. Furthermore, human-operated workstations provide uneven service at peak demand (Ali et al., 2021). AI-powered concierge services are required to provide real-time, 24-hour support (Singh and Karthik, 2021). Millennials and business travellers increasingly choose digital help (Yağmur et al., 2024). To improve service and anticipate visitor preferences, AI concierges use predictive analytics (Sharma et al., 2024).
Concierge services in Chicago hotels are challenging to maintain due to staff shortages and high wage costs (Inavolu, 2024). Hotel AI and automation are improving tourist experiences while cutting costs (Zahidi et al., 2024). AI concierge solutions at Virgin Hotels Chicago can optimise staff resources and focus on high-value interactions (Kishore et al., 2021). Without technical integration, Virgin Hotels risks losing market share to Marriott and Hyatt's AI concierge services (Balsiger et al., 2023; Sahota, 2024).
[bookmark: _Toc191379101]2.3 Consultancy Firm Introduction
Quantum Hotel Solutions is a well-known hotel consulting firm that changes the way services are provided by using AI. We know a lot about how to strategically use technology, make operations more efficient, and improve the Internet visitor experience. We use innovative AI, robotics, and data analytics in our high-end hotels to make them more interesting and efficient for our guests.
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Quantum Hospitality Solutions has helped hotel companies set up chatbot-driven virtual helpers, smart speech recognition, and AI-powered tools for personalising the stay for each guest because it is an expert in AI concierge systems. Our methods have helped hotels run more smoothly, make guests happier, and speed up service times. Through AI-driven scheduling and process automation, hotels can get the best service and lowest costs for their staff.
Quantum Hospitality Solutions suggests adding an AI butler to Virgin Hotels Chicago to match their dedication to innovative ideas and personalised service. Our goal is to provide a customised answer that improves Virgin Hotels' reputation as a top hotel chain, makes services easier to access, and gets guests more involved. By adding an AI butler system, the hotel will be a leader in providing guests with experiences that are powered by technology and will also meet the needs of the industry.
[bookmark: _Toc191379102]2.4 Theoretical Frameworks
To investigate the viability and integration of AI concierge, several analytical frameworks will be used to examine market conditions, internal capabilities, and change management methods. These frameworks will identify the risks, possibilities, and best practices related to the use of AI.
The STEEPLED analysis will investigate the external factors influencing hospitality AI adoption (Whittington et al., 2020). This includes economic problems like Chicago's job market and the cost savings of automation, as well as sociological trends like AI-powered personalisation and digital tourist services. The technique will consider the legal and ethical implications of AI on visitor privacy and data security. The SOAR research will focus on Virgin Hotels Chicago's internal strengths and prospects (Rothaermel, 2019). The move to AI-powered concierge services will be made easier by new, guest-cantered hotel offerings. Artificial intelligence can improve operational efficiency, consumer pleasure, and client retention by providing hyper-personalized experiences.
The TOWS study will balance hotels' strengths with external challenges to strategically integrate AI (Dandage et al., 2019). This framework demonstrates how Virgin Hotels may use its brand and culture to mitigate labour shortages and set itself apart from competitors. Kotter’s 8-Step Change Management Model will serve as a foundation for AI adoption (Kotter 2012). The approach calls for the gradual integration of AI concierge services, stakeholder support, and leadership to guarantee a smooth transition. Using these frameworks, Virgin Hotels Chicago will be able to create an AI concierge strategy that improves operations and the tourist experience.


[bookmark: _Toc191379103]3. Analysis
[bookmark: _Toc191379104]3.1 Problem Identification
Luxury concierges often oversee event bookings, dining reservations, and local attractions (Forman and Udvaros, 2023). However, operational inefficiencies tend to lower tourist satisfaction (Liu et al., 2024). The delayed response of concierge desks during peak hours, caused by the high volume of customers, reduces service quality (Forman and Udvaros, 2023). Human concierges' slow reaction time irritates travellers who expect rapid service (Kaur et al., 2024). Hyper-personalized experiences are essential in today's hospitality industry. However, conventional concierge staff are unable to provide them. AI systems analyse visitor preferences and behaviours to make tailored recommendations (Yadav et al., 2024). According to Statista (2024), 73% of hotel customers use AI concierge services to receive tailored, accelerated recommendations. Furthermore, the hotel's ability to accommodate tech-savvy business travellers is hampered by the lack of traditional concierge stations, which are required for international guests (Gupta, 2024; Infante-Moro et al., 2021).
Hoteliers in Chicago are currently facing post-pandemic workforce shortages, inflation, and rising labour costs (Colato, Ice, and Laycock, 2024). The American Hotel & Lodging Association (AHLA, 2025) claims that hotels are having trouble maintaining concierge services due to a 22% increase in hospitality labour expenses over the preceding three years. Retaining experienced individuals is difficult due to significant attrition (Birdir & Sahilli, 2024). AI concierge solutions automate visitor interactions while reducing human costs.
Marriott and Hyatt's AI-powered concierge systems transformed the concept of luxury hospitality. AI chatbots and predictive analytics deliver real-time, customised recommendations (Sahota, 2024). Without artificial intelligence concierge services, Virgin Hotels Chicago risks losing market share and falling behind competitors. These services improve operating efficiency, visitor satisfaction, and brand competitiveness (Das, 2023).


[bookmark: _Toc191379105]3.2 STEEPLED Analysis – External Market Forces Impacting AI Concierge Implementation
The STEEPLED investigation examines the social, technological, economic, environmental, political, legal, ethical, and demographic implications (Lynch, 2018), of Virgin Hotels Chicago's AI-powered concierge system. This report examines external opportunities and dangers to the uptake, efficacy, and sustainability of AI-powered hospitality solutions.

Figure 2: STEEPLED Analysis/Source: (Lynch, 2018)
	STEEPLED Analysis

	Social Factors
	The COVID-19 epidemic has had a significant impact on consumer behaviour, leading to a move towards contactless, digital-first service experiences, as well as a desire for AI-powered hospitality interactions and automation (Infante-Moro et al., 2021). Voice-activated concierge solutions and AI-powered check-ins are increasingly popular among travellers (Vashishth et al., 2025). Yağmur et al. (2024) and PwC (2023) found that 65% of hotel visitors chose AI-based customer service for its 24/7 availability, efficiency, and quickness. Millennial and Generation Z travellers want personalised, on-demand services (Seyfi et al., 2024). These demographics choose hotels that offer personalised service, smartphone access, and timely recommendations via AI-powered digital concierge services (Kaur et al., 2024). Virgin Hotels Chicago can improve service accessibility and accommodate clients' changing tastes by introducing AI concierge solutions, boosting loyalty and contentment (Jogarao, 2024).

	Technological Factors
	As AI, machine learning, and natural language processing technologies advance, AI-powered concierge services become more intelligent, responsive, and personalised (Vashishth et al., 2024). Hotels can improve guest engagement and pleasure by using AI chatbots to evaluate visitor data, discover patterns, and provide predictive recommendations (Lukanova and Ilieva, 2019). Virgin Hotels Chicago may use AI-driven predictive analytics to advertise meals, itineraries, and room service (Sharma et al., 2024). Voice-enabled assistants, like as Amazon Alexa for Hospitality, allow customers to order room service, change room settings, and seek concierge services in luxury hotels (Buhalis and Moldavska, 2021). Nonetheless, the application of AI systems needs the optimisation of AI algorithms, a strong IT infrastructure, and a fast internet connection. AI system faults or delays may have a noteworthy influence on operational efficiency and the guest experience (Shi et al., 2020).

	Economic Factors
	Inflation, pay rises, and worker shortages have all contributed to higher labour expenses in the Chicago hotel business. The American Hotel & Lodging Association (AHLA, 2024) reports that labour expenditures have increased by 22% over the last three years, making it harder to retain a big concierge crew. AI concierge systems can automate visitor questions, check-ins, and service requests, improving labour efficiency and reducing staff dependence (Vashishth et al., 2025). According to Jindal and Kaur (2024), AI concierge systems can evaluate visitor preferences and recommend spa treatments, exclusive meals, and local tours as upsells and cross-sells. Chemmanur (2024) discovered that using AI for upselling can improve hotel income by 10%. AI implementation requires infrastructure changes, software licenses, and personnel training, all of which can be costly (Inavolu, 2024). Virgin Hotels Chicago must painstakingly examine cost-benefits to maximise ROI and strike a balance between short-term and long-term profitability.

	Environmental Factors
	AI-powered concierge systems save energy and paper waste (Bakshi and  Singh, 2024). Hotels can encourage environmentally sustainable hospitality by using digital AI to replace brochures, concierge requests, and menu cards (Kaur et al., 2024).
AI systems can optimise energy consumption when integrated with smart room automation technology (Semwal et al., 2024). AI-enabled thermostats, lighting controls, and smart sensors can adjust room temperatures, lighting intensity, and water usage to match visitor preferences, lowering energy consumption and carbon emissions (Ajayi et al., 2024).
AI-powered technologies demand continuous data processing and cloud computation, which increases energy consumption in data centres (Semwal et al., 2024). To ensure that AI integration matches environmental conservation goals, hotels must find a balance between sustainability and the energy demands of AI-powered systems.

	Political Factors
	The United States government has fostered the use of artificial intelligence in customer service, healthcare, and hospitality by providing incentives for technological innovation (Drexler and Lapré, 2019). The AI-powered digital revolution is driving the Biden administration's economic boom (Forbes, 2023).
Legislation governing ethical AI use, data protection, and job displacement remains insufficient. Government laws encourage the use of AI and automation; yet regulatory uncertainties may impact hotel AI integration strategies (Ivanov and Webster, 2019). To comply with future regulatory frameworks and industry norms, Virgin Hotels Chicago must watch AI governance regulations.

	Legal Factors
	AI-powered concierge services must adhere to data privacy and cybersecurity regulations (Vashishth et al., 2025). The Biometric Information Privacy Act (BIPA) in Illinois restricts AI-driven biometric data gathering, such as facial recognition and voice authentication. To avoid legal and reputational issues, Virgin Hotels Chicago must ensure that AI concierge systems comply with BIPA, GDPR, and CCPA regulations.
Failure to protect visitor data may lead to data breaches, legal consequences, and consumer distrust (Busra, 2024). Guests must be given explicit opt-in options for AI-powered services, and data collection must be encrypted and transparent (Felzmann et al., 2019). In addition, hotels must anonymise visitor data to prevent it from being misused.

	Ethical Factors
	AI concierge ethics include openness, justice, and human-centred service (Kim et al., 2025). To ensure that all visitors are treated fairly, regardless of ethnicity, language, or preferences, algorithmic bias in AI-powered interactions must be avoided (Infante-Moro et al., 2021).
Furthermore, there are growing concerns about the potential displacement of hospitality jobs by artificial intelligence. AI concierge systems improve efficiency; however, they need to be supported by human concierges (Shin and Jeong, 2020). To allow staff to focus on creating tailored, high-value client experiences, Virgin Hotels Chicago must use artificial intelligence (AI) to oversee mundane questions.

	Demographic Factors
	The growing number of millennials and Generation Z travellers has had a tremendous impact on the hotel business. These populations prioritise digital, contactless, and AI-driven customisation (Seyfi et al., 2024). According to McKinsey & Company (2023), more than 70% of Gen Z tourists prefer AI chatbots and virtual assistants for concierge services, citing digital convenience and speed over traditional interactions.
Additionally, AI concierge solutions are intended to appeal to business travellers. Corporate travellers seek technology-driven services that improve productivity, time management, and travel convenience (Jogarao, 2024). This demand is answered by AI concierge systems that offer business-oriented services, transportation, and quick meeting room reservations (Liu et al., 2024).



[bookmark: _Toc191379106]3.3 SOAR Analysis – Evaluating Virgin Hotels Chicago’s Internal Strengths and Opportunities
SOAR analysis (Strengths, Opportunities, Aspirations, and Results) is a strategic framework used to evaluate internal capabilities, development areas, and desired outcomes while implementing organisational strategy or decisions (Lynch, 2018). SOAR is a proactive, strengths-based approach to SWOT analysis that allows businesses to capitalise on their current strengths while also exploring new prospects (Kamkankaew, 2023).
[image: A full guide to the SOAR analysis - forms.app]
Figure 3: SOAR Analysis/Source: (Kamkankaew, 2023).
	[bookmark: _Hlk191248699]SOAR Analysis

	Strengths
	Virgin Hotels Chicago improves visitors' experiences by integrating innovative technology (Virgin Hotels, 2019). The hotel specialises in digital visitor services, smart room controls, and smartphone check-ins (Nagy, 2016). These digital capabilities provide an attractive basis for AI concierge services because the hotel does not need to develop its IT infrastructure. Virgin Hotels is well-known for its great hospitality, comfort, and personalised service, which are consistent with the efficacy and customisation of AI concierge systems (Khan et al., 2022; Virgin, 2025). Because of its operational efficiency and adaptability, the hotel can smoothly integrate innovative technology into existing practices (Khan et al., 2022).

	Opportunities
	Virgin Hotels Chicago can benefit from this trend, as more than 60% of tourists choose AI chatbots, voice assistants, and automated concierge services (Statista, 2024). The hotel would exceed guest expectations and separate itself from Marriott and Hyatt by implementing AI concierge solutions. AI also gives significant cost savings. In the face of rising labour prices and people shortages in Chicago's hospitality industry, Virgin Hotels can cut operational expenses by improving workforce distribution and automating mundane tasks (Singh and Karthik, 2025). AI-powered upselling can boost hotel income by 8-12% by assessing passenger preferences and proposing premium services or experiences (McKinsey & Company, 2023).

	Aspirations
	Virgin Hotels Chicago has introduced intelligent concierge services to improve the guest experience and position itself as a market leader in AI-powered luxury hospitality (Virgin Hotels, 2023). To attract younger, tech-savvy travellers, the hotel sets new standards for technology-driven services (Das, 2023). AI-powered workforce management would allow staff to focus on more personalised interactions, increasing employee happiness and service quality (Kabir et al., 2024).

	Results
	The AI concierge app is predicted to boost income, operational efficiency, and customer satisfaction (Avula and Sithole, 2024). AI-powered services can improve consumer engagement and loyalty by lowering wait times, delivering rapid digital concierge help, and making tailored suggestions (Lukanova and Ilieva, 2019).
Virgin Hotels Chicago will reallocate staff to more complicated guest engagements requiring a human touch, lowering labour costs (Avula and Sithole, 2024). AI concierge systems will also boost room occupancy as guests choose hotels that use innovative technology (Jogarao, 2024). By incorporating AI-powered concierge services, Virgin Hotels Chicago will position itself as a premium travel market leader, ensuring long-term growth and competitiveness.



[bookmark: _Toc191379107]3.4 TOWS Analysis – Strategic Implementation of AI Concierge Services
The TOWS study, an extension of the SWOT paradigm (Lynch, 2018), delves into how Virgin Hotels Chicago may use its strengths to reduce weaknesses, capitalise on opportunities, and manage threats while introducing an AI-powered concierge system. This plan provides practical and actionable advice (Rothaermel, 2019) to maintain Virgin Hotels' competitiveness in the luxury hotel sector while integrating AI.
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[bookmark: _Toc191379108]3.5 Summary of the Analysis
The analysis shows that to improve guest experiences, eliminate operational inefficiencies, and remain competitive in the luxury hospitality business, Virgin Hotels Chicago needed AI-powered concierge services. Traditional concierge services suffer from issues with accessibility, response times, and client involvement (Liu et al., 2024; Vashishth, 2025). The hotel is having problems staffing its concierge crew and providing high-quality service due to rising labour prices and workforce shortages in Chicago. Hyatt and Marriott have already deployed AI-powered concierge systems, making AI integration a strategic priority.
The introduction of AI concierges is aided by changes in visitor preferences, technology improvements, and potential cost reductions, as evidenced by the STEEPLED study. Rigid data security management, legal compliance, and ethical AI governance are required to maintain regulatory alignment and visitor trust.
The SOAR probe highlights Virgin Hotels Chicago's digital infrastructure and innovation, which enables AI concierge services. Hotels may enhance income and client loyalty by implementing hyper-personalized interactions and AI-driven upselling. The TOWS analysis requires AI integration to ensure that AI solutions complement human labour. Virgin Hotels can reduce risks while increasing operational benefits by phasing installation, improving cybersecurity, and refining AI.
Finally, AI concierge services have the potential to significantly improve Virgin Hotels Chicago's financial sustainability, personnel efficiency, and client pleasure. Using its brand awareness and commitment to innovation, the hotel can lead the way in incorporating AI into premium hospitality in Chicago, all while adhering to ethical AI practices and regulatory standards.
[bookmark: _Toc191379109]4. Recommendations and Change Management
[bookmark: _Toc191379110]4.1 Recommendations
An organised method is necessary to implement AI-powered concierge services at Virgin Hotels Chicago. The ideas include optimising technical implementation, staff adaptability, guest satisfaction, and expenditures, and developing a sustainable AI strategy that corresponds with the hotel's long-term goals.

Figure 4: Recommended Actions for Virgin Hotels Chicago/Source: (Author)
· Implement a Phased AI Concierge Rollout: AI concierge services should be implemented gradually rather than universally across the property. Before national AI deployment, the hotel will evaluate system performance, collect guest input, and improve technology in a limited number of VIP rooms and suites (Lukanova and Ilieva, 2019). Before adding in-room smart assistants, the hotel should first integrate AI chatbots into its website and mobile app to ensure functionality (Buhalis and Moldavska, 2022). Standardised post-stay surveys should be included in this method to evaluate AI and passenger reception. A staggered rollout reduces disruptions to hotel operations by gradually addressing technological issues. The success rates of staged AI solutions in the hospitality industry are greater since they allow for continuous improvement before implementation (Thakur, 2024).
· Optimize AI and Human Concierge Collaboration: AI concierge services should supplement, not replace, human staff. Personalised service is vital in luxury hospitality, even while AI chatbots and voice assistants can oversee regular client questions (Sahota, 2024). Virgin Hotels Chicago might use AI to manage repetitive requests, allowing staff to focus on high-value visitor interactions that require a human touch. Employees will be trained to customise visitors based on AI findings, increasing service quality and efficiency (Mishra et al., 2025). Service responsiveness will improve by instructing AI to escalate unresolved concerns to concierges (Gupta, 2024). Wang et al. (2025) discovered that AI-human collaboration models improve service personalisation and response times, resulting in higher visitor satisfaction.
· Address Guest Data Privacy and Security Concerns: Artificial intelligence concierge systems use visitor data to provide customised recommendations; hence, privacy and security problems must be addressed (Busra, 2024). Virgin Hotels Chicago must follow stringent data protection rules that comply with the GDPR, CCPA, and Illinois' Biometric Information Privacy Act. The use of AI data should be transparent, with guests informed about the data obtained, storage methods, and benefits (Felzmann et al., 2019). To create confidence, provide visitors the option to decline AI-driven customisation. Talukder et al. (2025) discovered that visitors are more likely to use AI concierge services when they have control over their data preferences and their data is secure.
· Train Staff for AI Adoption and Upskilling: AI adoption is frequently hampered by fears about job loss (Wang et al., 2025). Virgin Hotels Chicago must create extensive employee training programs that highlight AI as a tool for improving service rather than a replacement for human roles. Employees should be trained on the benefits of AI integration and AI-powered visitor service solutions (Wang and Uysal, 2024). Employees should be given hands-on training on AI chatbots and voice assistants so that they can supervise AI interactions. Staff training in AI integration will make the shift easier and boost job satisfaction (Avula and Sithole, 2024). Tavitiyaman et al. (2024) discovered that hospitality staff who participate in AI training feel more autonomous about their organization's technology change, which boosts productivity and engagement.
· Leverage AI for Revenue Generation: AI concierge services can boost hotel revenue through intelligent upselling and cross-selling methods (King, 2022). Analysing guest preferences allows AI to give tailored hotel upgrades, premium dining experiences, and spa services. Event reservations, wellness services, and other luxury commodities can be priced dynamically to reflect real-time demand (Jindal and Kaur, 2024). AI-driven loyalty programs can boost visitor engagement by providing tailored promos and rewards. Hotels that use AI for revenue optimisation see significant increases in supplemental revenue since AI can effectively forecast visitor behaviour and spending trends (Vinod, 2022). Virgin Hotels Chicago may boost revenues and customer happiness by strategically implementing AI for revenue generation.
· Continuously Improve AI Systems Based on Guest Feedback: AI concierge services can increase hotel revenue through upselling and cross-selling (King, 2022). AI tailored spa treatments, luxury dining, and hotel upgrades to suit tourist tastes. Event reservations, wellness services, and other luxury products can all be priced dynamically to meet demand (Jindal and Kaur, 2024). AI-powered loyalty programs can improve visitor engagement by offering personalised promos and rewards. Hotels that use AI can increase revenue by anticipating tourist behaviour and spending patterns (Vinod, 2022). Virgin Hotels Chicago can increase client satisfaction and revenue through smart AI use.
· Ensure AI Scalability for Future Expansion: To keep up with the rapid improvements in hospitality technology, the AI concierge system needs to be scalable. Virgin Hotels Chicago could use cloud-based AI to improve system flexibility and smooth updates. Prepare Virgin Hotels locations for AI integration to ensure uniformity and efficiency (Buhalis et al., 2019). As AI advances, hotels should consider using smart energy management systems, robotic room service, and face recognition check-ins (Vinod, 2022). Virgin Hotels Chicago will become a market leader in AI-powered luxury hospitality by guaranteeing that AI technologies are adaptive to future trends.
· Establish AI Performance Measurement Metrics: To assess the budgetary impact, operational efficiency, and visitor satisfaction of AI concierge services, Virgin Hotels Chicago should use key performance indicators (KPIs). To assess guest pleasure, consider the frequency of positive visitor reviews mentioning AI, the percentage of guests using AI concierge services, and AI service ratings from post-stay surveys (Mariani and Borghi, 2021). Operational efficiency indicators should track the success of AI guest enquiries, concierge response times, and employee productivity. AI-driven upselling revenue growth, AI automation labour cost reductions and ROI are potential budgetary impact KPIs (King, 2022). These key performance indicators (KPIs) will provide data-driven insights into the success of AI implementation, allowing for continuous improvement.
[bookmark: _Toc191379111]4.2 Change Management Process Using Kotter’s Change Management Theory
Virgin Hotels Chicago will need a comprehensive change management approach to implement AI-powered concierge services. While ensuring operational stability and employee involvement, Kotter's 8-Step Change Model, a well-known paradigm for managing organisational change (Laig and Abocejo, 2021), provides a strategic approach to AI implementation. By using these strategies, Virgin Hotels Chicago may reduce opposition, align stakeholders, and improve guest experiences and workforce productivity through the incorporation of AI concierge programs.
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Figure 5: Kotter's 8-Step Change Model/Source: (Laig and Abocejo, 2021)
· Creating Urgency – Emphasizing the Need for AI Concierge Services: Kotter (2012) claims that the first part of his technique is to create a sense of urgency about transformation. Virgin Hotels Chicago must explain that AI concierge services are a strategic need, not just an operational addition. Marriott and Hyatt use artificial intelligence (AI) to improve operational efficiency and visitor experiences (Manoharan et al., 2024). AI inclusion is required because of rising worker expenses, changing guest expectations, and the demand for contactless services following the pandemic (Jogarao, 2024). To create urgency, the hotel's leadership team should share industry statistics and competitive benchmarks with key stakeholders. This will show how AI may improve service efficiency, staff costs, and customer pleasure. According to Chemmanur (2024), hotels that use AI technologies see a 20-30% reduction in operational inefficiencies and an increase in income. By demonstrating these findings, Virgin Hotels Chicago may advocate for AI inclusion as a required feature.
· Building a Guiding Coalition – Forming an AI Leadership Team: The implementation of an AI concierge requires cross-functional cooperation and competent leadership (Chui and Francisco, 2017). Virgin Hotels Chicago should establish a steering council comprised of CEOs, IT specialists, hospitality managers, and front-line concierges. This alliance will oversee AI implementation and address technical and service difficulties. Each coalition member's functions should be different (Kotter, 2012). It should oversee integrating AI technologies to ensure that chatbots and voice assistants’ function properly. The HR department should manage employee adaptation and training, whilst the guest experience team should guarantee that AI improves service without jeopardising the hotel's brand identity. Verma and Bala (2022) conducted research that found that cross-functional leadership teams increased the effectiveness of change projects by 35 percent.
· Developing a Vision for Change – Establishing a Clear AI Implementation Roadmap: A clear vision guides and unites stakeholders (Kotter, 2012). Virgin Hotels Chicago demands a clearly defined AI deployment strategy that includes objectives, milestones, and expected achievements. The vision should highlight employee empowerment, operational efficiency, and the tourist experience (Ruel and Njoku, 2021). Avula and Sithole (2024) believe that rather than replacing concierge workers, AI should be used to improve their support, minimise service response times, and tailor visitor encounters. The implementation strategy should comprise a pilot AI concierge program in specific rooms, gradual extension into common areas, and a hotel-wide rollout. To avoid confusion and ensure alignment among stakeholders and staff, the vision must be clear (Gupta et al., 2023).
· Communicating the Vision – Engaging Employees and Stakeholders: Stakeholder buy-in and resistance reduction require effective communication (Kotter, 2012). The employees of Virgin Hotels Chicago should be informed about the AI concierge system, its benefits, and the potential impact on their roles. Implement interactive AI demonstrations, digital newsletters, and team meetings (Hasija and Esper, 2022). Employees must understand that AI is improving efficacy, not replacing them. According to McKinsey & Company (2023), 70% of employees are resistant to change due to poor communication. Virgin Hotels Chicago can improve its workers' impressions of AI by emphasising the support function, resolving concerns, and offering real-world AI usage examples (Felzmann et al., 2019).
· Empowering Action – AI Training Programs and Skill Development: Employee reluctance and technological unfamiliarity limit AI integration. To guarantee a smooth transition, Virgin Hotels Chicago must provide extensive AI training to its workers (Avula and Sithole, 2024). AI concierge services, AI supervision, and the use of AI-generated insights to improve visitor experiences should all be covered in training (Ruel and Njoku, 2021). Concierge personnel should practise working with AI chatbots and voice assistants to address and intervene when AI is unable to oversee sophisticated client demands (Vinnakota et al., 2022). Workshops on AI ethics, data privacy, and visitor communication should also be held to ensure ethical AI implementation (Manoharan et al., 2024). The hotel can use AI to its advantage by providing staff training. PwC (2023) discovered that AI workforce training improves employee engagement and productivity by 40%.
· Generating Short-Term Wins – Launching Pilot AI Concierge Services: To build trust, Virgin Hotels Chicago must demonstrate early success in AI concierge services (Kotter, 2012). Before the general launch, the hotel should conduct a trial program in a small number of rooms or high-end suites to assess AI functionality, collect visitor feedback, and fine-tune features. During the pilot phase, evaluate visitor happiness, AI response accuracy, and AI query resolution (Buhalis and Moldavska, 2022). If the initial results show that service efficiency and visitor satisfaction have improved, these findings should be disseminated internally to advocate for AI. Companies that accomplish little, tangible triumphs early in a transformation effort are 35% more likely to stick with it (Ruel and  Njoku, 2021).
· Consolidating Gains – Scaling AI Based on Feedback and Performance Data: When the test program is successful, Virgin Hotels Chicago should gradually provide AI concierge services. Expansion should be guided by human insights, system performance statistics, and visitor feedback (Kotter 2012). If AI oversees ordinary concierge questions, it is possible to integrate AI-driven tailored recommendations, dynamic pricing optimisation, and automatic visitor loyalty incentives (Ruel and Njoku, 2021). It is critical to continue the development of AI systems. AI must adapt to changing visitor preferences by including real-time passenger interactions in machine learning algorithms (Ajayi et al., 2024). Regular performance reviews and cross-functional meetings should help to address operational concerns and improve operations.
· Anchoring AI in the Hotel’s Culture – Making AI a Long-Term Strategic Asset: When the test program is successful, Virgin Hotels Chicago should gradually provide AI concierge services. Expansion should be guided by human insights, system performance statistics, and visitor feedback (Kotter 2012). If AI manages ordinary concierge questions, it is possible to integrate AI-driven tailored recommendations, dynamic pricing optimisation, and automatic visitor loyalty incentives (Ruel and Njoku, 2021). It is critical to continue the development of AI systems. AI must adapt to changing visitor preferences by including real-time passenger interactions in machine learning algorithms (Ajayi et al., 2024). Regular performance reviews and cross-functional meetings should help to address operational concerns and improve operations.
When deployed using Kotter's 8-Step Change Model, AI concierge services are structured, employee-inclusive, and guest-centric. Virgin Hotels Chicago may reduce resistance and simplify AI adoption by building urgency, forming a leadership coalition, articulating a clear vision, and engaging stakeholders. The hotel can improve its AI services by adding real-world feedback through training, pilot testing, and gradual expansion. Finally, the hotel's ability to innovate and sustain a competitive advantage in the luxury hospitality market is facilitated by the incorporation of AI into its culture.

[bookmark: _Toc191379112]4.3 Measuring Success (KPIs & Metrics)
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This report investigated the strategic implementation and viability of AI-powered concierge services at Virgin Hotels Chicago. It identified critical impediments, and potential benefits, and organised solutions to facilitate a smooth transition. The findings imply that using AI is critical for preserving a competitive edge in the developing hotel business. AI technology has the potential to improve service efficiency, tailor visitor experiences, and manage personnel administration, all while maintaining financial viability in the face of rising guest expectations, operational inefficiencies, and wage costs.
According to the survey, Virgin Hotels Chicago faces problems such as workforce shortages, growing operational expenses, inconsistencies in traditional concierge services, and competition from AI-enabled hotels. The evaluations of STEEPLED, SOAR, and TOWS revealed that AI concierge systems are beneficial when strategically adopted, due to internal capabilities, prospects, and external market considerations. This study emphasised the need for AI complementing rather than replacing human interactions to optimise service efficiency while preserving the luxury hotel experience.
To enable a smooth integration of AI, Kotter's 8-Step Change Model was advised to address stakeholder participation, staff resistance, and training needs. Virgin Hotels Chicago may reduce disruptions and increase adoption success by building urgency, forming a steering group, developing a defined goal, and gradually implementing AI concierge services. The study also discussed cost optimisation and AI-driven revenue-generating approaches, such as automated upselling, tailored recommendations, and AI-enhanced service offers, all of which are intended to promote long-term financial stability.
The action plan laid forth the timeframe, budget, and outcomes of the AI implementation. Furthermore, key performance indicators (KPIs) were developed to assess and improve tourist satisfaction, operational efficiency, financial effect, and worker performance following the adoption of artificial intelligence (AI). Monitoring these characteristics will allow the hotel to improve AI and make data-driven decisions to improve service.
Virgin Hotels Chicago has the potential to be a pioneer in AI-powered luxury hospitality provided strategic deployment, human training, and constant optimisation are addressed. While retaining the luxury brand's human touch, AI concierge services can increase client happiness, shorten response times, and create a seamless, personalised digital hospitality experience.
We are grateful to Virgin Hotels Chicago for their cooperation with this consulting job. This collaboration has shed light on the future of artificial intelligence in hospitality, and we are grateful for your trust in our talents. We will continue to work to make AI-driven services more easily implemented, improved, and expanded. We want to see Virgin Hotels Chicago set a new benchmark for AI integration in luxury hospitality, and that this relationship will lead to future collaborations.
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The digital infrastructure and ingenuity of Virgin Hotels Chicago make it an attractive location for deploying AT
concierges (Nagy, 2016). To use its tech-forward premium brand, the hotel may provide AT concierge services as
an enhancement to the guest experience rather than an operational update. The hotel may also set itself apart
through Al-powered visitor customisation. Al concierge systems can assess visitor data and preferences to
provide tailored recommendations, itinerary planning, and real-time service personalisation (Infante-Moro etal.,
2021). This level of service customisation meets client expectations, especially among millennial and Gen Z
travellers who value fast, digital interactions (Statista, 2024). Al-powered upselling and cross-selling provide
extra revenue prospects (King, 2022). Al concierge services have the potential to increase client spending and
income by recommending premium services, customised room upgrades, and unique dining experiences

(McKinsey & Company, 2023).

A main AT deployment problem is guest resistance to automation replacing human interactions (Nam et al,, 2021).
Virgin Hotels can address this issue by using artificial intelligence (AI) tomanage routine questions, while human
concierges manage complex client interactions and tailored hospitality (Lukanova and Ilieva, 2019). Al system
integration requires software licenses, staff training, and IT infrastructure adjustments, all of which can be costly
(Rout, 2024). To case the financial burden, Virgin Hotels may use Al to enhance data in chosen rooms or VIP
suites before deploying it on a larger scale. Through smart relationships with Al technology companies, the hotel

can have access to innovative solutions while incurring lower upfront costs.

Regulatory compliance and data privacy are major impediments to AT concierge adoption. The hotel is required
tofollow the Biometric Information Privacy Act of Illinois, the CCPA, and GDPR. Transparent data regulations,
encryption, and guest consent reduce legal concems while increasing confidence (Das, 2023). Virgin Hotels





image9.png
Minimizing Threats and
Weaknesses for Sustainable

Growth

Chicago must improve its AI capabilities to remain competitive, while Marriott and Hyatt invest in AL The hotel

may tailor the AI concierge system to meet visitor input and interactions using machine leaming techniques.

To remain successful, Virgin Hotels Chicago must employ Al-powered concierge solutions and adaptive
workforce methods. Al should streamline operations and decrease monotonous duties, freeing up workers to
focus on tailored experiences and visitor relationship management (Vinnakota et al, 2022). Furthermore,
cybersecurity worries about Al must be addressed. To combat cyberattacks, use safe Al algorithms, conduct

regular system audits, and keep visitor data encrypted (PwC, 2023).
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Category

erformance Indicator (KPT)

Measurement Method

Expected Outcome

Guest Guest satisfaction scores for Al concierge | Post-stay surveys, Al chat interaction ratings. | 85%+ positive ratings on
Satisfaction | service. Al responsiveness.
Percentage of guests using Al concierge services. | Al usage analytics, in-app cngagement rates | 60%+  guest  adoption
within the first year.
Increase in positive guest reviews mentioning Al | Online review platforms. 20%+ increase in Al
services. related positive mentions.
Operational | Reduction in concierge response time. Al system logs, guest interaction tracking. 50% faster response time
Efficiency than traditional concierge.
Percentage of guest inquiries handled without Al resolution tracking. 70%+ Al-handled queries
human intervention. without escalation.
Reduction in front desk workload due to Al Employee workload analysis. 30%  reduction i
automation. concierge staff burden.
Financial  Revemue increase from Al-driven upselling & Alsales tracking, booking system analytics. | 10-15% increase  in
Tmpact cross-selling. ancillary revenue.
Reductionin labour costs through Al automation. | HR expense reports, staffing levels. 2025%  savings i

concierge staffing costs.

Retum on investment (ROI) in Al concierge

implementation.

Al investment vs. revenue growth comparison.

ROl achieved within 1824

‘months.
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‘Workforce

Performance

Employee adaptation and satisfaction with Al

collaboration.

Staff feedback surveys, training completion

80%+ positive response to

Al training programs.

Improvement in concierge staff productiviy.

Performance evaluations, task efficiency.

25% higher productivity
post-Al integration.
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No.  Problem/Challenge olution Expected Outcome
Lack of Al concierge Implement Al chatbots in the hotel's 60%+ AI adoption rate among 3 months
services for 24/7 guest mobile app and website for automated | guests; 50% reduction in response  (Pilot
support ‘guest interactions time Launch)

2 Guest demand  for | Introduce Aldriven personalized guest Increase in guest satisfaction and 4 months | $30,000
personalized suggestions based on previous stays and | upselling revemue by 15%
recommendations preferences

3 Staff resistance to Al Conduct Al training sessions for 80%F employee acceptance of AL 2 months | $20,000
adoption concierge  staff on  Alhuman  enhanced service delivery

collaboration

4 High operational costs due | Automate routine inquiries and service | 30% reduction in labour costs; 6months | $100,000
to inefficient concierge | requests through Al assistants Tncreased service fficiency
processes

5 Need for scamless Develop API integrations with CRM, AI concierge works efficiently with 5months | $60.000
integration of AI with booking systems, and guest feedback existing hotel infrastructure
existing hotel systems platforms
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Guest privacy and data | Implement GDPR and CCPA-compliant | Higher guest trust and regulatory | 3 months | $25.000
security concems regarding | Al data policies with opt-in/opt-out | compliance; Transparency in Al

Aluse features usage

Measuring Al performance | Establish KPIs and real-time tracking  Regular assessment of Al efficiency, Ongoing  $15,000/year
and  guest  feedback | mechanisms for Al service performance | ensuring continual improvements

effectiveness

Ensuring long-term Al | Develop a roadmap for Al-enhanced | Future-proof Al investments and | 12 months  $150,000
scalability  for  future | services (voice assistants, automated | maintain a competitive edge

expansion

checkein, robotic room service)
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