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Executive Summary  

This report analyses the development and implementation of the StaySmart+ service at Novotel London West, a large international hotel operating under the Arora Group. The project aims to introduce AI-driven guest interaction systems alongside sustainability-focused technologies to enhance operational efficiency and customer experience.  

The report identifies and evaluates key internal and external stakeholders, examining their roles, interests, and influence on project success. Strategic tools such as SWOT and PESTLE analysis are applied to assess the internal and external business environment. In addition, stakeholder mapping and the RACI matrix are used to clarify responsibilities and prioritise engagement strategies.  

The report further applies the 4C’s model—communication, consultation, collaboration, and commitment—to critically evaluate stakeholder engagement and conflict management approaches. The findings highlight that effective engagement can significantly improve business performance, employee satisfaction, and customer experience.  

Finally, the report provides practical recommendations to strengthen stakeholder involvement and ensure the successful adoption of StaySmart+ within a competitive and rapidly evolving hospitality industry. 

 1. Introduction  

The hotel industry is changing quickly because of new technology and environmental concerns. Many hotels are now using Artificial Intelligence (AI) and focusing on sustainability to improve their services. To stay competitive, hotels need to offer unique experiences that meet customer expectations.  

This report focuses on a new service called StaySmart+, which uses AI to improve guest interaction and includes eco-friendly features in hotel rooms. The aim of this service is to improve efficiency, reduce costs, and create a better experience for guests. However, for this project to be successful, it is important to work closely with different stakeholders such as staff, guests, and owners.  

The chosen hotel for this project is Novotel London West, located in Hammersmith, London. It is a large hotel with over 600 rooms and conference facilities. The hotel was recently taken over by the Arora Group, which creates a good opportunity to introduce new technologies like StaySmart+. However, due to the size of the hotel and number of employees, implementing this service may be challenging.  

As the Project Manager, my role is to identify and manage stakeholders effectively. This report will analyse internal and external stakeholders, use tools such as the Stakeholder Matrix and RACI model, and explain how the 4C’s model (communication, consultation, collaboration, and commitment) can be used to support the project.  

2. Current Situation Analysis
Before introducing the StaySmart+ service, it is important to understand both the external environment and the internal situation of the hotel. This can be done using PESTLE analysis (external factors) and SWOT analysis (internal factors).
2.1 PESTLE Analysis (External Factors)
PESTLE analysis helps to understand factors outside the organisation that can affect the project.
Economic Factors
Energy costs in London are currently high. This creates financial pressure for hotels. StaySmart+ can help reduce costs by using smart systems that automatically control lighting and heating when rooms are not in use. This can improve efficiency and reduce operational expenses.
Social Factors
Modern travellers are more environmentally aware. Many guests prefer hotels that are eco-friendly and reduce waste. By introducing sustainable features, StaySmart+ can improve customer satisfaction and attract more environmentally conscious guests.
Technological Factors
Technology is developing quickly in the hospitality industry. Many hotels are already using AI, mobile apps, and smart systems. If Novotel London West does not adopt these technologies, it may fall behind competitors. Therefore, implementing AI is important for maintaining competitiveness.
Legal Factors
There are strict data protection laws in the UK, such as GDPR. Since StaySmart+ uses AI and collects guest data, the hotel must ensure that all information is stored securely and used responsibly. Failure to follow legal requirements could lead to penalties and loss of customer trust.
Environmental Factors
The UK government is encouraging businesses to reduce carbon emissions and improve energy efficiency. Hotels are expected to follow sustainable practices. StaySmart+ supports this by reducing energy use and improving environmental performance.
2.2 SWOT Analysis (Internal Factors)
SWOT analysis helps to understand the strengths, weaknesses, opportunities, and threats of the organisation.
Strengths
Novotel London West has a strong location in Hammersmith and is one of the largest hotels in the area, with over 600 rooms. It also benefits from the support of Arora Group, which has the financial resources to invest in new technology. In addition, the hotel already attracts many business clients, providing a good base for testing new services.
Weaknesses
The hotel is an older building, which may make it difficult to install new smart systems and infrastructure. In addition, the large number of employees means that training staff to use new AI technology may take time and resources. Resistance to change may also occur among staff.
Opportunities
StaySmart+ provides an opportunity for the hotel to become a leader in smart and sustainable hospitality in West London. It can improve the hotel’s brand image, attract new customers, and increase customer satisfaction. It may also improve staff efficiency by reducing manual tasks.
Threats
There is strong competition from other hotels in London that are also adopting new technologies. In addition, the cost of installing and maintaining AI systems may be high. Technical failures or poor implementation could negatively affect guest experience.
2.3 Summary of Analysis
Overall, the analysis shows that StaySmart+ is a valuable opportunity for Novotel London West to improve efficiency, sustainability, and customer experience. However, there are also challenges, including high costs, staff training, and technological risks. Therefore, careful planning and strong stakeholder engagement are necessary to ensure successful implementation.
2.4 SMART Objectives
To ensure the success of the StaySmart+ project at Novotel London West, the following SMART objectives have been established:
· Specific: Implement AI-driven guest interaction systems and smart energy controls in all 600+ rooms.  
· Measurable: Reduce total hotel energy consumption by 15% within the first year of operation.  
· Achievable: Use the financial backing of the Arora Group to fund the necessary IT infrastructure and staff training.  
· Relevant: Align the hotel with UK government environmental regulations and meet the demands of eco-conscious travellers.  
· Time-bound: Complete the full rollout of the service and staff training within six months.
3. Stakeholder Identification and Analysis
For the successful implementation of StaySmart+, it is important to identify all stakeholders involved in the project. Stakeholders are individuals or groups who can affect or are affected by the project. According to stakeholder theory (Freeman, 1984), organisations must consider the needs and expectations of stakeholders to achieve success.
Stakeholders can be divided into two main groups: internal and external.
3.1 Internal Stakeholders
Internal stakeholders are people who work inside the organisation and are directly involved in daily operations.
Owners (Arora Group)
Arora Group are the owners of the hotel and provide financial support for the project. They have high power because they control investment decisions. Their main interest is to increase profit, improve the hotel’s image, and ensure long-term success.
Managers
Managers are responsible for planning and controlling the project. They ensure that StaySmart+ is implemented successfully and that operations continue smoothly. They have high responsibility and must balance cost, quality, and staff performance.
Hotel Staff
Staff include receptionists, housekeeping, and kitchen employees. They will use the AI systems in their daily work. They have high interest but lower power. Some staff may feel worried about learning new technology or losing their jobs, which can lead to resistance.
IT Team
The IT team is responsible for installing, maintaining, and fixing the AI systems. They play a key role in ensuring the technology works properly. Without their support, the project cannot function effectively.
3.2 External Stakeholders
External stakeholders are people or groups outside the organisation who are affected by the project.
Guests
Guests are the main customers of Novotel London West. They expect fast service, comfort, and a modern experience. Their satisfaction is very important because it directly affects the hotel’s reputation and revenue.
Technology Partners
These are companies that provide AI systems and software. They are responsible for delivering reliable technology and technical support. Poor performance from these partners can affect the success of StaySmart+.
Corporate Clients
Corporate clients book large numbers of rooms for meetings and events. They are important because they provide a large part of the hotel’s income. They are interested in innovation, efficiency, and sustainability.
Local Community and Government
The local community and government bodies are interested in environmental impact and legal compliance. They expect the hotel to follow regulations and operate responsibly.
3.3 Stakeholder Mapping (Power–Interest Matrix)
Not all stakeholders have the same level of power and interest. Therefore, it is important to analyse stakeholders using a power–interest matrix (Mendelow, 1991). This helps the organisation decide how to manage each stakeholder group.
Key Players (High Power, High Interest)
· Owners (Arora Group)
· Senior Managers
These stakeholders must be managed closely because they can directly influence the success of the project. Regular communication and involvement in decision-making are essential.
Keep Satisfied (High Power, Low Interest)
· Government and regulatory bodies
These stakeholders have high power but lower interest in daily operations. The organisation must ensure that all legal requirements are followed to avoid problems.
Keep Informed (Low Power, High Interest)
· Staff
· Guests
These stakeholders are very interested in the project but have less power. Clear communication is important to keep them engaged and reduce resistance.
Minimal Effort (Low Power, Low Interest)
· Some external partners
These stakeholders require less attention but should still be monitored.
3.4 Summary
In conclusion, effective stakeholder identification and analysis are essential for the success of StaySmart+. Different stakeholders have different levels of power and interest, so they must be managed in different ways. By understanding their needs and expectations, Novotel London West can improve communication, reduce risks, and increase the chances of successful project implementation.
4.Roles and Responsibilities
For a large project like StaySmart+, it is important to clearly define roles and responsibilities. This helps avoid confusion, saves time, and improves teamwork. One useful tool for this is the RACI matrix.
RACI stands for:
· R (Responsible) – the person who does the task
· A (Accountable) – the person who makes the final decision
· C (Consulted) – people who give advice
· I (Informed) – people who need updates
· Using the RACI model helps ensure that everyone understands their role in the project.
4.1 RACI Matrix for StaySmart+

	Project Task
	Managers 
	IT Team
	Staff
	Arora Group

	Buying AI Software
	C
	R
	I
	A

	Staff Training
	A
	R
	C
	I

	Using AI System
	R
	C
	R
	I

	Guest Interaction 
	I
	I
	R
	I

	Budget Decisions
	R
	C
	I
	A



4.2 Explanation of Roles
Managers
Managers are responsible for planning and controlling the project. They are accountable for staff training and daily operations. They also play a key role in decision-making and ensuring that the project meets its objectives.
IT Team
The IT team is responsible for installing and maintaining the AI systems. They are also responsible for staff training related to technology. Their role is critical because the success of StaySmart+ depends on reliable technology.
Hotel Staff
Staff are responsible for using the AI systems and interacting with guests. They play an important role in delivering the service and ensuring a good customer experience. Their involvement is essential for the success of the project.
Arora Group (Owners)
Arora Group are accountable for financial decisions. They approve the budget and provide funding for the project. Without their support, the project cannot move forward.
4.3 Benefits of Using RACI
Using the RACI model provides several advantages:
· Clear responsibilities: Everyone knows what they need to do
· Less confusion: Reduces overlap and mistakes
· Better communication: Helps teams work together effectively
· Faster decision-making: Clear authority improves efficiency
4.4 Challenges of RACI
Although RACI is useful, there are some challenges:
· Some roles may overlap in a large organisation
· Staff may not fully understand their responsibilities
· It requires regular updates as the project changes
To solve these issues, clear communication and regular review of roles are necessary.
4.5 Summary
In conclusion, the RACI matrix is an effective tool for managing roles and responsibilities in the StaySmart+ project. By clearly defining who is responsible, accountable, consulted, and informed, Novotel London West can improve efficiency, reduce confusion, and ensure smooth project implementation.

5. Stakeholder Engagement and Conflict Management using the 4C’s Model  

Effective stakeholder engagement is critical to the successful implementation of StaySmart+ at Novotel London West. According to Freeman (1984), stakeholders are individuals or groups who can affect or are affected by the achievement of organisational objectives. Therefore, managing their expectations, interests, and potential conflicts is a key responsibility of the Project Manager. To achieve this, the 4C’s model—Communication, Consultation, Collaboration, and Commitment—provides a structured framework to ensure alignment and minimise resistance throughout the project lifecycle.  

5.1 Communication  

Communication is the foundation of stakeholder engagement. Clear, consistent, and transparent communication ensures that all stakeholders understand the purpose, benefits, and implications of StaySmart+. In a large organisation such as Novotel London West, ineffective communication could lead to misunderstandings, resistance, and project delays.  

The Project Manager must develop a structured communication plan tailored to different stakeholder groups. For example, senior stakeholders such as the Arora Group and the General Manager require strategic updates focusing on return on investment, operational efficiency, and competitive advantage. In contrast, frontline staff require practical, operational communication, such as training sessions, user guides, and demonstrations of AI tools.  

Furthermore, communication must be continuous rather than one-off. Regular meetings, newsletters, and digital platforms can be used to keep stakeholders informed. This approach reduces uncertainty and builds trust, which is essential when introducing new technologies that may disrupt existing workflows.  

5.2 Consultation  

Consultation involves actively seeking stakeholder input before and during decision-making processes. This is particularly important in the StaySmart+ project, as stakeholders such as employees and guests are directly affected by the implementation of AI-driven systems.  

Engaging staff through workshops, surveys, and feedback sessions allows the Project Manager to identify concerns early, such as fears related to job security or difficulties in using new technologies. According to Kotter (1996), involving employees in change processes increases acceptance and reduces resistance.  

Similarly, consultation with external stakeholders, including corporate clients and technology partners, ensures that the service meets market expectations and technical requirements. For instance, corporate clients may provide insights into sustainability expectations, while technology partners can advise on system feasibility and scalability.  

Through consultation, stakeholders feel valued and heard, which enhances their willingness to support the project.  

5.3 Collaboration  

Collaboration goes beyond consultation by actively involving stakeholders in the implementation process. This stage focuses on building partnerships and shared responsibility for project outcomes.  

In the context of StaySmart+, collaboration is essential between departments such as IT, operations, and customer service. For example, the IT team must work closely with hotel staff to ensure that AI systems are user-friendly and effectively integrated into daily operations. This cross-functional collaboration reduces operational disruptions and enhances service quality.  

Additionally, collaboration with external stakeholders, such as technology providers, ensures that systems are customised to the hotel’s needs. Joint problem-solving sessions can be used to address technical challenges, particularly given the limitations of the hotel’s older infrastructure.  

Collaboration also plays a key role in innovation. By encouraging stakeholders to contribute ideas, the organisation can continuously improve the StaySmart+ service and maintain a competitive advantage in the hospitality market.  

5.4 Commitment  

Commitment refers to securing stakeholder support and ensuring long-term engagement with the project. Without commitment, even well-planned initiatives may fail due to lack of adoption or resistance.  

To build commitment, the Project Manager must demonstrate the value of StaySmart+ to each stakeholder group. For example, employees should understand how AI can reduce repetitive tasks and allow them to focus on delivering high-quality customer service. Similarly, senior management must be convinced of the financial and strategic benefits, such as cost savings and brand differentiation.  

Training and support are also essential in building commitment. Providing continuous training programmes ensures that staff feel confident using new technologies, reducing resistance and increasing productivity.  

Furthermore, recognising and rewarding stakeholder contributions can strengthen commitment. For example, acknowledging staff efforts during the implementation phase can improve morale and encourage continued engagement.  

5.5 Managing Stakeholder Conflicts  

Despite effective engagement strategies, conflicts are inevitable in complex projects. Two key conflicts identified in this project include cost versus quality and technology versus job security.  

The conflict between the Arora Group and the IT team regarding budget allocation can be addressed through transparent communication and evidence-based decision-making. By presenting cost-benefit analyses, the Project Manager can demonstrate the long-term value of investing in high-quality technology.  

The conflict between technology implementation and employee job security requires a more sensitive approach. Communication and consultation are critical in addressing employee concerns. By clearly explaining that AI is intended to support rather than replace staff, and by offering training opportunities, the organisation can reduce fear and resistance.  

Ultimately, the 4C’s model provides a comprehensive framework for managing both engagement and conflict. By integrating communication, consultation, collaboration, and commitment, the Project Manager can align stakeholder interests, minimise risks, and ensure the successful implementation of StaySmart+.

5.6 Stakeholder Engagement and Communication Plan
Effective stakeholder engagement requires a structured and strategic approach to ensure that all stakeholders are appropriately involved throughout the project lifecycle. According to Bourne (2015), a well-developed engagement plan enhances communication, reduces resistance, and improves overall project success. In the context of the StaySmart+ project, both engagement and communication strategies must be tailored to the needs, power, and interest of each stakeholder group.
The stakeholder engagement plan focuses on identifying appropriate methods to involve stakeholders, ensuring that their expectations are managed effectively. High-power stakeholders, such as the Arora Group and senior managers, require close engagement through regular meetings and strategic reports. This ensures alignment with organisational objectives and supports informed decision-making.
In contrast, internal stakeholders such as hotel staff require continuous engagement through training sessions, workshops, and feedback mechanisms. This is particularly important to reduce resistance to change and increase acceptance of AI-driven technologies (Kotter, 1996). Similarly, external stakeholders such as guests should be engaged through feedback surveys and digital platforms to ensure that the service meets their expectations.
A structured communication plan is also essential to ensure that information is delivered clearly, consistently, and at the appropriate frequency. Effective communication improves transparency, builds trust, and supports collaboration across departments (PMI, 2021). Different communication methods should be used depending on the stakeholder group, including formal reports, meetings, emails, and interactive sessions.
The table below summarises the stakeholder engagement and communication strategy for the StaySmart+ project
Stakeholder Engagement and Communication Plan 

	Stakeholder
	Engagement Method
	Communication Method
	Frequency
	Purpose

	Arora Group (Owners)
	Strategic meetings
	Reports & presentations
	Monthly
	Monitor ROI and performance

	Senior Managers
	Workshops & planning sessions
	Meetings & emails
	Weekly
	Ensure project alignment

	Hotel Staff
	Training & feedback sessions
	Face-to-face & digital platforms
	Weekly
	Reduce resistance and improve skills

	IT Team
	Collaborative meetings
	Technical updates
	Weekly
	Ensure system implementation

	Guests
	Surveys & digital feedback
	Mobile apps & email
	Continuous
	Improve customer experience

	Corporate Clients
	Consultations
	Meetings & reports
	Monthly
	Maintain business relationships

	Government/
Regulators
	Compliance reviews
	Formal reports
	Quarterly
	Ensure legal compliance



6.Impact on business performance 
The success of StaySmart+ at Novotel London West is fundamentally linked to how effectively the Project Manager engages with key stakeholders. According to stakeholder theory, creating value for all parties involved is the most sustainable way to achieve superior business performance.  

6.1 Financial Performance and Operational Efficiency
Effective engagement with internal stakeholders, specifically the Arora Group and senior management, ensures the financial stability of the project.  

• Cost Reduction: By engaging the IT team to implement smart sensors and AI controls, the hotel can significantly reduce energy consumption in its 600+ rooms. This is a critical performance metric given the high energy costs in London.  

• Resource Optimization: Collaboration between departments reduces operational overlap and manual tasks. When staff are committed to using the AI tools correctly, the hotel can operate more efficiently with fewer resources, directly improving the bottom line.  

• ROI (Return on Investment): Regular communication with owners regarding performance reports ensures continued investment and helps the hotel monitor the financial success of the StaySmart+ technology. 
 
6.2 Customer Experience and Market Competitiveness

In the hospitality industry, business performance is often measured by guest satisfaction and brand reputation.  

• Revenue Growth: Guests today are more environmentally aware and prefer eco-friendly hotels. By engaging guests through the StaySmart+ features, Novotel London West can attract this growing market segment, leading to higher occupancy rates and increased revenue.  
• Brand Differentiation: The successful adoption of AI technology provides a unique selling point (USP), allowing the hotel to compete more effectively with other large hotels in West London.  

• Corporate Loyalty: Corporate clients, who provide a large portion of the hotel's income, value innovation and sustainability. Engaging these clients through consultations ensures that the hotel remains their preferred choice for conferences and events.  

6.3 Employee Performance and Organizational Health

The impact of stakeholder engagement on the workforce is a primary driver of service quality.  

• Reduced Resistance: High levels of consultation and communication reduce staff fear regarding job security. When employees feel valued and heard, their productivity increases, and the risk of project failure due to human error decreases.  

• Skill Development: Continuous training (Commitment) improves the digital literacy of the staff. A more skilled workforce is more flexible and capable of delivering the high-quality service that modern guests expect.  

• Retention: Effective engagement leads to higher employee satisfaction. In a competitive market like London, retaining experienced staff reduces the high costs associated with recruitment and training new employees.  

6.4 Strategic Alignment and Sustainability

Finally, engaging with external stakeholders like the government and the local community ensures the hotel’s long-term "license to operate".  

• Legal Compliance: Proactive engagement with regulators regarding GDPR and environmental laws prevents expensive legal penalties and protects the hotel's reputation.  

• Social Responsibility: By meeting the UK government’s expectations for carbon reduction, Novotel London West improves its standing in the community, which can lead to better relationships with local suppliers and partners.

7. Recommendations 
Based on the analysis of stakeholders and the business environment, the following recommendations are proposed to ensure the long-term success of StaySmart+ at Novotel London West:

7.1 Enhance Staff Training and Support

Since the hotel has a large number of employees, training is a significant challenge.  

• Digital Champions: The hotel should identify "Digital Champions" in each department (reception, housekeeping, and maintenance) to act as internal experts who can help their peers with the new AI technology. 
 
• Continuous Learning: Training should not be a one-time event; instead, monthly refresher workshops should be held to address technical difficulties and update staff on system changes.  

• Feedback Loops: Managers must create a safe environment where staff can share their fears about job security and technology without judgment.  

7.2 Strengthen Guest Engagement

To ensure the AI systems improve the customer experience, the hotel must actively involve the guests.  

• User-Friendly Interfaces: The IT team must ensure that the AI interaction tools are intuitive and available in multiple languages to support international guests. 
 
• Incentive Programs: The hotel could offer "Green Points" or loyalty rewards to guests who actively use the StaySmart+ features to save energy during their stay.  

• Real-Time Feedback: Implement a quick digital survey via the StaySmart+ app to capture guest satisfaction immediately after they use the service.  

7.3 Strategic Technology Management

Reliable technology is the backbone of this project.  

• Infrastructure Investment: The Arora Group should allocate a specific budget for upgrading the older building's wiring and internet connectivity to prevent system failures.  

• Vendor Collaboration: The Project Manager should establish quarterly performance reviews with technology partners to ensure the software remains competitive and secure.  

• Data Security: Given the legal requirements of GDPR, the hotel must conduct regular audits of how the AI system stores and uses guest data to maintain trust.  

7.4 Corporate and Community Alignment

The hotel must leverage its new "smart" image to attract high-value stakeholders.  

• Sustainability Reporting: Novotel London West should produce an annual "Sustainability Impact Report" showing how much carbon was saved by StaySmart+ to attract corporate clients with strict ESG (Environmental, Social, and Governance) goals.  

• Local Leadership: The hotel should participate in local business forums in Hammersmith to share their experience with sustainable technology, improving their reputation with the local government. 

8. Conclusion 
The implementation of the StaySmart+ service at Novotel London West represents a pivotal shift toward a more technologically integrated and sustainable hospitality model. As analyzed throughout this report, the success of such a complex project is not solely dependent on the technical reliability of AI systems, but rather on the strategic management and engagement of diverse stakeholder groups.  
Through the application of the PESTLE and SWOT frameworks, it is evident that while external economic and environmental pressures necessitate innovation, internal challenges such as the hotel’s aging infrastructure and potential staff resistance require proactive mitigation. The Stakeholder Power-Interest Matrix and RACI model provided the necessary structure to prioritize engagement, ensuring that high-power stakeholders like the Arora Group remain committed through clear ROI reporting, while frontline staff are supported through continuous training and consultation.  
Furthermore, the 4C’s model Communication, Consultation, Collaboration, and Commitment served as a critical framework for resolving conflicts, particularly the tension between technological automation and job security. By fostering a culture of collaboration, the Project Manager can transform potential resistance into active support, ensuring that AI tools enhance rather than replace the human element of hospitality.  
In conclusion, StaySmart+ offers a significant opportunity for Novotel London West to differentiate its brand, achieve substantial energy savings, and meet the evolving expectations of eco-conscious and tech-savvy travelers. Effective stakeholder management is the primary driver of this success; by maintaining transparent communication and fostering a sense of shared ownership, the hotel can ensure the long-term viability of the service, ultimately securing its competitive position in the London hospitality market. 
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