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1. Executive Summary
This report evaluates the stakeholder engagement requirements associated with the proposed launch of StaySmart+, a premium customer-experience service for Marriott International. The proposed service combines AI-driven guest interaction, personalised travel planning and sustainability-focused amenities. It is planned for implementation across selected Marriott hotels in international markets within six months.
Marriott International provides an appropriate organisational context because its scale, international presence and diverse stakeholder network make stakeholder engagement particularly important. Marriott reported approximately 9,800 properties and more than 1.7 million rooms worldwide at the end of 2025, demonstrating the complexity of implementing a standardised service across different hotels, owners, employees and markets. Marriott also reported worldwide RevPAR growth during 2025, with international markets continuing to be an important source of growth.
The report applies stakeholder theory, particularly Freeman's (1984) stakeholder approach and Mitchell, Agle and Wood's (1997) stakeholder salience model. These are combined with SWOT and PESTLE analysis, SMART objectives, a power-interest matrix, a stakeholder engagement plan, communication plan and RACI matrix. The report also applies the 4Cs of communication, collaboration, consultation and commitment as the central stakeholder engagement process.
The analysis identifies senior management, project teams, product development, IT, AI and cybersecurity specialists, hotel managers, employees, marketing, sales, HR, finance, legal, data protection and sustainability teams as major internal stakeholders. External stakeholders include guests, hotel owners and franchisees, technology suppliers, sustainability partners, regulators, destination organisations, local communities and investors.
A key finding is that stakeholder interests are not automatically aligned. Owners may focus on financial return, employees may be concerned about job security, guests may want personalisation without intrusive data collection, and regulators may prioritise privacy and transparency. Consequently, the project manager must manage trade-offs rather than simply attempt to satisfy all stakeholders.
The report recommends a global core, local adaptation approach. Core standards relating to cybersecurity, privacy, AI governance and brand quality should remain consistent, while local stakeholders should influence communication, destination recommendations and implementation methods. This is important because research demonstrates that cultural differences can influence stakeholder engagement and decision-making in multinational projects (Lückmann and Färber, 2016; Osobajo et al., 2023).
The report concludes that effective stakeholder engagement can contribute to customer satisfaction, employee adoption, innovation, operational efficiency, sustainability performance and competitive advantage. However, engagement also creates costs and risks, including slower decision-making, stakeholder conflict, consultation fatigue and ethical concerns involving AI, privacy, employment and greenwashing. Stakeholder engagement should therefore be embedded into project governance throughout the project lifecycle rather than treated as a communication exercise immediately before launch.

2. Introduction
The hospitality industry has experienced significant changes in customer expectations because of digitalisation, changing travel behaviour and increasing interest in personalised and sustainable experiences. Guests are no longer evaluating hotels only on the basis of room quality and price. They increasingly consider convenience, digital interaction, personalisation, sustainability and the quality of the overall travel experience. This creates opportunities for international hotel groups to use technology to improve customer relationships, but it also creates new responsibilities concerning privacy, employee involvement and ethical use of technology.
This report focuses on Marriott International, one of the world's largest hospitality organisations. Marriott operates a broad international portfolio of hotel brands across luxury, premium, select-service and longer-stay segments. The organisation uses a combination of managed, franchised, licensed and other arrangements, meaning that the stakeholders involved in a new service extend well beyond Marriott's corporate employees.
Marriott's scale makes it an appropriate case for this assessment. At the end of 2025, Marriott reported approximately 9,805 properties and 1,779,936 rooms worldwide. The organisation therefore has considerable potential to benefit from a successful innovation, but the same scale creates challenges involving coordination, standardisation and stakeholder alignment.
The proposed StaySmart+ service is designed as a premium customer-experience initiative. It has three main elements. First, an AI-driven guest interaction tool would provide assistance with routine hotel questions, service requests and destination information. Second, personalised travel planning would allow guests to receive recommendations based on their preferences and trip requirements. Third, sustainability-focused amenities would encourage guests to make lower-impact choices and engage with sustainable local experiences.
The project is intended to be launched across selected hotels within six months. The six-month period creates a significant project-management challenge because stakeholder consultation, service design, technical development, testing, training, compliance and marketing must occur within a relatively short timeframe.
Stakeholder engagement is therefore central to the project's success. Freeman (1984) argues that stakeholders include groups and individuals who can affect or are affected by organisational objectives. This means that customers, employees, owners, suppliers and regulators should not be considered peripheral to the project. Instead, their interests should be incorporated into decision-making.
However, stakeholder theory also raises an important management problem. Stakeholders do not necessarily have the same interests. A shareholder may prioritise financial returns, an employee may prioritise job security, a customer may prioritise convenience and privacy, while a regulator may prioritise compliance. The project manager must therefore balance competing interests and make decisions that are transparent and defensible.
The purpose of this report is to identify and categorise the key stakeholders associated with StaySmart+, examine their roles and interests, develop appropriate engagement strategies and critically evaluate how stakeholder engagement could influence business performance. The report also considers cultural and ethical issues associated with implementing an AI-enabled hospitality service across international markets.

3. Company and Project Overview
Marriott International is a global hospitality organisation with a large and diverse portfolio of hotel brands. Its operating model involves corporate functions, hotel employees, managed properties, franchisees, owners, suppliers and business partners. This creates a stakeholder network that is significantly more complicated than that of a single independent hotel.
For the purpose of this project, a London Marriott hotel is used as the initial UK context. London is appropriate because it is an international business and tourism destination with customers from different nationalities, cultures and age groups. A London pilot could therefore provide useful evidence about the suitability of StaySmart+ for diverse customer groups before the service is adapted for other international markets.
The project also fits with Marriott's existing strategic direction. The organisation has a major sustainability and social-impact programme, Serve 360, which is based on the principle that the success of the company, its stakeholders and the planet are interconnected. Marriott identifies responsible operations, community impact, opportunity and human rights as areas of its sustainability and social-impact activity.
This provides an important strategic opportunity for StaySmart+. The sustainability component would not need to operate separately from Marriott's wider strategy. Instead, it could become a customer-facing extension of existing sustainability objectives.
Marriott's sustainability approach also demonstrates the importance of stakeholder collaboration. The organisation states that it works with associates, hotel owners, franchisees, suppliers, business partners and guests in relation to sustainable hotel operations. This existing stakeholder network could therefore support StaySmart+ if the project is properly aligned with existing relationships.
The proposed service should not, however, be considered purely an IT project. It represents an organisational change because it may alter employees' responsibilities, customer expectations, data-management processes, supplier relationships and the way sustainability is communicated.

















4. Situational Analysis
4.1 SWOT Analysis
	Strengths
	Weaknesses

	Strong global brand and large international hotel network
	Large organisational structure can make decisions slower

	Existing customer relationships through Marriott Bonvoy
	Different owners and franchisees may have different priorities

	Established digital and technology capabilities
	Dependence on complex technology infrastructure

	Existing sustainability strategy through Serve 360
	Global scale increases privacy and cybersecurity exposure

	Extensive hospitality and customer-service expertise
	Technology readiness may differ between properties


	Opportunities
	Threats

	AI can improve response speed and personalisation
	Competitors can introduce similar services

	Sustainability can differentiate the customer proposition
	AI errors can damage customer trust

	Customer and employee co-creation can improve service design
	Privacy breaches can create financial and reputational damage

	Integration with existing digital platforms can increase loyalty
	Employees may resist perceived job displacement

	International pilots can create transferable learning
	Different regulations can complicate international deployment


The SWOT analysis indicates that Marriott has significant resources with which to support StaySmart+. Its international scale, established customer relationships and existing sustainability activities create a strong foundation. However, scale is simultaneously a strength and a weakness. A solution that works effectively in a London property may not work in exactly the same way in another market because of differences in culture, regulation, technology infrastructure and customer behaviour.
The project should therefore avoid assuming that standardisation automatically produces consistency. Excessive standardisation could make the service unsuitable for local markets, while excessive localisation could increase costs and weaken the Marriott brand. This tension supports the recommendation for a global core with local adaptation.
4.2 PESTLE Analysis
Political
Political instability, government tourism policies and international relations can influence travel demand and hotel operations. International markets may also have different attitudes towards AI and data sharing. The project team should therefore involve regional management and local legal specialists rather than assuming that one political or regulatory environment applies globally.
Economic
Inflation, exchange rates, labour costs and differences in consumer purchasing power can influence the adoption of premium services. Owners and franchisees may question whether the investment required for StaySmart+ will generate sufficient returns. A clear financial business case is therefore required.
Social
Customers increasingly expect convenience and personalisation, but hospitality remains highly dependent on human interaction. Some guests may welcome an AI assistant, while others may consider it impersonal. Age, culture, language, accessibility and digital confidence can all influence adoption.
Technological
AI, mobile technology and data analytics create opportunities for improved service delivery. However, system failures, cybersecurity incidents, inaccurate recommendations and algorithmic bias could undermine customer trust. IT and cybersecurity stakeholders therefore need to be involved from the beginning rather than consulted after the product has already been designed.
Legal
Data protection is a major issue because StaySmart+ may process information relating to customers' preferences, travel plans and interactions. The Information Commissioner's Office identifies principles such as fairness, transparency, data minimisation, security and accountability as important when organisations use AI and personal data.
International deployment creates additional complexity because different jurisdictions have different regulatory requirements. The EU AI Act is particularly relevant to European operations, meaning that the project team needs a market-by-market compliance assessment.
Environmental
Sustainability represents both an opportunity and a responsibility. Marriott already states that it aims to reduce environmental impacts through energy, water, waste and carbon initiatives and works with stakeholders across its hotel network to support responsible operations. StaySmart+ can build on this by making sustainable choices more visible to guests.
4.3 SMART Objectives
The following SMART objectives are proposed:
1. Specific: Launch StaySmart+ in selected Marriott hotels across the UK, Europe, Asia-Pacific and North America within six months.
2. Measurable: Achieve at least 80% completion of employee training before launch and at least 60% adoption among eligible guests within three months of launch.
3. Achievable: Complete a controlled pilot before full deployment.
4. Relevant: Improve guest experience, personalisation, operational efficiency and sustainability participation.
5. Time-bound: Complete design, consultation, technical testing, compliance approval and training within six months and conduct a formal 90-day post-launch review.
The SMART objectives are important because stakeholder engagement should be linked to measurable project outcomes. Simply counting stakeholder meetings would not demonstrate successful engagement.

5. Stakeholder Identification and Categorisation
Freeman's (1984) stakeholder theory provides a useful starting point because it recognises that organisational performance depends on relationships with multiple groups. However, the theory alone does not explain which stakeholders should receive the greatest management attention. Mitchell, Agle and Wood (1997) address this issue through stakeholder salience, arguing that power, legitimacy and urgency influence the priority given to different stakeholders.
Internal stakeholders
Executive sponsor and senior management provide strategic direction, funding and final authority. They have high power because they can approve, modify or terminate the project.
Project manager and project team coordinate the project, manage risks, monitor progress and maintain stakeholder relationships. Their role is particularly important because they connect different functional areas.
Product development and customer-experience teams translate customer requirements into the service design. Their importance comes from ensuring that the technology actually solves customer problems.
IT, AI and cybersecurity teams develop and maintain the technical infrastructure. They are responsible for system integration, security, testing and technical reliability.
Hotel general managers and operations teams provide local implementation knowledge. Their involvement is important because corporate teams may not fully understand the operational realities of individual hotels.
Front-line employees, including reception, concierge and guest-services teams, have direct contact with customers. They are essential because they will deal with situations where the AI cannot respond appropriately.
Marketing and sales teams communicate the value of StaySmart+ and support customer adoption.
Human resources and learning and development manage training and changes to employee responsibilities.
Finance and procurement manage budgets, supplier relationships and financial evaluation.
Legal and data-protection teams assess privacy, contractual and regulatory requirements.
Sustainability specialists ensure that environmental claims are credible and consistent with Marriott's sustainability strategy.
External stakeholders
Guests are the primary users and beneficiaries. Their adoption determines whether the service generates value.
Owners and franchisees are highly influential because they may need to invest in implementation, training and equipment.
Technology suppliers provide specialist AI and digital capabilities but can also create vendor-dependency risks.
Sustainability suppliers and local businesses can support sustainable travel recommendations and local experiences.
Regulators provide legal oversight and can impose requirements that influence service design.
Local communities and destination organisations provide local knowledge and may be affected by increased tourism activity.
Investors are concerned with financial performance, risk and long-term value.
The stakeholder network therefore extends from the corporate centre to individual hotel employees, guests and local communities. This supports Christopher, Payne and Ballantyne's (2002) argument that relationship management in service organisations involves multiple stakeholder groups rather than only the customer.




6. Stakeholder Roles, Responsibilities, Benefits and Challenges
	Stakeholder
	Main role
	Benefit to project
	Challenge

	Executive sponsor
	Strategic direction
	Authority and funding
	Competing priorities

	Project manager
	Coordination and governance
	Integration
	Conflicting interests

	Product team
	Service design
	Customer focus
	Scope creep

	IT/AI
	Technology
	Specialist expertise
	Security and reliability

	Hotel GMs
	Implementation
	Local knowledge
	Operational pressure

	Employees
	Service delivery
	Human interaction
	Job concerns

	HR/L&D
	Training
	Capability
	Training time

	Marketing
	Promotion
	Customer adoption
	Over-promising

	Legal/DPO
	Compliance
	Risk reduction
	Regulatory complexity

	Sustainability
	Environmental design
	Credibility
	Greenwashing risk

	Owners
	Investment
	Capital and market knowledge
	ROI concerns

	Guests
	Usage and feedback
	Customer insight
	Privacy concerns

	Suppliers
	Technology/services
	Specialist capability
	Dependency

	Regulators
	Oversight
	Legitimacy
	Different requirements

	Communities
	Local knowledge
	Social legitimacy
	Tourism impacts


The benefits provided by stakeholders are interdependent. Employees provide practical knowledge about customer interactions, customers provide information about expectations, owners provide investment and suppliers provide specialist capabilities. Effective engagement should therefore allow these different resources to be combined.
However, the same stakeholders can also create constraints. For example, owners may want fast implementation, while the legal team may want additional testing. Employees may support automation of repetitive work but oppose the removal of human interaction. Guests may request personalised recommendations while being concerned about how much data is collected.
This illustrates an important limitation of a simplistic stakeholder-management approach. Stakeholders cannot always be “kept happy”. The project manager must sometimes make decisions that disadvantage one stakeholder in order to protect another legitimate interest. Good stakeholder management therefore requires transparency, negotiation and prioritisation.

7. Stakeholder Engagement Frameworks
7.1 Stakeholder Power-Interest Matrix
	
	High Interest
	Low Interest

	High Power
	Executive sponsor, owners, GMs, IT/AI, legal/DPO
	Investors, some regulators

	Low Power
	Employees, guests, sustainability groups, communities
	Peripheral suppliers, wider public


High-power/high-interest stakeholders should be managed closely through steering meetings and decision workshops.
High-power/low-interest stakeholders should be kept satisfied through concise reporting.
Low-power/high-interest stakeholders should be actively involved through consultation and feedback. This category is particularly important because low formal power does not mean low influence. Employees can affect implementation through resistance or adoption, while guests can influence reputation through reviews and social media.
Low-power/low-interest stakeholders should be monitored.
The limitation of the power-interest matrix is that stakeholder power can change. A customer group may have limited formal power at the beginning of the project but significant reputational power after launch. Therefore, the project manager should review the stakeholder map at every project stage.





7.2 Stakeholder Engagement Plan
	Stakeholder
	Current position
	Desired position
	Engagement method

	Executives
	Supportive
	Champion
	Monthly steering board

	Owners
	Mixed
	Supportive
	Business-case workshops

	GMs
	Mixed
	Champion
	Regional forums

	Employees
	Uncertain
	Committed
	Workshops and training

	Guests
	Unaware
	Active users
	Focus groups and pilots

	IT/AI
	Supportive
	Co-owner
	Agile meetings

	Legal/DPO
	Cautious
	Supportive gatekeeper
	Compliance reviews

	Sustainability
	Supportive
	Co-owner
	Sustainability reviews

	Suppliers
	Supportive
	Integrated
	Joint planning

	Communities
	Neutral
	Supportive
	Local consultation


The engagement plan demonstrates that different stakeholders require different levels of involvement. This is more appropriate than using a single communication strategy for everyone.
7.3 Communication Plan
	Audience
	Key information
	Method
	Frequency

	Senior management
	Progress, budget and risks
	Dashboard/meeting
	Monthly

	Owners
	ROI and readiness
	Workshop/webinar
	Monthly

	GMs
	Operational changes
	Regional forum
	Fortnightly

	Employees
	Role changes and training
	Town halls/intranet
	Bi-weekly

	Guests
	Benefits and privacy
	App/email/website
	Pre-launch/ongoing

	IT/suppliers
	Technical requirements
	Agile meetings
	Weekly

	Legal/DPO
	Compliance
	Stage-gate reviews
	Monthly

	Sustainability
	Environmental performance
	Review meetings
	Monthly


The communication strategy should be two-way. Communication should not simply inform stakeholders about decisions that have already been made. Stakeholders should be able to question assumptions and suggest improvements.


7.4 RACI Matrix
	Activity
	Sponsor
	PM
	Product
	IT
	Operations
	HR
	Legal
	Sustainability
	Marketing

	Business case
	A
	R
	C
	C
	C
	I
	C
	C
	C

	Stakeholder analysis
	C
	A/R
	C
	C
	C
	C
	C
	C
	C

	Service design
	I
	A
	R
	R
	C
	C
	C
	C
	C

	AI/privacy testing
	I
	C
	C
	R
	I
	I
	A/R
	I
	I

	Sustainability design
	I
	C
	C
	C
	C
	I
	C
	A/R
	C

	Pilot
	A
	R
	R
	R
	R
	C
	C
	C
	R

	Training
	I
	A
	C
	C
	R
	R
	C
	C
	I

	Marketing launch
	A
	C
	C
	C
	C
	I
	C
	C
	R

	Go/no-go decision
	A
	R
	C
	C
	C
	C
	C
	C
	C

	Post-launch review
	A
	R
	R
	R
	R
	C
	C
	R
	R


R = Responsible; A = Accountable; C = Consulted; I = Informed.
The RACI matrix is particularly useful because Marriott's operating model involves different organisational levels. Without clear accountability, issues could be passed between corporate functions, hotel management and suppliers. The project manager should therefore ensure that the RACI is agreed before implementation begins.

8. Critical Stakeholder Engagement Process: The 4Cs
The proposed stakeholder engagement process is based on four interconnected activities: communication, collaboration, consultation and commitment. The model should not be treated as a simple sequence because the activities need to continue throughout the project.
8.1 Communication
The first responsibility of the project manager is to establish a clear and consistent explanation of why StaySmart+ is being introduced.
Employees should understand that the objective is not simply to reduce staffing costs. If employees believe AI is being introduced primarily to remove jobs, resistance is likely to increase. Instead, Marriott should position StaySmart+ as a tool that can remove repetitive tasks and allow employees to focus on more complex and personal aspects of hospitality.
Communication should be adapted according to stakeholder needs. Senior management requires information about strategic value and return on investment. Owners need financial information. Employees need practical information about their roles. Guests need simple explanations about benefits, privacy and access to human assistance.
International communication presents an additional challenge. Lückmann and Färber (2016) found that cultural differences can influence stakeholder engagement in international projects. Osobajo et al. (2023) also highlight the influence of culture on stakeholder engagement and decision-making in multinational environments.
Therefore, Marriott should maintain consistent core messages while allowing local project teams to adapt communication styles. A highly direct communication approach may be effective in one culture but less effective in another. Local stakeholder representatives should therefore help shape implementation.
Communication about AI must also be transparent. Guests should know when they are interacting with AI and how their data is being used. This is increasingly important because AI regulation is developing internationally. The project should therefore involve legal and data-protection stakeholders at the beginning rather than treating compliance as a final approval stage.
8.2 Collaboration
Collaboration should move stakeholders from being recipients of information to participants in the design of StaySmart+.
The project manager should establish a StaySmart+ Stakeholder Council containing representatives from product development, hotel operations, front-line employees, IT, marketing, HR, sustainability, legal, owners and customers.
The council could use workshops to develop customer and employee user stories. For example:
“As a guest, I want the system to recommend restaurants that meet my dietary requirements.”
“As an employee, I want the AI to transfer complicated complaints to me rather than providing an inappropriate automated response.”
“As a sustainability manager, I want environmental claims to be based on measurable evidence.”
This approach allows stakeholders to identify problems before launch. Employees may recognise operational issues that developers have missed, while customers may identify privacy concerns.
However, collaboration also has limitations. More stakeholders can mean more opinions, longer meetings and slower decisions. Therefore, the project manager should establish clear decision rights. Collaboration should influence decisions without removing accountability.
8.3 Consultation
Consultation should test whether the proposed service works in practice.
The project should use customer focus groups, employee workshops, owner interviews, supplier assessments, legal reviews and local community discussions.
A controlled pilot should be implemented before full deployment. It should include hotels from different markets to identify differences in customer expectations, employee readiness and regulatory requirements.
The pilot should measure:
· customer satisfaction;
· adoption rates;
· AI accuracy;
· employee workload;
· escalation rates;
· privacy concerns;
· technical reliability;
· sustainability participation; and
· financial outcomes.
Consultation is particularly important for stakeholders with lower formal power. Employees, guests and communities may not control budgets, but they can provide information that prevents costly mistakes.
The project manager should maintain a feedback register showing each significant stakeholder recommendation, the decision made and the reason for accepting or rejecting it. This helps prevent tokenistic consultation.
8.4 Commitment
The final C converts engagement into measurable responsibility.
Senior management should commit funding and strategic support. Owners should commit implementation resources. GMs should commit operational capacity. HR should commit training. IT should commit technical support. Legal should approve compliance arrangements.
Commitment should be measured through:
· employee training completion;
· stakeholder attendance;
· number of unresolved concerns;
· stakeholder satisfaction;
· agreed actions completed;
· pilot participation; and
· adoption levels.
Kotter's (1996) change-management approach is useful here because successful organisational change requires leadership support, a guiding coalition, a clear vision, removal of barriers and reinforcement of new behaviours.
Early pilot successes should therefore be communicated to stakeholders. For example, if the pilot reduces response times while increasing employee satisfaction, this evidence can strengthen support for wider deployment.

8.5 Managing Stakeholder Conflict
Conflict should be expected because stakeholder interests are different.
One likely conflict is between employees and senior management. Management may see AI as an efficiency tool, while employees may fear job displacement. The project manager should avoid labelling employees as simply “resistant to change”. Instead, their concerns should be treated as information that may reveal genuine risks.
A second conflict could occur between owners and legal teams. Owners may want rapid implementation to achieve financial returns, while legal teams may require additional privacy testing.
The Thomas-Kilmann model identifies five approaches to conflict: competing, collaborating, compromising, avoiding and accommodating. Collaboration should normally be preferred for important StaySmart+ conflicts because it seeks to identify a solution that addresses the underlying interests of both parties.
Fisher, Ury and Patton (2011) similarly recommend focusing on interests rather than positions. For example, if an owner demands immediate implementation, the project manager should identify the reason. The underlying concern may be a financial target rather than an actual requirement for immediate global deployment.
A compromise could involve a controlled pilot with measurable financial targets while compliance testing continues.
The project manager should use the following conflict process:
1. Identify the disagreement early.
2. Meet stakeholders separately where necessary.
3. Clarify underlying interests.
4. Gather objective evidence.
5. Develop alternative solutions.
6. Evaluate solutions against agreed criteria.
7. Document the decision.
8. Escalate unresolved issues to the steering committee.
9. Review the stakeholder relationship afterwards.
This process protects the project from destructive conflict while allowing constructive disagreement to improve decision-making.

9. Ethical and Cross-Cultural Considerations
Data privacy
Privacy is one of the most important ethical issues because StaySmart+ will potentially process information about customer preferences and behaviour. Marriott already operates a global privacy framework, but StaySmart+ would increase the importance of ensuring that data collection is proportionate and transparent.
The ICO's AI guidance highlights principles including fairness, transparency, data minimisation, security and accountability. Therefore, privacy should be considered during service design rather than after development.
AI bias
AI recommendations could unintentionally favour certain businesses, destinations or customer profiles. Testing should therefore be carried out across different markets, languages and customer groups.
Human oversight should also remain available where AI recommendations are inappropriate or where customers require more complex support.
Employment
The introduction of AI could affect employee perceptions of job security. Marriott should therefore provide training and explain how employee roles are expected to change.
The ethical objective should be to use AI to remove repetitive activities rather than simply reduce human interaction. This supports the concept of technology-enabled hospitality rather than technology replacing hospitality.
Sustainability and greenwashing
StaySmart+ should not make environmental claims that cannot be supported by evidence. Marriott's existing Serve 360 programme provides a useful framework because it includes environmental, social and community objectives. Marriott's sustainability reporting also includes climate-related goals and property-level initiatives.
The project should therefore identify measurable environmental outcomes for each sustainability feature.
Digital exclusion
Not every guest will want to interact with AI. Some customers may have limited digital skills, disabilities or simply prefer speaking to an employee.
A premium service should therefore provide a human alternative. Making AI compulsory could undermine the inclusiveness of the service.
Cultural differences
Cultural differences can affect how customers and employees perceive AI, authority, communication and participation. Research by Lückmann and Färber (2016) demonstrates the challenges of stakeholder engagement across national cultures.
Marriott should therefore avoid assuming that a single engagement approach will work everywhere. Local employees and managers should have sufficient influence to adapt implementation to local expectations.

10. Impact of Stakeholder Engagement on Business Performance
Stakeholder engagement can influence business performance through customer experience, employee performance, financial outcomes, innovation, reputation and sustainability.
Customer experience
Involving customers in design should increase the probability that StaySmart+ meets genuine needs. Personalised travel planning could reduce the effort involved in researching destinations and create a more convenient experience.
Performance should be measured through customer satisfaction, Net Promoter Score, adoption, repeat bookings, complaints and digital engagement.
However, engagement also reveals a potential negative relationship. Customers may appreciate useful personalisation but reject excessive data collection. Therefore, Marriott needs to balance convenience with privacy.
Employee performance
Employee engagement can improve adoption because employees understand why the technology is being introduced and have opportunities to influence it.
AI may reduce the amount of time employees spend answering routine questions, allowing them to focus on complex customer interactions. However, if the AI produces inaccurate information, employees may have to spend additional time correcting it.
Measures should include employee satisfaction, turnover, training completion, response times, productivity and AI escalation rates.
Financial performance
Stakeholder engagement can support financial performance by reducing implementation failure and increasing adoption.
Potential benefits include:
· increased direct bookings;
· improved customer retention;
· higher loyalty engagement;
· additional hotel spending;
· reduced repetitive service costs;
· increased efficiency; and
· stronger differentiation.
Costs include technology development, training, consultation, cybersecurity, supplier contracts and system integration.
The project should therefore use a benefits-realisation dashboard to measure whether expected returns are actually achieved.
Brand reputation
Effective stakeholder engagement can strengthen Marriott's reputation for innovation and responsible hospitality.
However, failure could damage the brand. A major privacy incident, discriminatory AI output or false sustainability claim could undermine trust.
Stakeholder engagement therefore acts as a risk-management mechanism as well as a method of generating innovation.
Sustainability
Stakeholder engagement can improve the credibility of StaySmart+'s sustainability component. Local communities can identify destination concerns, sustainability specialists can test claims and suppliers can provide lower-impact products.
Marriott's Serve 360 programme already states that sustainable operations involve collaboration with associates, owners, franchisees, suppliers, business partners and guests. This provides an existing foundation for the project.
Competitive advantage
Harrison, Bosse and Phillips (2010) argue that stakeholder-oriented management can contribute to competitive advantage through better relationships, information and cooperation.
For StaySmart+, this could mean that Marriott gains customer insights and operational knowledge that competitors do not possess.
Nevertheless, stakeholder engagement has costs. Too much consultation can create stakeholder fatigue, increase project expenditure and slow implementation. The project manager must therefore use proportionate engagement.

11. Recommendations
Recommendation 1: Establish a permanent StaySmart+ Stakeholder Council
Marriott should establish a stakeholder council that remains active after launch. It should include representatives from employees, customers, owners, technology, sustainability and regional management.
This recommendation addresses the risk that stakeholder engagement ends once the service has launched.
Recommendation 2: Use a global core with local adaptation
Marriott should standardise core requirements such as cybersecurity, privacy, AI governance and brand standards.
However, local markets should be allowed to adapt language, destination recommendations, customer communication and sustainability initiatives.
This approach balances consistency with cultural sensitivity.
Recommendation 3: Introduce mandatory AI governance gates
Every major development should pass privacy, cybersecurity, accuracy, bias and transparency testing before launch.
Legal and data-protection specialists should have formal authority to stop deployment where significant risks remain unresolved.
Recommendation 4: Establish employee StaySmart+ champions
Each participating hotel should nominate trained employees to act as StaySmart+ champions.
They should support colleagues, report technical issues and collect customer feedback.
This can increase employee ownership and reduce resistance.
Recommendation 5: Introduce a stakeholder dashboard
Marriott should monitor:
· stakeholder satisfaction;
· training completion;
· unresolved concerns;
· participation;
· adoption;
· employee confidence;
· customer satisfaction; and
· commitment to agreed actions.
The dashboard should be reviewed by the project steering committee.
Recommendation 6: Link sustainability claims to measurable outcomes
Each sustainability feature should have a measurable environmental or social objective. Marketing claims should be reviewed by sustainability specialists before publication.
Recommendation 7: Use staged deployment
The service should progress through:
Design → Pilot → Evaluation → Improvement → Wider Launch → 90-Day Review
This reduces the risk of a major international failure.
Recommendation 8: Protect human hospitality
The service should be positioned as AI-enabled hospitality rather than AI-replaced hospitality.
Customers should retain access to employees, especially for complaints, complex requests, accessibility requirements and situations where empathy is important.

12. Conclusion
This report has evaluated stakeholder engagement in relation to the proposed global launch of StaySmart+ at Marriott International. The service represents an opportunity to combine AI, personalised travel planning and sustainability to create a differentiated premium customer experience. However, its success depends on more than the quality of the technology.
Marriott's international scale provides significant opportunities but also creates complexity. The organisation has thousands of properties, a diverse employee base, multiple owners and franchisees, international suppliers and customers from different cultural backgrounds. Consequently, a standardised stakeholder-management approach would not be sufficient.
Freeman's (1984) stakeholder theory provides a strong foundation because it recognises that organisations depend on relationships with multiple groups. Mitchell, Agle and Wood's (1997) model adds a useful prioritisation mechanism by considering power, legitimacy and urgency. However, these models should be applied critically because stakeholder influence is not always reflected by formal organisational power.
The power-interest matrix, stakeholder engagement plan, communication plan and RACI matrix provide practical tools for managing the stakeholder network. Their value is greatest when they are reviewed continuously rather than created once at the beginning of the project.
The 4Cs framework provides a useful process for stakeholder engagement. Communication creates understanding, collaboration allows stakeholders to contribute to design, consultation tests assumptions and commitment converts participation into measurable responsibility. Importantly, these activities should be continuous rather than treated as separate project stages.
Conflict should also be recognised as a normal part of stakeholder management. Employees, owners, regulators, customers and managers may have legitimate but conflicting interests. The project manager should therefore use collaboration and principled negotiation wherever possible and ensure that decisions are based on evidence rather than organisational power alone.
The international nature of the project makes cultural awareness essential. Research indicates that culture can affect stakeholder interaction, communication and decision-making in multinational projects. Marriott should therefore use a global core with local adaptation.
Ethical issues are equally important. Privacy, AI bias, employment, greenwashing and digital exclusion could all affect stakeholder trust. These issues should be considered during design rather than treated as problems after launch.
Overall, effective stakeholder engagement can create value for Marriott by improving customer satisfaction, employee adoption, innovation, risk management, sustainability and competitive advantage. However, engagement is not automatically beneficial. It requires resources, time and effective governance.
The most appropriate strategy is therefore to treat stakeholders as partners in the development of StaySmart+ rather than audiences for corporate communication. By combining structured stakeholder analysis, continuous communication, co-design, consultation, conflict management and measurable commitment, Marriott can increase the likelihood that StaySmart+ will be accepted by employees, valued by customers and supported by owners and regulators.
The ultimate measure of project success should not simply be whether StaySmart+ launches within six months. Success should be demonstrated through measurable customer value, employee acceptance, financial performance, ethical governance and credible sustainability outcomes. If these conditions are achieved, StaySmart+ could develop from a technology initiative into a sustainable source of competitive advantage for Marriott International.
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